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People that Deliver (PtD)
T

he PtD Initiative was established in 2011
as a global partnership of organizations
focusing on professionalization of supply chain
personnel by advocating for a systematic
approach to human resources (HR) for supply
chain management (SCM) at the global and local
level. PtD advocates at the international and
national level for interventions that improve the
demand and supply of qualified health supply
chain professionals in organizations, which in turn
strengthens the individual practitioners within
those organizations. Since the introduction of
the PtD initiative in June 2011, there has been an
increased focus on systematic approaches to HR
capacity development and the professionalization
of SCM cadres, particularly in low- and middleincome countries.

Strategic Goals:

Our Vision:

4. DEVELOPING, CATALYZING, AND
DISSEMINATING evidence-based approaches
for human resources for supply chain
management that is informed by best
practices and responsive to an evolving
xenvironment

We envision a world where health supply chain
workforces are empowered and equipped to
optimize health outcomes by improving access to
health commodities.

Our Mission:
Promote global awareness, generate evidencebased approaches, and catalyze national capacity
to plan, finance, develop, support, and retain
national health supply chain workforce through
global partnership.

PtD’s transformative direction for the period
2018–2020 will focus on:
1. PROMOTING stewardship and leadership at
the national level to address health supply
chain workforce needs
2. ADVOCATING for the development of a
competent and supported supply chain
workforce deployed across the public and
private sectors within the health system
While maintaining the long-term strategic goals of:
3. SUSTAINING a global community dedicated
to mobilizing support and resources toward a
professional health supply chain workforce

USAID, the Global Health Supply Chain–
Procurement and Supply Management
(GHSC-PSM) Project, the HRH2030 program,
and People that Deliver support governments
in assessing needs and developing strategies
to manage the quantity, type, and capacity of
human resources required to manage and operate
health supply chains. In order to provide a clear
description of supply chain goals and associated
outcomes that enable programs to reach those
goals, these organizations have collaborated to
develop a Theory of Change (TOC).
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Acronyms
EEO

Equal Employment Opportunity

HR

human resources

HR4SCM

Human Resources for Supply Chain Management

JD

job description

SC

supply chain

SCM

supply chain management

TOC

Theory of Change

USAID

U.S. Agency for International Development
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1. The Theory of Change Diagram

Click on the diagram below to explore the HR4SCM TOC online.

Building Human Resources for Supply Chain Management: A Theory of Change
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2. Introduction
L

ike all chains, supply chains are no stronger
than their weakest link. Although hundreds
of millions of dollars in commodities may flow
through a country’s health supply chain (SC)
system, the critical, strategic function of the
supply chain within health systems is rarely
acknowledged—and the SC workforce seldom has
the technical and managerial competencies to
perform optimally, or the empowerment to affect
supply decisions and policies.
The SC workforce includes a variety of people
dedicated to fulfilling logistics activities at
national, district, and health facility levels, such
as pharmacists, logisticians, SC managers,
data managers, and warehouse and transport
personnel. The workforce also includes key
personnel who contribute only a portion of their
time to SC functions, such as doctors, nurses, and
other clinical and administrative staff, all of whom
function within a coordinated system to provide
appropriate and affordable medicines and health
commodities.

Many low- to middle-income countries have an
insufficient number of adequately trained staff
to manage health supply chains. Countries
face significant gaps in technical capacity and
knowledge among their existing health SC
staff, often due to the lack of experience or
formal training.1,2 Many low- to middle-income
countries lack a professionalized supply chain
occupational category, formed either via
formal education or through the civil service
structure.3 This professionalization is critical to
embedding a workforce with specific supply chain
competencies in the health system.

Lessons learned from previous SC investments
have highlighted the importance of clearly
articulating the goals for all interventions and how
interventions will improve the SC from the outset.1
In an attempt to evaluate the investments that
USAID had made in human capacity development
for supply chain management, a central challenge
became clear: the inability to retrospectively
evaluate the outcomes surrounding these
investments.1 The pertinent interventions had not
been designed in such a way that there was a
clearly defined pathway demonstrating how such
interventions were expected to achieve intended
outcomes in supply chain performance.1 Without
expected results to serve as a comparison,
evaluation of key elements proved difficult. This
was compounded by a lack of indicators that
would adequately measure whether human
resource interventions would ultimately have an
impact on supply chain performance.
The Theory of Change for Building Human
Resources for Supply Chain Management
(HR4SCM TOC) was developed to describe
the impact of interventions and investments in
human resources for supply chain management
(SCM), efforts which aim to improve supply
chain performance by ensuring the availability of
commodities at the service delivery point. Until
now, this type of model did not exist, and links
between previous investments and interventions
supported by USAID and impact in supply chain
performance was neither distinct nor clear. An
underlying narrative describing how and why
objectives were expected to be achieved in a given
context was lacking. For this reason, the HR4SCM
TOC was developed.
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A Theory of Change (TOC) captures complexity
and allows users to understand how a number
of program activities link to one another and lead
to goals. A TOC provides a detailed description
of goals and how change is expected to occur.4
Finally, a TOC lists clear expected outcomes that
lead to the overall goals and articulates possible
interventions to achieve each outcome.
The HR4SCM TOC will enable SC practitioners to
capture and understand the pathway of change
that connects interventions and investments in
human resources (HR) to health supply chain
performance improvements and ultimately to
improved health outcomes. Applying a TOC
process will help practitioners acknowledge
and assess impact in hard-to-measure areas,
such as capacity strengthening and institutional
development. The HR4SCM TOC is not meant
to be prescriptive, but rather to map the multiple
pathways for improving HR in health supply
chains and to serve as a starting point for

country programs in prioritizing interventions
and investments. The HR4SCM TOC is a valuable
learning tool that allows governments, donors and
technical partners to appreciate the complexities
that govern HR in health supply chains and
understand how programs and interventions
can navigate the complex environment to create
change. The HR4SCM TOC relates to both public
and private sector supply chains and can be used
by practitioners working in each environment.
The HR4SCM TOC adds further depth to the
understanding of how outcomes relate to one
another and provides detailed insights for
consideration in developing country-based
strategies for improving HR in health supply
chains.
The HR4SCM Theory of Change Diagram (p. 1)
provides a structure that can be used to prioritize
the workforce interventions required to make
improvements or changes needed to strengthen
health supply chains. By discussing the desired
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outcomes, planners can decide how to apply
skills, knowledge, and resources to fulfill each
outcome. Also, by capturing the starting point of a
project and describing the desired outcomes from
the beginning, users can more easily recognize
progress over time.
In general, a Theory of Change provides a useful
basis for:
n

n

Strategic planning—by providing a foundation
for developing strategies
Monitoring and evaluation—by identifying
and specifying ways to measure activities
undertaken to make change

Specifically, the HR4SCM Theory of Change will be
used to:
n

n

n

n

Explain the causal pathway and needed
change process for optimizing the SC
workforce performance to internal and external
partners
Understand and convey the complexity of SCM
HR systems
Advocate for the importance of investing in
aspects of human resources for SCM
Design SCM HR interventions based on a solid
rationale to maximize impact potential

n

n

Plan and measure effective interventions to
improve selected HR management systems
Assess the effectiveness of HR management
systems

The HR4SCM TOC is comprised of two parts: a
diagram and a narrative. The diagram visualizes
the TOC, while the narrative describes the
components and critical assumptions that support
interventions around HR for SCM, capacity
building, and organizational strengthening. The
HR4SCM TOC Diagram is included in Section
1. The narrative presents the rationale behind
the HR4SCM TOC’s outcomes and components
throughout Section 3. Section 4 describes how
the HR4SCM TOC can be used and applied to
programs. Annex 2 includes a catalog of indicators
from which practitioners can select appropriate
and relevant indicators to measure progress
for the particular HR4SCM TOC outcomes that
programs choose to prioritize.
To help support advocacy efforts using the
HR4SCM TOC, a supplemental Summary Brief
on the HR4SCM TOC is available in a separate
document. This two-page brief contains a
simplified diagram that gives a high-level overview
of the components of the HR4SCM TOC as well as
a short summary of the concepts.
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3. Critical Assumptions
N

ine critical assumptions underlie the HR4SCM
Theory of Change Diagram. They predict how
actions will produce desired outcomes. The more
realistic these assumptions are, the better chance
of strategic success. Each critical assumption is
described in detail, with evidence and relevance
for country programming.
1. Optimizing supply chain management work
performance will contribute to improved
commodity availability and improved health
outcomes. People power supply chains.
An appropriately organized and adequately
staffed workforce with the required, specialized
technical skill sets are needed to make supply
chains function effectively.
2. Acknowledging the importance of supply
chains enhances efforts to optimize workforce
performance. Recognizing the importance
and complexity of SCM is essential to building
national health systems where well-managed
supply chains ensure the availability of critical
commodities and allow for health care delivery.
3. Adopting a crosscutting approach will lead
to greater results. Interventions that work
across various levels of the organization and
the SC are more likely to have an effective and
sustained impact.
4. Cadres that perform SCM vary between
different country contexts. The HR4SCM
TOC can be applied equally to supply chains
managed by various cadres.

5. The public sector supply chain can leverage
private sector best practices to create change.
The public sector can apply private sector
solutions to human resource issues in order to
reach the desired outcomes. Lessons learned
from applying private sector tactics to public
sector supply chains have shown that the private
sector can play an important role in improving
health supply chains.
6. Health supply chains are often entirely
embedded neither in the public sector nor in
the private sector. Supply chains may intersect
both public and private sectors through use of
contracting and outsourcing, parastatal entities,
and/or other hybrid approaches. The pathways
and outcomes within the HR4SCM TOC can be
applied to any and all of these scenarios.
7. Well-functioning human resource management
systems—with effective policies and well-defined
processes—enable optimized work performance.
Institutional-level outcomes and interventions—
such as introducing policies and creating
and implementing effective HR management
processes—are foundational steps toward
building an efficient workforce.
8. Strengthening the role of SC leadership
and supervisors will lead to optimized work
performance. Empowering individual-level
supervisors and SC leaders will bolster the overall
performance of the SC workforce.
9. Cultivating workers’ motivation and skills improves work performance. Creating opportunities
to improve individual-level competencies and motivation will lead to improved work performance.
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3.1 Optimizing supply chain management work
performance will contribute to improved commodity
availability, and ultimately, improved health outcomes

T

he HR4SCM TOC assumes that optimizing
SCM workforce performance will lead to
improved system performance. People power
supply chains. A competent, adequately staffed
workforce, with the skills to operate the SC
effectively, is a key performance driver of supply
chains.5,6 By targeting key components that
support workforce optimization, supply chains and
commodity availability can be improved.
Performance of the SC system depends on
workforce performance. As human-run systems,
supply chains can only perform as well as the
workers managing the systems. At the same
time, commodity availability depends on, and is
inextricably linked to, SC performance; improving
commodity availability leads to improved health
outcomes. Therefore, the HR4SCM TOC assumes
that optimizing workforce performance will
greatly help to improve system performance,
and ultimately impact commodity availability and
health outcomes.

Evidence has shown that insufficient numbers
of adequately trained staff are a frequent cause
of supply chain system breakdowns and poor
system performance.5,7,8,9 An adequately staffed,
appropriately skilled, and motivated workforce will
power supply chains and result in commodities
being available to meet local needs. This
relationship is critical to the long-term outcome of
the TOC: that work performance is optimized.
The long-term outcome directly supports the
ultimate goal—that commodities are available
at service delivery points to meet needs in
the most cost-effective way possible so that
health outcomes are improved. A number of
assumptions link the long-term outcome to this
ultimate goal.

The ultimate goal is beyond what SC practitioners
can achieve in isolation. A number of factors outside the workforce, such as adequate funding for
procurement, infrastructure, government support,
and other health system components, also impact
whether commodities are available. The HR4SCM
TOC focuses on the key elements of optimizing
workforce performance and building HR for SCM.
The ultimate goal assumes that increased access
to and availability of health commodities will lead
to improved health outcomes. Although external
issues, such as cultural or individual factors, can
impact whether communities seek out medicines
from health facilities, and separate, outside factors
can affect whether these products are used correctly, overall health outcomes are expected to improve
as a result of more reliable commodity availability.1
Rigorous studies linking HR for SCM interventions
to improved health outcomes are limited.10
Although research into the direct connection
between commodity availability and health
outcomes is limited by complexities and
confounding factors, the logic linking improved
access to medicine with improved health outcomes
is generally accepted. The literature recognizes
that strong health supply chains are an essential
component for achieving positive health
outcomes.11 This belief underlies most public
health initiatives that target SC strengthening; it is
embodied, for example, in the slogan “No Product,
No Program,” a well-established concept in the
health SC field.12 Health services rely on effective
delivery and management of health products.11 As
stock-outs decrease and products become reliably
available, greater portions of populations can
have access to treatment.1 Increased access to
vaccines improves immunization coverage among
children and leads to a reduction in preventable
illness. Similarly, more reliable availability of HIV
treatment improves patient outcomes.1
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3.2 Acknowledging the importance of supply chains
enhances efforts to optimize workforce performance

R

ecognizing the importance and complexity of
SCM is essential to building national health
systems where well-managed supply chains
provide critical commodities and allow for
health care delivery. The HR4SCM TOC assumes
that appropriately positioning and elevating
SC throughout the health system will build an
enabling environment for improved performance—
optimizing work performance and boosting supply
chain operation.
In the commercial sector, industry leaders
acknowledge that cost-effective supply chains are
essential to business performance and provide
supply chains with the required resources and
strategic direction.11 Cultivating an appreciation
for supply chain can ensure institutions prioritize
the financial, human, and physical resources
that successful SC operation requires. This is
specifically acknowledged within the HR4SCM
TOC: having a sufficient budget to fund required
positions is a key component of the Staffing
pathway. Similarly, availing resources necessary
for a safe, clean physical environment is
fundamental to establishing Working Conditions
that support optimal performance.

Promoting awareness and understanding of the
role of SCM in the health system and society
at large can lead others to recognize SCM
occupations as desirable, secure, and supported
careers and improve the sector’s ability to recruit
new talent.13 In line with this reasoning, the TOC’s
Staffing pathway theorizes that once SCM is a
valued career, with an existing career path and
recognized job opportunities, these levers will
work together to produce an adequate pool of
workers to fill critical SC positions.

Beyond the specific outcomes mentioned
here—which are closely and clearly connected to
appreciating supply chain’s value—more broadly,
acknowledging and promoting SC’s importance
will enhance all efforts to optimize work
performance and improve commodity availability.
Political and technical leaders must clearly
understand the importance of SC within the
health system so that SCM is given the time,
resources and priority required for interventions
to be effective.14,15 The literature suggests that a
supportive government environment is particularly
important for initiatives regarding policy making
and implementation as well as efforts to optimize
organizational structure.15,16
Lessons learned from working to increase
appreciation for supply chain support this
thinking.15 When leaders in ministries of health,
public sector institutions, and nongovernmental
stakeholders appreciate the value of supply chain,
it provides the advocacy, impetus, resources, and
attention needed to support effective action and
achieve the outcomes of the TOC framework.15,16
The significance of SC should be recognized
beyond its importance as an operations function.
A strong understanding of how SC impacts health
outcomes and effectively delivers social benefits
must be promoted as well. When SC workers
recognize how supply chain benefits health in
society and society recognizes the importance of
the sector, this can increase interest in, support
of, and motivation throughout the supply chain
sector.
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3.3 Adopting a crosscutting approach will lead to
greater results

HR

is a crosscutting issue affecting every
function in the health supply chain, from
product selection to eventual service delivery. As
HR impacts people and processes across the
organization, building effective and optimal work
performance requires a crosscutting approach.
Furthermore, supply chain management is
complex and requires the appropriate staff,
organizational structure, skills, working conditions,
and resources.
The HR4SCM TOC maps four distinct
pathways—Staffing, Skills, Working Conditions,
and Motivation. The TOC assumes that
interdependence exists between each of these
areas and that making strides in one area can lead
to improvement across other areas.

For example, the TOC assumes that achieving
improvements in Working Conditions could lead
to a higher degree of worker motivation. Gains
in Motivation could impact staff retention and
encourage SC workers to continue to develop new
skills. Efforts to expand workers’ Skills could serve
to further multiply motivation among workers
who have experienced the expansion of their
capabilities.

Change is rarely linear. The four pathways must
be approached in parallel in order to achieve
successful change. For example, skills are
essential to workforce performance and may be
fostered by training; however, skills are insufficient
in themselves to meet the long-term outcome,
particularly if working conditions are not optimal
or if supply chain positions are not adequately
staffed.17 Therefore, strategies that focus solely
on training interventions to build skills are unlikely
to succeed, given the other component outcomes
that are necessary for optimal workforce
performance. Defining the necessary scope of
interventions in this way can broaden the thinking
about what successful strategies are needed to
optimize workforce performance.
The literature suggests that achieving longterm, sustainable improvements to supply
chain requires a multipronged approach.1
Human resources is one of a number of factors
that influence supply chain performance.
System design, infrastructure, data visibility,
governance, and finance also play a role in
system performance.15 HR interacts with each
of these factors, as leadership and workers
make decisions and carry out work in each
area.18 Given the number of factors that impact
system performance, it is imperative that a
comprehensive, crosscutting approach is applied
to HR management.

Strategies that focus solely on training interventions
to build skills are unlikely to succeed, given the other
component outcomes that are necessary for optimal
workforce performance.
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3.4 Cadres that perform SCM vary between different
country contexts

F

ully optimizing SC work performance and
developing the SC career path requires a clear
definition of who is responsible for performing the
work. Many countries lack a professionalized SC
occupation, either via formal education or through
the civil service structure. This professionalization
is critical to embedding a workforce with specific
SC competencies into the health system. In
the absence of a standard, professionalized SC
occupation, a variety of cadres are expected to
manage supply chains in various countries.

in the Staffing pathway must be appropriate
for the workforce that exists in that context.
Similarly, approaches taken to ensure access to
education and professional development in the
Skills pathway will depend on the professions
and cadres in place in the country. In each of
these cases, identifying the optimal cadres of
staff for each SC task is a vital first step, along
with ensuring the identified cadres have the
competencies required to carry out designated
SCM functions.

There is not a consensus about whether supply chains should be managed by pharmacists
or non-pharmacists.19 In some countries, legal
implications regulate which types of civil service
positions can carry out roles related to procurement and distribution of medicines. Identifying the
required professional qualifications of SC workers
is a critical question for countries to solve.

Introducing new cadres can be an important
and valuable step toward professionalizing SC
positions; however, establishing and launching a
new cadre is a complex political and governmental
process. Yet certain countries have achieved
success. For example, to overcome a shortage
of pharmacists, the Malawi Ministry of Health
introduced a pharmacy assistant training
and support program, based on the identified
competencies this specific context required.
Before the introduction of the pharmacy assistant
cadre, many SC tasks fell to clinical staff, in
the absence of sufficient pharmacy staff. The
program successfully allowed SC tasks to shift
back to pharmacy staff and, as a result, clinical
staff previously working on SC reported being able
to spend more time with patients.20

The HR4SCM TOC assumes that there are
multiple solutions for addressing the gap in a
professionalized SC occupation. Across different
countries, varied cadres of staff manage and
operate SC systems. In each unique context, the
selected staffing structure has the potential to
achieve success. The TOC can be adapted equally
to situations where pharmacists run the SC as it
can to supply chains managed by logisticians or
other non-pharmacists. This framework does not
differentiate between the types of staff managing
the SC. Instead, the outcomes and interventions of
this framework can be applied to various cadres
and staff at all levels. However, the HR4SCM TOC
does require that a determination be made about
the specific qualifications required at various
levels of the SCM workforce in the context where
the framework is being applied.
Interventions aiming to achieve the outcomes in
the HR4SCM TOC must be context-specific, given
the country’s staff composition. For example,
crafting the right job descriptions, developing SCM
career paths, or establishing competitive salaries

Strategic task shifting can be another
valuable approach for addressing gaps in a
professionalized SC occupation. Creating SCM
specialization within an existing profession is
another possible option. For example, in Ghana,
where most lower-level health facilities lack
dedicated SC professionals on staff, the Ministry
of Health introduced a preservice training program
on SCM competencies for students in pharmacy
and nursing schools. This sustainable, costeffective preservice training model resulted in a
continuous flow of graduates from a standardized
course who are capable of performing SCM
duties.21
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3.5 The public sector supply chain can leverage private
sector best practices to create change

A

common misconception is that the challenges
faced by supply chains in the public sector are
unique to that sector. Actually, evidence suggests
that the public sector can leverage private sector
solutions to reach the desired outcomes.12 Much
of the HR4SCM TOC is built around private sector
answers to human resource questions.
In the public health context, the ministry of
health generally has the principal responsibility
for providing direction to the health supply chain
workforce and developing HR policies and plans.
Yet leaders in the public sector can look to private
sector successes to inform their decision making
and interventions.

PtD’s experience and successes have focused
on strengthening public sector SCM systems
while facilitating private sector inputs, where
necessary.11 Lessons learned from applying
private sector tactics to public sector supply
chains have shown that the private sector can
play an important role in improving health supply
chains and that a variety of approaches for
engaging the private sector can benefit supply
chains for public health.12 Applying private sector
processes, such as warehouse management
best practices, network optimization, or use
of performance management metrics, has
strengthened public sector solutions for SC
issues.12
The HR4SCM TOC adapts HR private sector
strategies, processes, and methods to improve
HR for SCM. Motivation pathway methods, such
as financial and nonfinancial incentive programs,
apply strategies that have been developed in the
private sector. Other outcomes are based on
theories that have been studied among employees
in the commercial sector. For example, building
a sense of ownership among employees by
ensuring that workers have authority to make and
implement decisions is supported by evidence.22
Management research has shown that, when
workers feel greater ownership for their work,
this positively impacts performance and job
satisfaction.22,23 Similarly, literature supports the
expected impact of establishing a favorable social
and emotional work environment, a component
of the Work Conditions pathway.24 The TOC’s
expected benefits of establishing competitive
salaries so that quality candidates can be
recruited is a concept in the Staffing pathway that
has also been shown to be effective in the private
sector.
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3.6 Health supply chains are often not embedded
entirely in the public sector nor in the private sector

I

n addition to adapting best practices from the
private sector, the TOC assumes that health
supply chains are often not embedded entirely
in the public sector nor in the private sector.
These supply chains may intersect both public
and private sectors through use of contracting
and outsourcing, parastatal entities, and/or other
hybrid approaches. In contexts where private
sector partnership is advantageous, many of the
TOC concepts can be applied to private sector
collaboration.
The public and private sectors intersect. In many
countries, health supply chain systems are
comprised of multiple supply chains, implicate
both public and private operators and facilities,
and involve a range of processes and personnel.12
In these scenarios, the flow of products moves
between public and private sector boundaries.
In addition to products flowing across sector
boundaries, supply and demand factors in the
labor market for SCM interact across public and
private sectors. Public and private sectors draw
from a similar, limited pool of skilled workers to
staff supply chains for various commodity types.25
The global community faces an international
shortage of SCM expertise; this shortage will
continue to expand as economies grow.25
A country’s ministry of health is accountable for
essential leadership and overall guidance for the
supply chain. Leaders in the ministry advocate and
collaborate with other public sector institutions
and stakeholders to develop and sustain a
competent workforce.14 Leaders can also
collaborate with the private sector to maximize
system performance. Often, the ministry of health
plays a role in regulation of companies that
provide supply chain services for the private health
and pharmaceuticals markets in a country.

Collaboration with the private sector can take a
number of forms. Engaging private companies
to act as service providers is one example. In this
arrangement, private sector companies manage
services for supply chain functions. Outsourcing
supply chain functions, such as warehousing,
transport or procurement, is a practice that has
grown in recent years.12
The TOC includes numerous outcomes that target
strengthening skills and managing performance.
In circumstances where certain functions are
outsourced, the competencies required by
leaders and workers should include the skills
needed to manage an outsourced contractor,
which calls for competencies such as effective
leadership, oversight, and coalition building
among partners.12 The technical and managerial
competencies required in the Skills pathway
to manage an outsourced contractor can differ
from those needed for an in-house approach. The
needs of each scenario should be reflected in the
organization’s vision for skills, leadership, staffing,
and motivation.
Improving private sector participation can also
take the form of establishing partnerships. For
example, public sector supply chain leadership
can collaborate with private institutions, such as
universities, to improve education opportunities
for SCM.
In the HR4SCM TOC, outcomes, such as ensuring
SC workers have access to training, education, and
professional development in the Skills pathway,
could be achieved through partnering with local
universities to strengthen SC coursework and
improve interest in course enrollment.
Likewise, private sector actors have the same
needs in terms of optimizing staffing, skills,
working conditions, and motivation, and can apply
the HR4SCM TOC to their system improvements
for HR.
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3.7 Well-functioning HR management systems—with
effective policies and well-defined processes—enable
optimized work performance

T

he HR4SCM TOC assumes that strong human
resource management systems are the
foundation for organizing, effecting, and sustaining
changes in work performance. Institutional-level
outcomes and interventions—such as introducing
policies and creating and implementing HR-related
processes—are foundational steps toward building
an efficient workforce.3

Establishing HR policies lays the foundation for
carrying out effective HR activities and processes.
A number of specific policies are included in each
of the pathways within the TOC. For example,
establishing performance management policies is
foundational to the Motivation pathway. Policies
on Equal Employment Opportunity (EEO), harassment in the workplace, and environmental and
occupational safety form the basis for building
further improvement in the Working Conditions
pathway. Finally, recruitment and hiring policies lay
the groundwork for the Staffing pathway.
In addition to establishing policies, powerful
benefits come from identifying required system
inputs. Articulating clear definitions and
requirements is a first step toward establishing
effective HR processes. When HR systems
formulate the competencies, qualifications, and
workplace characteristics that effective SCM
requires, this planning process lays the foundation
for implementing processes to improve
performance. For example, defining the precise
qualifications for SC positions is an essential first
step toward recruiting quality candidates in the
Staffing pathway. Similarly, first describing the
competencies required to undertake SC tasks
and ensuring each position has defined roles
and responsibilities later enables SC workers
to understand their roles and responsibilities
(three related outcomes in the Skills pathway).
Finally, describing the characteristics of a safe
and conducive work environment provides the
foundation for putting in place processes to
improve Working Conditions.

Well-functioning HR management systems
and processes are also critical to fulfilling
staffing requirements needed for optimal work
performance. Evidence reveals that common
system-level staffing issues that impede work
performance include a lack of job descriptions
with clear expectations; lack of defined roles and
responsibilities; and lack of defined career path.1
The TOC includes several outcomes that call upon
strong institutional HR management systems
to create the needed change; these outcomes
include ensuring that an effective recruitment
system is in place; education is available for all
required qualifications; a SCM career path exists;
and SC workers have job security.

Defining the precise
qualifications for SC
positions is an essential
first step toward recruiting
quality candidates.
The TOC also assumes that performance
management policies and processes lead to good
performance. Specific performance management
processes built into the TOC—such as providing
performance feedback, financial incentives, and
nonfinancial incentives—are understood to be
effective methods of recognizing and rewarding
good performance.9,11
Finally, HR information systems are a key
requirement for planning for change, taking
action, and monitoring progress. Optimizing HR
management systems requires an HR information
system that provides reliable data, in order to
create staffing plans, train workers, appraise staff
performance, and provide salaries and incentives
for staff retention.15
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3.8 Strengthening the role of SC leadership and
supervisors sustains optimized work performance

T

he HR4SCM TOC assumes that empowering
individual-level supervisors and SC leaders
will bolster the overall performance of the SC
workforce. An engaged and informed leadership
fosters the decision making, change management,
innovation, and advocacy required to develop
efficient supply chains.14 At the same time,
supervisors improve workforce performance
through monitoring and supervision efforts as well
as through their role in performance management
(e.g., incentive, appraisal, or mentoring) programs.1
In contexts where members of HR and SC
leadership are not engaged and do not adequately
provide overall direction, advocacy wanes and
policy making, planning, and budgeting can be
negatively affected.14,15 SC and HR leadership
are vital forces that drive development and
implementation of the policies and programs
called for within the HR4SCM TOC. Leadership is
also critical to providing adequate budgets and
strategic direction.
In many countries, supervision is inadequate,
in either the number or capacity of existing
supervisors. In a system with inadequate
supervision, operations are unsystematic
and work performance cannot reach suitable
standards.1

Evidence supports the assumption that
supervision, coaching, and mentoring lead to
performance results such as retention and
accountability.1 These methods are effective as
individual approaches and also when applied
together. Lessons from the USAID|DELIVER
Project found that supervision and mentorship
positively impacted retention and created
linkages across supply chain levels.1 Findings
also show that initiatives to improve supervisor
competence—such as by building capacity of
supervision practices—were essential to bolstering
staff training interventions and sustaining
improvement in SC worker performance. Wellconducted supervisory visits, as well as coaching

and mentoring, and on-the-job training, can
reinforce the educational gains achieved among
SC workers through training and education.
Supervision also allows supervisors to identify
areas for improvement and provide feedback.1
Specific outcomes in the TOC target supervisors
to ensure they have the knowledge, skills, and
enabling environment to provide feedback,
recognize good performance, and conduct
supportive supervision and performance
management. These outcomes create the
foundation of the Motivation pathway.
Supervisors also play a key role in carrying out
performance management initiatives—such as
financial and nonfinancial incentive programs.
Lessons from USAID supply chain investments
indicate that performance management initiatives
can lead to a workforce whose members feel
valued.1
Outcomes in the Working Conditions pathway
ensure supervisors have the competence and
skills to establish a safe work environment and
implement key policies that build a favorable
social and emotional environment, including
EEO and anti-harassment policies. Furthermore,
the TOC posits that leaders and supervisors are
responsible for establishing and maintaining an
organizational culture that supports a favorable
social and emotional environment with a problemsolving, solution-focused culture. Research
guiding the commercial sector consistently links
positive emotional work environments with better
performance, quality, and customer service. The
literature indicates that this association holds
across various roles and industries and exists at
various levels of an organization.24
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3.9 Cultivating workers’ motivation and skills improves
work performance

T

he HR4SCM TOC assumes that creating
opportunities to improve individual-level
motivation and competencies will lead to
improved work performance. Motivated and
competent workers, possessing the skills and
capacity to operate the supply chain effectively
and efficiently, are crucial to the performance of
the supply chain.3,5,6

The literature indicates that many organizations
have not yet deciphered how to encourage, reward,
and motivate staff.1 The HR4SCM TOC expects
that providing incentives and feedback through
performance management systems will engage
workers, increase motivation, and improve their
outputs. The literature on health worker motivation
has highlighted the importance of deploying a
diversified approach to increasing motivation.
Research has acknowledged the limitations of
financial incentives in influencing motivation
and highlighted the importance of utilizing both
financial and nonfinancial incentives to motivate
staff.26 Other findings suggest incentives should
be applied in parallel with improving work
conditions.26 This evidence also supports the
crosscutting approach of the HR4SCM TOC.

The HR4SCM TOC envisions that, supported by
effective leaders and supervisors, SC workers will
participate in educational activities, apply newly
acquired skills and knowledge to their tasks, and
achieve improvements in performance as a result.
The literature supports the belief that interventions
like education and training positively influence
capacity and workforce development.1 Efforts to
improve skills must be combined with increasing
motivation to be maximally effective. Achieving
increases in both motivation and competencies
can lead to increased workforce performance.
Finally, the literature has revealed that a clear
pathway often does not exist between gaining
skills through education and moving up a career
ladder.1 Gaining skills and knowledge alone will
not lead to sustained, improved performance
or career advancement. In the HR4SCM TOC,
ensuring a career path exists is expected to
improve Staffing outcomes and help to build an
adequate pool of workers. Establishing a career
path must be combined with improving skills and
motivation in order to achieve optimized work
performance.

Research has acknowledged the limitations of financial
incentives in influencing motivation and highlighted the
importance of utilizing both financial and nonfinancial
incentives to motivate staff.

Building Human Resources for Supply Chain Management: Theory of Change | 19

20 | Building Human Resources for Supply Chain Management: Theory of Change

Building Human Resources for Supply Chain Management: Theory of Change | 21

4. Theory of Change Diagram
Decoded

ULTIMATE GOAL:
Commodities are available at service delivery
points to meet needs in the most costeffective way…
…to contribute to improved health outcomes.

Building Human Resources for Supply Chain Management: A Theory of Change
Health outcomes are improved

FOUR PATHWAYS:
Commodities are available at
service delivery points to meet
needs in the most cost effective
way possible

Staffing
All critical SC positions
and/or competencies are
filled.
Skills
Workers apply their skills,
as appropriate, at every
level of the SC.

Work performance
is optimized

Working Conditions
Working conditions
support performance.
Motivation
SC workers are motivated
to do their jobs.

Ability to
develop the
right job
descriptions

An effective
recruitment
system is in
place for SC
positions

Work performance is optimized.

Staffing

Skills

Working Conditions

Motivation

All critical SC positions
and/or competencies filled

Workers apply their skills as appropriate
at every level of the supply chain

Working conditions
support performance

SC workers motivated
to do their jobs

Ability to
recruit
quality
candidates

SC
workers
have job
security

LONG-TERM OUTCOME:

Competitive
salaries are
available

Adequate pool
of workers to
fill SC roles/
positions

SC job
opportunities
are known

Education is
available for
all required
qualifications
within the SC
system

SC workers
demonstrate
adequate
technical and
managerial
competencies

Sufficient
budget to
fund required
positions

Supply Chain
Management
career path
exists

Supply Chain
Management
is a valued
career

SC workers
SC workers
develop
Workers have
develop
competence
acquired
competencies
through
adequate SC
through
competencies coaching and learning and
experience
mentoring

SC workers have
access to training,
education and
professional
development
linked to core
competencies

The precise
qualifications
for SC
positions are
accurately
described

SC workers
have leadership
skills within
their sphere of
operations

SC workers
understand
their roles and
responsibilities
in the SC
system

Formally
High level SC
Each position
defined
positions are
within SC
roles
match
recognized at
has defined
expected
a sufficient
roles and
local
level of
responsibilities
practice
authority

There are
opportunities
to gain
on-the-job
experience

The steps and
competencies
required to
undertake
SC tasks are
known

Favorable
social and
emotional
environment

PRECONDITIONS:

Physical
environment is
safe, clean and
conducive to
performance

SC workers have
up to date and
relevant tools
and equipment
to perform

General
recruitment
and hiring
policy exists

Equal
employment
opportunity (EE0)
policies cover
recruitment
practice

The importance of the SC is acknowledged
throughout the health system and positioned
accordingly within the organizational structure.

SC workers
have a
sense of
ownership
of their
role

Dark blue boxes:
Key components of each Pathway, which together lead to the Long-Term Outcome
Light
blueOrganization
& brown:
Higher
preconditions
leading to key components of the Four Pathways
Workers
Supervisors
Resources
A problemThe necessary
Supervisors
Good
There is an
have
Good
solving,
culture
are competent have the skills necessary for
tools and
performance understanding
Poor
Orange
boxes:
Non-policy,
lower-level
preconditions
leading
to
higher
preconditions
authority
to
performance
to
establish
safe,
clean
solutionsupports
to implement
equipment
leads to
of how SC
performance
make and
is recognized
safe and clean
physical
EEO and antifocused
positive social
are identified
career
affects health
is corrected
implement
rewarded advancement
physical
work environment
harassment
culture boxes:
and emotional
and made
Green
Policy
preconditions
that
create an environment toandsupport
higher preconditions
outcomes
decisions
policies
environment are available
exists
environment
available

Policies are
in place on
harassment in
the workplace,
especially
against women

Equal
employment
opportunities
(EE0) policies
are in place

Financial
incentives
are in
place

Environmental
and
occupational
safety policies
are in place

The characteristics
of a safe and
conducive physical
environment are
known

The importance of the supply chain is acknowledged throughout
the health system and positioned accordingly

Non financial
incentives
are in place

Supervisors
provide
supportive
supervision and
performance
management to
their staff

FOUNDATIONAL PRINCIPLE:
Public sector
recruitment
and hiring
policies
permit hiring
staff with
adequate SC
experience

SC workers
understand
and care about
their role in
the healthcare
system

Good
performance
is supported
within the
system

Performance
management
policies are in
place

Supervisors
understand
the reasons
for poor
performance

Supervisors
feel enabled
to provide
constructive
feedback

Supervisors
have the skills
to communicate
feedback on poor
performance
to staff
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5. Using the HR4SCM
Theory of Change
P

rogram planners and managers design and
execute multiple interventions to move toward
their envisioned goals. With many moving parts,
organizations need to articulate the change they
are trying to create and describe how that change
is going to happen, through planned interventions.
A TOC can be used to identify and describe how
planned interventions are expected to produce
specific, desired outcomes, as the TOC shows the
chain of events that exists between a program’s
interventions and its goals.4
Applying the HR4SCM TOC should focus on the
process of determining how the listed outcomes
compare to your program and identifying where
attention is needed. The HR4SCM Theory
of Change should be used as an analytical
framework that can be questioned, tested, and
adapted to the particular context where you
are working; it should not be seen as a strictly
prescriptive map.

Specifically, the HR4SCM Theory of Change can
be used to:

5.1 UNDERSTAND AND CONVEY
THE COMPLEXITY OF SCM HR
SYSTEMS
Step 1. Review the Theory of Change Diagram,
paying particular attention to the Four
Pathways.
Step 2. Review and discuss the preconditions
in each pathway, taking note of the
significance of the different levels of the
preconditions within the framework.
Step 3. Review the TOC Narrative, with particular
focus on the critical assumptions, which
highlight the complexity of the SCM HR
systems and show how the different
components needed for optimized
workforce performance interrelate.
Step 4. Identify which specific preconditions
are the likely root causes of workforce
performance weaknesses are in your
specific context.
Step 5. Consider conducting a more in-depth
analysis of these root causes using the
Indicators and Interventions Catalog
(Annex 2).
Step 6. Systematically assess these weaknesses,
and identify and implement solutions,
ensuring you measure the impact—using
the Indicators and Interventions Catalog
(Annex 2).
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5.2 EXPLAIN THE CAUSAL
PATHWAY AND NEEDED CHANGE
PROCESS FOR OPTIMIZING SC
WORKFORCE PERFORMANCE
TO INTERNAL AND EXTERNAL
PARTNERS
Step 1. Familiarize yourself with the Ultimate
Goal, Long-Term Goal, and Four
Pathways.
n

n

Use the language in the goals and
pathways when describing the purpose
of HR4SCM.
Highlight the Four Pathways when
describing the change process.

Step 2. Share the HR4SCM Theory of Change
Summary Brief with stakeholders who are
less familiar with human resource needs
within supply chain programs.
n

The Summary Brief is a separate
document, which contains a simplified
overview of the TOC Diagram and a
short summary.

Step 3. Develop agree among stakeholders on
the next steps in identifying detailed
workforce performance weaknesses
and consider solutions for improvement,
ensuring you measure the impact. The
Indicators and Interventions Catalog can
be a source for potential solutions
(Annex 2).

5.3 ADVOCATE FOR THE
IMPORTANCE OF INVESTING IN
ASPECTS OF HUMAN RESOURCES
FOR SCM
Step 1. Identify the key stakeholders that
influence resource investments in
public health and supply chain within
your context. Consider stakeholders
that influence both within the Ministry
of Health and external to the Ministry
of Health (e.g. Ministry of Finance
stakeholders), as well as internal and
external to government (e.g. donors,
multilaterals, and civil society advocates).
Step 2. Use and share the HR4SCM Theory of
Change Summary Brief, which contains a
simplified overview of the TOC Diagram,
to help convey:
n

n

How investments in HR result in
SC improvements
Why specific targeted intervention
areas are critical for resource
allocation

Step 3. Use the increasing interest and political
will generated to put HR improvement
in SCM on the development agenda
with stakeholders, working toward a
comprehensive strategy and resourced
plan for implementation.
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5.4 DESIGN SCM HR
INTERVENTIONS BASED ON A
SOLID RATIONALE TO MAXIMIZE
IMPACT POTENTIAL

5.5 PLAN AND MEASURE THE
EFFECT OF INTERVENTIONS
TO IMPROVE SELECTED HR
MANAGEMENT SYSTEMS

Step 1. Review the HR4SCM Theory of Change
Diagram and Narrative, including the
Indicators and Interventions Catalog
(Annex 2).

Step 1. Review Section 5.4. Once interventions
are selected, brainstorm potential
indicators to monitor the effect of the
interventions. Refer to the Indicators and
Interventions Catalog (Annex 2), as a
resource.

Step 2. Identify the pathways and specific
preconditions in the TOC Diagram your
program is ready to target, based on your
needs and context.
Step 3. Once priority preconditions have
been identified, review the potential
interventions targeting each TOC
precondition. Discuss and select
interventions appropriate for your context
for each targeted precondition. These
interventions can be drawn from the
Indicators and Interventions Catalog
(Annex 2) or designed specifically to meet
the needs of your unique context.

Step 2. Specify the indicator(s) to measure
the extent of change for each selected
intervention.
n

n

Step 4. Implement selected interventions,
ensuring you use appropriate indicators
to monitor improvements.
n

n

Selecting indicators will show how
progress toward the precondition
would be observed at the appropriate
target level and how the precondition’s
eventual accomplishment will be
realized.
Designing a monitoring and evaluation
process will tell you whether the
interventions were effective and will
allow you to correct course, as needed;
it can also help you to explain why an
intervention was effective.
For each indicator specified, ensure
that an appropriate data source is
(or will be) consistently available. If not,
specify an alternate indicator.
NOTE: It is recommended that at
least one indicator be specified to
measure each precondition targeted
by your intervention(s). However, it is
acceptable for specific indicators to
measure multiple preconditions.

Step 3. Work with stakeholders to coordinate
planned interventions. Use the HR4SCM
TOC to communicate the rationale behind
the interventions and expected results.
Step 4. Implement selected interventions, making
sure to collect baseline data for your
selected indicator, and continually review
progress.
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5.6 ASSESS THE EFFECTIVENESS
OF HR MANAGEMENT SYSTEMS
Step 1. Assess how your HR system compares
with the outcomes in the HR4SCM TOC.
n

n

Use tools such as the Human
Resource Capacity Development in
Health SCM: Assessment Guide and
Tool to complete your assessment.
This and other assessment tools are
available on the PtD Resource Library.

Step 2. Identify weaknesses in your HR system,
where preconditions are lacking or
not fully developed. Consider policy
preconditions, lower-level preconditions,
and higher-level preconditions in each
pathway.
Step 3. Determine whether each of the Four
Pathways is adequately developed and
addressed in your HR system.
Step 4. Review the Indicators and Interventions
Catalog (Annex 2) and identify potential
interventions and indicators that could
strengthen the effectiveness of the HR
system.

USING THE INDICATORS AND
INTERVENTIONS CATALOG
The Indicators and Interventions Catalog,
located in Annex 2, can guide discussion and
selection of interventions and indicators for
each precondition. For each precondition
in the TOC Diagram, the Indicators and
Interventions Catalog lists:
1. THE PRECONDITION grouped by
pathway. For example, each precondition
in the Staffing Pathway is listed together,
in the order the preconditions appear in
the TOC Diagram.
2. RATIONALE to describe why the
precondition is important and how
improvements in the listed outcome area
can positively benefit the supply chain and
your program.
3. INTERVENTIONS to inspire you in
selecting strategic activities that could be
implemented to lead to improvements for
each precondition.
4. INDICATORS that can be selected and
applied to measure progress toward
strengthening outcomes and achieving
the listed precondition.
5. DATA SOURCES for each potential
indicator. Possible data sources are listed
to help you determine how to collect data
for each selected indicator.
The Catalog contains a menu of indicators;
the listed indicators will not suit all programs.
Data availability and system structures in
each country differ. For preconditions where
the Catalog lists two or three indicators, the
various indicators should be considered as
options. Use this list to select and customize
the optimal indicator(s) for your program,
based on the TOC preconditions your
program is targeting and the data sources
available. Keep in mind that, often, the
best indicator to employ is the one you are
currently collecting.
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Annex 1: Numbering Convention for
Indicators and Interventions Catalog
Building Human Resources for Supply Chain Management: A Theory of Change
A1

Health outcomes are improved

A2

Commodities are available at
service delivery points to meet
needs in the most cost effective
way possible

A3

Staffing

B1
B2.1

Ability to
develop the
right job
descriptions

An effective
recruitment
system is in
place for SC
positions

B3.1B3.8

Ability to
recruit
quality
candidates

B2.2

SC
workers
have job
security

SC job
opportunities
are known

B4.1

B5.1

Adequate pool
of workers to
fill SC roles/
positions

Education is
available for
all required
qualifications
within the SC
system

Sufficient
budget to
fund required
positions

B2.3

Supply Chain
Management
career path
exists

Supply Chain
Management
is a valued
career

SC workers
demonstrate
adequate
technical and
managerial
competencies

C2.1

B4.2

SC workers
have leadership
skills within
their sphere of
operations

C2.2

SC workers
SC workers
develop
Workers have
develop
competence
acquired
competencies
through
adequate SC
through
competencies coaching and learning and
experience
mentoring

C3.1C3.6

C4.1

General
recruitment
and hiring
policy exists

Working Conditions

Workers apply their skills as appropriate
at every level of the supply chain

C1

SC workers have
access to training,
education and
professional
development
linked to core
competencies

The precise
qualifications
for SC
positions are
accurately
described

Public sector
recruitment
and hiring
policies
permit hiring
staff with
adequate SC
experience

Skills

All critical SC positions
and/or competencies filled

Competitive
salaries are
available

Work performance
is optimized

Equal
employment
opportunity (EE0)
policies cover
recruitment
practice

D1
SC workers
understand
their roles and
responsibilities
in the SC
system

C2.3

Formally
High level SC
Each position
defined
positions are
within SC
roles
match
recognized at
has defined
expected
a sufficient
roles and
local
level of
responsibilities
practice
authority

There are
opportunities
to gain
on-the-job
experience

C4.2

The steps and
competencies
required to
undertake
SC tasks are
known

Favorable
social and
emotional
environment

D2.1
A problemsolving,
solutionfocused
culture
exists

Organization
culture
supports
positive social
and emotional
environment

D3.1D3.6

Policies are
in place on
harassment in
the workplace,
especially
against women

D4.1

A4

Working conditions
support performance

Physical
environment is
safe, clean and
conducive to
performance

D2.2

Supervisors
are competent
to implement
EEO and antiharassment
policies

Supervisors
Resources
have the skills necessary for
to establish
safe, clean
safe and clean
physical
physical work environment
environment are available

D4.2

Equal
employment
opportunities
(EE0) policies
are in place

SC workers motivated
to do their jobs

E1
SC workers have
up to date and
relevant tools
and equipment
to perform

D2.3

The necessary
tools and
equipment
are identified
and made
available

Good
performance
is supported
within the
system

E2.1

E4.1
Environmental
and
occupational
safety policies
are in place

SC workers
understand
and care about
their role in
the healthcare
system

SC workers
have a
sense of
ownership
of their
role

Good
There is an
performance understanding
leads to
of how SC
career
affects health
advancement
outcomes

Workers
have
authority to
make and
implement
decisions

E2.2

Good
performance
is recognized
and rewarded

Poor
performance
is corrected

Financial
incentives
are in
place

Non financial
incentives
are in place

E4.2

D4.3

C4.3

E5.1

D5.1

B4.3

Motivation

The characteristics
of a safe and
conducive physical
environment are
known

The importance of the supply chain is acknowledged throughout
the health system and positioned accordingly

Supervisors
provide
supportive
supervision and
performance
management to
their staff

Performance
management
policies are in
place

Supervisors
understand
the reasons
for poor
performance

Supervisors
feel enabled
to provide
constructive
feedback

Supervisors
have the skills
to communicate
feedback on poor
performance
to staff

E6.1

E6.2

E6.3

E6.4

E2.3

E3.1E3.5
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Annex 2: Indicators and
Interventions Catalog
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A. LONG-TERM OUTCOMES
A1
Health outcomes are improved

A2
Commodities are available at service delivery points to meet needs in the most cost-effective way possible
PRECONDITION

A3

INDICATOR
n

Work performance
is optimized

PRECONDITION

A4

The importance of
the supply chain
is acknowledged
throughout the
health system
and positioned
accordingly
RATIONALE:
A sustainable and
effective health SC is
essential for ensuring
the delivery of health
care. Political and
technical leaders must
clearly understand the
importance of SC in the
health system so that
SCM is given the time,
resources, and priority
required for SCM to be
effective.

Strategic plan that addresses human resource
requirements for supply chain functions and
personnel exists. (Y/N)

n

Supply chain organizational structure adequately
supports supply chain functions and requirements.
(Y/N)

n

Workforce plans are updated annually and used
to inform recruiting and other staffing decisions.
(Y/N)

INDICATOR
n

SC technical leaders report directly to health
minister or undersecretary. (Y/N)

n

Orientation materials for new health system staff
include mention of supply chain or SCM roles.
(Y/N)

SOURCES OF DATA
n

HR files

n

Organogram

SOURCES OF DATA
n

Organogram

n

Review of
orientation
materials

INTERVENTIONS
n

Establish “SC week” event to highlight importance of SC.

n

Hold SCM advocacy activities for political and technical leaders within the SCM
system.

n

Use staff orientation and onboarding to explain health systems and the roles of
individuals within that system.
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TOP-LEVEL OUTCOMES

STAFFING

PRECONDITION

B1
All critical SC
positions and/or
competencies are
filled

INDICATOR
n

n

Percentage of positions at each
level identified as critical that are
currently filled
Percentage of critical SCM
competencies that are present in
existing positions

SOURCES OF DATA
n

n

Identified positions from organizational
chart
List of all SC positions or competencies
identified as “critical”

n

HR records

n

Civil service bureau

RATIONALE: Filling all critical SC positions and/or competencies significantly affects key performance measures
such as revenue, costs, and quality and are critically important to the supply chain strategy. Because of how tightly
coupled these positions are to the performance of the supply chain, an absence of qualified workers for a critical
position can have devastating results.

SKILLS

PRECONDITION

C1

INDICATOR
n

Workers apply
their skills as appropriate at every
level of the SC

Percentage of staff appraisals
with a rating of satisfactory or
above in a 12-month period

SOURCES OF DATA
n

Performance appraisal records

WORKING
CONDITIONS

RATIONALE: Effective supply chains require that ALL SCM staff are able to use their skills to fulfill their job description
(JD) at every SC level. A weak link or inability to fulfill JD will result in a break in data flow or commodities flow.
PRECONDITION

D1

INDICATOR
n

Working conditions support
performance

Percentage of staff who feel
that their working conditions
positively support performance

SOURCES OF DATA
n

Working conditions survey or assessment

RATIONALE: Better physical, social, and emotional working conditions result in increased productivity and improved
performance among SC workers. Motivating employees is a combination of fulfilling their job expectations and
putting in place workplace factors that enhance their job satisfaction. Key to an efficient workforce is providing a
work environment that is safe and supports employee motivation and satisfaction.

MOTIVATION

PRECONDITION

E1

INDICATOR
n

SC workers are
motivated to do
their jobs
n

Bradford Factor1: That is, D (S
x S), where D is the total days
of absence over a set period
and S is the number of spells of
absence over the same period.

SOURCES OF DATA
n

Timesheets/ attendance records

n

Employee satisfaction survey

Average level of staff satisfaction
reported

RATIONALE: If workers are not motivated, they will not be as productive in the workplace.
1 Explanation: This measure of employee absence is more useful than straightforward measures like days lost or hours lost. By including the
frequency of absence, this measure focuses on the short-term, high-frequency absences that can affect the morale or the attitude toward
attendance of the rest of the immediate workforce. This is also a powerful indicator of satisfaction.
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B. STAFFING PATHWAY INDICATORS
PRECONDITION

INDICATOR

B 2.1

n

Ability to recruit
quality candidates

RATIONALE:
Professional
candidates result in
productive workers.
Having processes in
place that enable the
recruitment of highquality candidates
supports increased SC
productivity.
PRECONDITION

n

Audit of candidates’ CVs and job descriptions

n

HR records

n

Certifications

n

Experience and qualifications

n

Verified referee reports

INTERVENTIONS
n

Develop and improve processes for developing job descriptions, advertising job
openings, screening candidates, forming interview panels, conducting candidate
interviews, and recording information from the recruitment process.

INDICATOR

B 2.2
Adequate pool of
workers to fill SC
roles/positions

5

RATIONALE:
In many contexts,
the pool of skilled SC
workers is insufficient
and unevenly distributed,
with many working in
the private rather than
public sector. A robust
pool of skilled workers is
necessary to staff a SC
system and ensure SC
performance.

Percentage of new hires who
meet job criteria (i.e., have
skills and/or qualifications
listed in JD)

SOURCES OF DATA

n

Average number of qualified
applicants for open SC
positions5

n

One or more critical SC
position is unfilled due to
a lack of candidates with
required qualifications. (Y/N)

SOURCES OF DATA
n

HR records/recruitment documentation

NOTE: Suggested disaggregation by
type of position

INTERVENTIONS
n

Conduct analysis of positions unfilled as a result of lack of candidates with required
qualifications (e.g., identify reasons for lack of candidates, evaluate recruitment
strategies used)

n

Develop recruitment plan for positions identified as having a lack of qualified
candidates.

n

Provide opportunities for work experience to secondary school students to build
interest in SC career among students.
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B. STAFFING PATHWAY INDICATORS (continued)
PRECONDITION

INDICATOR

B 2.3

n

Sufficient budget
to fund required
positions
RATIONALE:
With insufficient
budgets, positions
are lost and critical
positions cannot be
filled. Ultimately, this can
lead to breakdowns in
SC performance and low
morale among staff.
PRECONDITION

n

Budget request and actual approved
budget

n

HR recruitment documents

INTERVENTIONS
n

Allocate and execute budget for HR in the supply chain.

n

Support advocacy for SC HR budget needs.

n

Forecast supply chain positions and allocate budget accordingly.

n

Ensure a staffing line item in SC budget.

INDICATOR

B 3.1

n

Ability to develop
the right job
descriptions
RATIONALE:
JDs ensure staff
duties align with
organizational needs
and enable informed
hiring decisions. Once
employees are hired,
JDs can serve as a
basis to:
1) Determine training
and development
needs for staff
2) Develop
compensation
plans in line with
responsibilities
3) Communicate
expectations
and create staff
development plans.

No evidence suggests that
vacant SC positions are
unfilled due to lack of funding.
(Y/N)

SOURCES OF DATA

Percentage of SC job
descriptions that meet the
industry standard for JDs

SOURCES OF DATA
n

HR records

n

Industry standard2 for JDs

INTERVENTIONS

2

n

Develop job descriptions for SC functions at the different levels of the health system
that meet industry standard.2

n

Support advocacy for SC HR budget needs.

n

Create a review and approval process for creating and updating job descriptions.

NOTE: Industry standard sets forth that job descriptions should include the following minimum
components: (1) identifiers (e.g., job title, to whom position reports, department in which position exists,
and job location); (2) responsibilities; (3) qualifications; (4) terms of employment; and if applicable, (5)
special conditions. This industry standard should be used to develop JDs; however, the standard may need
to be adjusted for local context and/or within civil service protocols.
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B. STAFFING PATHWAY INDICATORS (continued)
PRECONDITION

B 3.2
An effective
recruitment system
is in place for SC
positions

RATIONALE:
An effective recruitment
and selection process
reduces turnover.

PRECONDITION

B 3.3

INDICATOR
n

Percentage of positions that
are vacant

n

HR records (compared against
organizational chart, if needed)

n

Average number of days to fill
vacancy

n

Audit of candidates’ CVs and job
descriptions

n

Procedure to verify hired
candidate’s qualifications
against job description
requirements exists. (Y/N)

n

Recruitment policies and guidelines

n

Hiring action documents

n

Guidelines that ensure fair
and open competition in
recruitment exist. (Y/N)

n

A transparent, competencybased recruitment process
exists and is followed. (Y/N)

n

Percentage of recruitments
that have documented that
guidelines for fair and open
competition have been
followed

INTERVENTIONS
n

Develop appropriate recruitment system (competency-based, transparent, with fair
and open competition).

n

Train people in the developed recruitment system.

n

Create the culture to value and support a competency-based recruitment system.

n

Develop clear guidelines on how to document hiring processes.

INDICATOR
n

SC workers have job
security
RATIONALE:
Making key SC
positions permanent
ensures the continuous
functioning of the SC. By
improving job security,
increasing the number
of permanent positions
can also reduce turnover
and increase employee
satisfaction.

SOURCES OF DATA

Percentage of critical SC
positions at each level that are
classified as permanent

SOURCES OF DATA
n

HR records

INTERVENTIONS
n

Conduct advocacy to transition nonpermanent supply chain positions to officially
permanent positions (this includes contractors and temporary positions).

n

Draft and implement a retention strategy.
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B. STAFFING PATHWAY INDICATORS (continued)
PRECONDITION

INDICATOR

B 3.4

n

Competitive salaries
are offered

n

4

RATIONALE:
Offering competitive
salaries attracts and
retains top talent and
can impact recruitment
rate, retention rate, and
employee satisfaction.
PRECONDITION

B 3.5

n

HR/payroll records

n

Market salaries (or best available proxies
thereof)

Salary Competitiveness Ratio4
(industry) = Salary offered by
the organization / Average
Salary offered in the industry
or sector

NOTE: Salary Competitiveness
Ratio (SCR) is analyzed position-byposition. SCR is a measure of how
competitive the current salary is. Salary
competitiveness can be measured
against specific competitors or against
the general market.

INTERVENTIONS
n

Develop a pay scale that links to career paths, required qualifications/competencies,
as well as salary market analysis (i.e., evaluating market rates for similar positions
in similar locations).

n

Conduct salary market analysis.

INDICATOR
n

Average number of job
applicants for SC positions
(Suggested disaggregation: by
type of position)

n

Vacant positions are
advertised internally and
externally. (Y/N)

SC job opportunities
are known

RATIONALE:
Effectively advertising
job openings allows
you to fill the opening
with the most qualified
candidate in a timely
manner.

Salary Competitiveness Ratio4
(competitor) [for specific
position] = Salary offered
by the organization / Salary
offered by competitor

SOURCES OF DATA

SOURCES OF DATA
n

HR records/recruitment documentation

INTERVENTIONS
n

Widely disseminate effectively written job advertisements in the appropriate
forums.

n

Evaluate which outlets (e.g., newspaper, social media, trade publications, schools,
referrals, online sites) produce the most applicants who meet qualifications.
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B. STAFFING PATHWAY INDICATORS (continued)
PRECONDITION

B 3.6
Education is
available for
all required
qualifications within
the SC system

INDICATOR
n

n

n

RATIONALE:
Certain qualifications
require formal training
to build staff capacity.
Training might be
required either before
an individual can begin
work in a position or to
build additional capacity
once an individual holds
a position.
PRECONDITION

B 3.7
Supply chain
management career
path exists

RATIONALE:
A career path is a
progressive trajectory
in terms of professional
development, promotion,
and/or compensation.
Career paths are
critical for attracting
and developing highperforming staff.

Educational training is
available at all levels for all
qualifications staff require.
(Y/N)
Training strategy that
identifies educational
requirements exists. (Y/N)
Number of employees who
received SCM training at
preservice courses

SOURCES OF DATA
n

SC job descriptions

n

Mapping of SC education programs
available

n

Training strategy

n

SC course enrollment data

n

HR records

INTERVENTIONS
n

Create preservice training opportunities for SC personnel in both the public and
private sectors.

n

Integrate SC into the preservice curriculum and include SC coursework in health
care degree programs (e.g., nursing, medical, laboratory, pharmacy, and health
policy).

n

Include pharmaceutical-specific coursework in existing SC degree programs.

n

Develop SC-specific certificate and degree programs.

INDICATOR

SOURCES OF DATA

n

Percentage of managerial SC
roles that have existing career
paths

n

Career development system
documentation (managerial/technical
career ladders)

n

Percentage of technical SC
roles that have existing career
paths

n

Pay scales

n

SC organogram

INTERVENTIONS
n

Develop a pay scale that links to a career path.

n

Define a career path that maps low-level to upper-level experience.

n

Align continuing professional development/education opportunities with career
progression.

n

Implement a professional progression framework.
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B. STAFFING PATHWAY INDICATORS (continued)
PRECONDITION

INDICATOR

B 3.8

n

Supply chain
management is a
valued career

Number of applicants for SC
courses

n

Percentage of SC workers
who report seeing SCM as a
valued career

RATIONALE:
Elevating SCM to a
valued career (as seen
by staff and greater
society) helps staff find
their career rewarding,
attracts greater interest
from recent graduates
and helps ensure
funding is prioritized for
SCM HR activities.
PRECONDITION

B 4.1
The precise
qualifications for
SC positions are
accurately described

RATIONALE:
Clearly identifying all
qualifications required
for each position
enables the creation
of accurate JDs and
the hiring of the most
appropriate employees.

SOURCES OF DATA
n

SC course enrollment data

n

Surveys of SC staff

INTERVENTIONS
n

Develop and establish a recognized supply chain cadre.

n

Establish a licensing and accreditation program for supply chain.

n

Conduct activities that promote interest in and availability of supply chain within
secondary schools.

n

Conduct activities that promote supply chain careers within supply chain workforce
or among students in supply chain certificate and degree programs.

INDICATOR

SOURCES OF DATA

n

List of SC positions deemed
critical exists. (Y/N)

n

Identified positions from organizational
chart

n

Percentage of SC positions
for which a list of required
qualifications exists

n

List of all SC positions or competencies
identified as “critical”

n

Percentage of SC positions
for which the position’s list
of required qualifications has
been reviewed and deemed
accurate

JDs or list of qualifications

n

n

HR records

INTERVENTIONS
n

Develop list of required qualifications for each position at the different levels.

n

Determine qualification and skill requirements for a position by observing or
interviewing appropriate employees, such as a position’s supervisor.

n

Conduct review of qualifications listed in the job description for all positions and
improve listed qualifications, as needed.
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B. STAFFING PATHWAY INDICATORS (continued)
PRECONDITION

INDICATOR

B 4.2

n

General recruitment
and hiring policy
exists
RATIONALE:
Effective hiring
procedures and
guidelines create a
standardized process for
improved recruitment.

PRECONDITION

B 4.3

n

Public sector HR policies (policy database)

INTERVENTIONS
n

3

Draft appropriate recruitment/hiring policy(ies)3 and assist with approval and
implementation.

NOTE: Policies could include topics such as requisitions, job postings, internal transfers, recruitment
advertising, interview process, reference checks, job offers, and orientation process.

INDICATOR
n

Equal Employment
Opportunity (EEO)
policies cover
recruitment practice
RATIONALE:
Policies ensure compliance with relevant
laws and regulations. By
affording equal employment opportunities,
policies can build the
organization’s reputation
as a desirable place to
work and help build a
diverse workforce.

General recruitment and hiring
policy exists. (Y/N)

SOURCES OF DATA

EEO policies that cover
recruitment practice exist.
(Y/N)

SOURCES OF DATA
n

Public sector HR policies (policy database)

INTERVENTIONS
n

Draft appropriate recruitment/hiring policy(ies) and assist with approval and
implementation.

40 | Building Human Resources for Supply Chain Management: Theory of Change

B. STAFFING PATHWAY INDICATORS (continued)
PRECONDITION

B 5.1

INDICATOR
n

Public sector
recruitment and
hiring policies
permit hiring staff
with adequate SC
experience
RATIONALE:
Hiring candidates with
adequate SC experience,
which can come from a
range of career histories,
ensures staff hired
can perform duties
and reduces the need
for additional staff
development in SC.

Public sector recruitment
and hiring policies that
enable hiring of staff with
adequate supply chain-related
experience exist. (Y/N)

SOURCES OF DATA
n

Public sector HR policies (policy database)

INTERVENTIONS
n

Draft appropriate recruitment/hiring policy(ies) and assist with approval.

n

Implement appropriate recruitment/hiring policy(ies).

End of B. Staffing Pathway Indicators
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C. SKILLS PATHWAY INDICATORS
PRECONDITION

C 2.1

INDICATOR
n

SC workers
demonstrate
adequate technical
and managerial
competencies
RATIONALE:
Individual staff must not
only know what to do
but must demonstrate
competencies.

PRECONDITION

C 2.2

PRECONDITION

C 2.3
SC workers
understand
their roles and
responsibilities in
the SC system
RATIONALE:
Sustainable SCM systems require many people, engaged in diverse
tasks. Understanding
how one’s job assists
others, and vice versa,
ensures better understanding of the system.

n

Performance appraisal records

INTERVENTIONS
n

Create a process for documenting performance appraisals, and the goals/areas for
improvement identified during the appraisal process, so that follow-up can occur.

n

Implement education and training interventions that address identified competency
gaps.

n

Review JDs to ensure that appropriate qualifications are requested for the position.

INDICATOR
n

SC workers have
leadership skills
within their sphere
of operations
RATIONALE:
Leadership skills are
needed to problem-solve,
manage projects, and
continuously improve.
If leadership competencies are absent, systems
rarely develop.

Percentage of staff appraisals
with a rating of satisfactory or
above in a 12-month period

SOURCES OF DATA

Percentage of staff who are
competent in leadership
competencies listed in their
JD

SOURCES OF DATA
n

Supervisor interview

n

Supervisor observation

n

Performance appraisal or competency
framework

n

Job description

INTERVENTIONS
n

Incorporate leadership development into/as part of staff development plans.

n

Conduct online competency assessment or critical competency self-assessment
with selected staff. Compare results of assessment with competencies listed in
JDs.

INDICATOR
n

Percentage of staff who have
a copy of their JD

n

Percentage of staff who
can explain their role and
responsibilities in line with
their JD

SOURCES OF DATA
n

Staff interview

n

Review of JD availability

INTERVENTIONS
n

Ensure all staff and their supervisor have access to JDs.

n

Strengthen use of JDs in onboarding process and in employee appraisal process.
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C. SKILLS PATHWAY INDICATORS (continued)
PRECONDITION

C 3.1

INDICATOR
n

Workers have
acquired adequate
SC competencies

RATIONALE:
SCM competency
needs for a role may
change over time or
a specific individual
may be growing into
their position. In either
circumstance, staff must
acquire new or update
old competencies.
PRECONDITION

C 3.2
SC workers develop
competence
through learning and
experience

RATIONALE:
Opportunities must
exist for staff to acquire
new or update old
competencies through a
variety of means.

Percentage of staff who
meet 80% of the required
competencies to complete
their job

SOURCES OF DATA
n

Performance appraisal

n

Supervisor observation

n

Job descriptions, if they include
competencies

n

Competency frameworks

INTERVENTIONS
n

Put in place staff development plans to support desired staff development.

n

Use a modified performance appraisal system that includes a self-assessment of
staff competencies, with staff and supervisor involvement.

INDICATOR
n

Percentage of staff who
show progress in completing
their staff development plan
compared to previous year

n

Completion rate of staff
development plans

n

Opportunities for mentoring/
coaching are available to SC
workers. (Y/N)

SOURCES OF DATA
n

HR files, where staff development plans
are stored

n

Review of mentoring/coaching program

INTERVENTIONS
n

Ensure that all staff have a staff development plan.

n

Implement a process for annual review of staff development plans.

n

Conduct activities to increase the completion rate of staff development plans, by
providing opportunities for staff to meet requirements in their development plans.

n

Build a supportive environment that allows staff to develop competence.

n

Improve access to and monitoring of tools SC workers can use to gain
competence, such as books, courses, rotations etc.
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C. SKILLS PATHWAY INDICATORS (continued)
PRECONDITION

C 3.3
SC workers develop
competencies
through coaching
and mentoring

RATIONALE:
Engaging senior staff
or external experts in
coaching and mentoring
of new/junior staff is
a cost-effective way to
develop competencies.
PRECONDITION

C 3.4
High-level SC
positions are
recognized at a
sufficient level of
authority

RATIONALE:
High-level positions
require adequate
authority to delegate
responsibilities,
empower employee
development, and
create environment
for accountability,
productivity, and results.

INDICATOR
n

Percentage of staff
participating in coaching/
mentoring program

n

Percentage of staff who feel
that coaching/mentoring
leads to improved commodity
availability

SOURCES OF DATA
n

HR files related to mentoring/coaching
program

n

Staff survey

INTERVENTIONS
n

Implement or improve coaching and mentoring programs that address identified
competency gaps.

INDICATOR
n

n

High-level supply chain
personnel are key contributors
to strategic, financial, or policy
making decisions. (Y/N)

SOURCES OF DATA
n

Organogram

n

Staff survey or interview

n

Competency frameworks

Percentage of high-level SC
staff who feel enabled to make
human resource, strategic,
financial, or policy decisions

INTERVENTIONS
n

Conduct review of organogram (by senior people within the organization) to ensure
that appropriate authority and accountability exist to manage SC end-to-end.

n

Conduct advocacy to ensure the organizational structure is appropriate and allows
adequate authority for effective operation. (For example, advocate for why a
particular department would operate more effectively as division.)
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C. SKILLS PATHWAY INDICATORS (continued)
PRECONDITION

C 3.5

INDICATOR
n

Formally defined
roles match
expected local
practice
RATIONALE:
Local roles must be
created to reflect local
SCM requirements.
Standard JD or SCM
approaches should
not be simply dropped
into new environments
without considering local
context.
PRECONDITION

C 3.6

PRECONDITION

C 4.1

n

HR records/recruitment documentation

n

HR files where JDs and staff CVs are
stored

n

Job candidate/staff interview

Review job descriptions against the local context and adapt/improve JDs as
appropriate.

INDICATOR
n

Percentage of SC positions for
which a job description exists

SOURCES OF DATA
n

HR job description repository

INTERVENTIONS
n

Develop JDs for every position using a well-developed, thorough template and
identify precise qualifications.

INDICATOR
n

SC workers have
access to training,
education, and
professional
development
linked to core
competencies
RATIONALE:
Access to proper
education and training
develops required
competencies.

n

INTERVENTIONS

Each position within
SC has defined roles
and responsibilities
RATIONALE:
For staff to be effective
in any role, they need
to clearly understand
their roles and
responsibilities.

Percentage of filled positions
for which qualifications and
experience of person hired
matches the qualifications
described in their JD

SOURCES OF DATA

Percentage of SCM staff with
individual staff development
plans

SOURCES OF DATA
n

HR files, where staff development plans
are stored

INTERVENTIONS
n

Put in place staff development plans to support desired development.
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C. SKILLS PATHWAY INDICATORS (continued)
PRECONDITION

C 4.2

INDICATOR
n

Opportunities exist
to gain on-the-job
experience

n

RATIONALE:
SCM knowledge and skill
needs to be applied to
be effective. On-the-job
experience is a leading
way for this application
to occur.
PRECONDITION

C 4.3
The steps and
competencies
required to
undertake SC tasks
are known

RATIONALE:
For a staff member to
undertake a specific
task, he/she must have
the knowledge and skills
needed to complete
the activity. Clearly
defining the behavioral
competencies that a
staff member needs to
demonstrate is the first
step. This forms the basis
of education and training
needed for staff member
to complete the task.

Percentage of staff engaged in
workplace mentoring or other
form of on-the-job training
or structured supportive
supervision at least once in
last 12 months

SOURCES OF DATA
n

HR files

n

Staff interview

Structured mentoring and/or
supportive supervision systems are in place and include
all staff at all levels. (Y/N)

INTERVENTIONS
n

Develop or improve mentoring and coaching programs, which allow staff to have a
variety of experiences in the workplace.

n

Improve supportive supervision process.

n

Provide opportunities for work placements as part of training/education programs.

INDICATOR

SOURCES OF DATA

Lists of critical SCM
competencies have been
documented for all SC
services. (Y/N)

n

List of critical SCM competencies

n

List of SCM roles

n

HR records

n

All needed SCM competencies
are assigned to SCM roles.
(Y/N)

n

Competency frameworks

n

Competency frameworks, which
define the knowledge, skills, and
attributes needed, are available
for all SC cadres. (Y/N)

n

INTERVENTIONS
n

Conduct SCM competency mapping exercise.

n

Establish a competency framework and roles and responsibilities for SCM at all
levels with corresponding SC qualifications.

End of C. Skills Pathway Indicators
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D. WORKING CONDITIONS INDICATORS
PRECONDITION

D 2.1

INDICATOR
n

Favorable social
and emotional
environment

RATIONALE:
“Positive emotions are
consistently associated
with better performance,
quality, and customer
service—this holds
true across roles and
industries and at various
organizational levels.”—
Harvard Business
Review

Percentage of staff who
feel positively that their
organization has a favorable
social and emotional
environment.

n

Number of harassment
complaints brought forward,
compared to previous year(s)

n

Number of discrimination
complaints brought forward,
compared to previous year(s)

SOURCES OF DATA
n

Working conditions survey or assessment

n

Staff survey

n

EEO and anti-harassment records

INTERVENTIONS
n

Conduct activities to improve the social and emotional environment.
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D. WORKING CONDITIONS INDICATORS (continued)
PRECONDITION

INDICATOR

D 2.2

n

Physical
environment is
safe, clean, and
conducive to
performance

RATIONALE:
A physical environment
that is safe and clean is
an appropriate working
environment and is
conducive to better
performance.

Number of fatal and nonfatal
occupational injuries in
12-month period

n

Checklists are regularly
completed to ensure
compliance with safety
standards defined in
occupational safety policies.
(Y/N)

n

Percentage of staff who
indicate that there is a safety
and health management
system in place and that
regular procedures are
applied to identify and assess
workplace hazards

n

Percentage of staff who
indicate that their work
environment is clean

n

Percentage of staff who
indicate that their work
environment is safe

n

Percentage of staff who
indicate that their work
environment is conducive to
performance

SOURCES OF DATA
n

Safety and health management records

n

Working conditions survey or assessment

n

Staff survey

INTERVENTIONS

6

n

Conduct training with staff on maintaining a safe work environment.

n

Identify the most frequent injuries and develop strategies to address issues.

n

Adopt comprehensive approach6 to improve safety.

Note: In addition to training and education about safety, the approach could involve (1) incorporating safety
into monitoring/supervision process (e.g. check equipment or adherence to procedures); (2) ensuring JD
for positions with physical requirements list the necessary physical capabilities; (3) ensuring workers have
proper equipment
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D. WORKING CONDITIONS INDICATORS (continued)
PRECONDITION

D 2.3

INDICATOR
n

SC workers have up
to date and relevant
tools and equipment
to perform
RATIONALE:
Having relevant tools
enables workers to
properly implement
operating procedures.
PRECONDITION

D 3.1

n

Working conditions survey or assessment

n

Staff survey

INTERVENTIONS
n

Implement a regular (e.g., annual) audit or assessment of the availability of tools
and equipment.

INDICATOR
n

A problem-solving,
solution-focused
culture exists

RATIONALE:
Problems and
challenges inevitably
arise. Efficient problem
solving, among
employees and across
the organization,
enhances productivity
and morale.

Percentage of staff who report
having all of the necessary
and relevant tools to perform
their jobs

SOURCES OF DATA

Percentage of staff who
feel positively that their
organization has a problemsolving, solution-focused
culture.

n

Percentage of staff who feel
positively that staff at their
organization are goal-oriented,
focused on the present and
future.

n

Percentage of staff who
can cite a recent example of
their organization’s solutionfocused culture at work.

SOURCES OF DATA
n

Working conditions survey or assessment

n

Staff survey

INTERVENTIONS
n

Conduct solution-focused leadership coaching.

n

Implement interventions that reward problem-solving behaviors and outside-thebox approaches.
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D. WORKING CONDITIONS INDICATORS (continued)
PRECONDITION

D 3.2
Organizational
culture supports
positive social
and emotional
environment

RATIONALE:
Organizational
culture impacts
employee experiences.
Organizations with a
positive environment
can benefit from lower
absenteeism, higher
retention, and fewer
Equal Employment
Opportunity complaints.

PRECONDITION

D 3.3
The necessary tools
and equipment are
identified and made
available

RATIONALE:
Identifying the tools
required by workers
ensures workers can
safely complete tasks.

INDICATOR
n

Percentage of staff who
feel positively that their
organization is committed
to maintaining a fair and
respectful workplace

n

Percentage of staff who
feel positively that their
organization promotes an
emotionally supportive
workplace

n

Number of organization-wide
employee satisfaction or
organizational culture surveys
conducted each year

SOURCES OF DATA
n

Working conditions survey or assessment

n

Staff survey

n

HR files

INTERVENTIONS
n

Identify the optimal emotional and social environment for your organization and
incorporate this vision into management principles or the organization’s values.

n

Define/describe the organization’s current culture and how it can be improved.

n

Ensure supervisors and middle management are responsible for building an
improved social and emotional environment.

n

Implement policies that are important to organizational culture (e.g., occupational
safety, anti-harassment, discrimination policies).

n

Ensure onboarding or orientation processes explain and build awareness of existing
policies that impact organization culture (e.g., occupational safety, anti-harassment,
discrimination policies).

INDICATOR

SOURCES OF DATA

Percentage of staff who
indicate that the proper tools
and equipment they need to
perform their job are available

n

Working conditions survey or assessment

n

Staff survey

n

Physical inventory

n

Percentage of existing tools
and equipment located and
deemed in satisfactory condition during equipment audit

n

HR files

n

List of necessary tools and
equipment for each level is
accessible by all. (Y/N)

n

INTERVENTIONS
n

Introduce and foster a “checking” culture to confirm agreed equipment is available
and functional and used correctly.

n

Develop list of required tools and equipment for each level and share with all staff.
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D. WORKING CONDITIONS INDICATORS (continued)
PRECONDITION

D 3.4

INDICATOR
n

Supervisors
have the skills to
establish safe and
clean physical work
environment
RATIONALE:
Engaging supervisors/
staff in safety activities
ensures that policies and
procedures are used and
the proper work environments are maintained.
PRECONDITION

D 3.5
Resources
necessary for safe,
clean physical
environment are
available

RATIONALE:
Resources are required
to establish an
appropriate working
environment for staff.

Percentage of supervisors
who have received training on
establishing a safe and clean
work environment

SOURCES OF DATA
n

HR training records

INTERVENTIONS
n

Train supervisors on establishing and maintaining a safe and clean work
environment.

n

Establish a safety and health management system.

INDICATOR
n

Budget line item exists at
central level for maintenance
of work environment and
equipment and funding has
been allocated.

n

Budget line item exists at
lower levels for maintenance
of work environment and
equipment and funding has
been allocated.

SOURCES OF DATA
n

Budget files

INTERVENTIONS
n

Prepare budget request for the resources required at all levels and advocate for
inclusion of resources in the budgets.
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D. WORKING CONDITIONS INDICATORS (continued)
PRECONDITION

INDICATOR

D 3.6

n

Supervisors are
competent to
implement EEO and
anti-harassment
policies
RATIONALE:
Training supervisors
ensures that they
understand their
responsibilities under the
policy and its complaint
procedure.

D 4.1

n

EEO and anti-harassment training logs

n

HR training records

n

Supervisor personnel files

Provide training5 to supervisors in the skills necessary to (1) identify harassment
and discrimination; (2) address harassment/discrimination when they arise; (3)
follow policies and protocols—including local laws as appropriate—in responding
to and reporting harassment/discrimination; (4) establish a zero-tolerance working
environment; (5) mentor their supervisees in all of the above.

Note: Such training should explain conduct that violates the anti-harassment policy, the seriousness of the
policy, and responsibilities of supervisors when they learn of alleged harassment.

INDICATOR
n

Policies are in place
on harassment
in the workplace,
especially on
harassment of
women
RATIONALE:
The workplace must be
free of discrimination.
Policies that prohibit
discrimination/ harassment and identify
consequences for
unacceptable conduct
improve work environment by providing clear
expectations.

n

INTERVENTIONS

5

PRECONDITION

Percentage of supervisors
who have received training
about EEO and antiharassment in the workplace

SOURCES OF DATA

Policies on harassment in the
workplace, on harassment
especially of women, exist.
(Y/N)

SOURCES OF DATA
n

Public sector HR policies (policy database)

INTERVENTIONS
n

Consult with staff and experts in local labor laws to help develop or improve
anti-harassment policies.

n

Identify global best practices on drafting anti-harassment policy(ies) to help
develop or improve anti-harassment policies.
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D. WORKING CONDITIONS INDICATORS (continued)
PRECONDITION

D 4.2

INDICATOR
n

EEO policies exist. (Y/N)

SOURCES OF DATA
n

Public sector HR policies (policy database)

Equal Employment
Opportunity (EEO)
policies are in place

RATIONALE:
By reducing discrimination and affording
EEO, these policies can
ultimately build the
organization’s reputation
as a desirable place to
work, while diversifying
workforce.
PRECONDITION

D 4.3

INTERVENTIONS
n

Consult with staff and expert in local labor laws to help develop EEO policy(ies)

n

Identify global best practices to draft EEO policy(ies)

INDICATOR
n

Environmental and
occupational safety
policies are in place
RATIONALE:
Availing a safety policy
to all staff can protect
against workplace
hazards, ensure
processes are in place
to identify and correct
hazards, and ultimately
build a safe and
productive workplace.

Environmental and
occupational safety policies
exist. (Y/N)

SOURCES OF DATA
n

Public sector HR policies (policy database)

INTERVENTIONS
n

Consult with staff and expert in local labor laws to draft environmental and
occupational safety policy(ies).

n

Identify and apply global best practices to develop policies
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D. WORKING CONDITIONS INDICATORS (continued)
PRECONDITION

D 5.1
The characteristics
of a safe and
conducive
environment are
known

RATIONALE:
Identifying the characteristics of safe and
conducive work environment is paramount to
establishing an appropriate environment.

INDICATOR
n

n

List of required characteristics
for a safe and conducive
environment is accessible by
all personnel. (Y/N)

SOURCES OF DATA
n

HR files

n

Training materials

Training materials on
establishing a safe and clean
work environment exist. (Y/N)

INTERVENTIONS
n

Implement a checklist to confirm work environment is safe.

n

Share list of required characteristics for safe and conductive environment with all
personnel.

n

Develop training materials on establishing safe and clean work environment.

End of D. Working Conditions Pathway Indicators
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E. MOTIVATION PATHWAY INDICATORS
PRECONDITION

E 2.1

INDICATOR
n

Good performance
is supported within
the system
RATIONALE:
Formal systems need to
be in place to support
good performance
and correct poor
performance.
PRECONDITION

E 2.2
SC workers
understand and
care about their role
in the health care
system
RATIONALE:
Staff who understand
their role and how it
relates to the wider
system are more likely
to do a good job, as
they are aware of the
significance of their
work.
PRECONDITION

E 2.3

n

HR files

INTERVENTIONS
n

Implement formal recognition programs.

n

Develop processes for informal recognition and communicate recognition ideas to
managers.

INDICATOR
n

Percentage of staff who feel
they understand their role

n

Percentage of staff who feel
they care about their role

SOURCES OF DATA
n

Staff survey

INTERVENTIONS
n

Improve staff onboarding and orientation processes for new staff.

n

Identify opportunities and communication channels for the organization to
communicate to staff how their jobs contribute to the health care system.

INDICATOR
n

SC workers have a
sense of ownership
of their role
RATIONALE:
Understanding
significance of and
being held responsible
for one’s tasks creates
ownership, which has
a positive influence on
work performance.

Number and percentage of
employees recognized by
formal recognition systems

SOURCES OF DATA

Percentage of staff who feel
positively that have a sense of
ownership of their role

SOURCES OF DATA
n

Staff survey or interview

INTERVENTIONS
n

Build a culture where employees are encouraged to share their opinions and feel a
sense of belonging.

n

Define the ownership culture you’d like to see in your organization and take actions
to align the organization’s ownership culture with your vision.

n

Incorporate staff ownership into incentive programs, performance management
programs and/or appraisal programs.
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E. MOTIVATION PATHWAY INDICATORS (continued)
PRECONDITION

E 3.1

INDICATOR
n

Poor performance is
corrected

RATIONALE:
Monitoring and
documenting poor
performance allows
issues and progress
to be tracked and
improvements to be
achieved.
PRECONDITION

E 3.2
Good performance
is recognized and
rewarded

RATIONALE:
Employee recognition
improves morale, loyalty,
ownership, motivation
and retention.

A progressive performance
improvement process for identifying and documenting poor
performance is in place. (Y/N)

n

Existing performance
improvement process
details procedures that allow
supervisors to correct poor
performance. (Y/N)

n

Documented examples of
supervisors correcting poor
performance (e.g., disciplinary
action, reduced merit
increase) exist. (Y/N)

SOURCES OF DATA
n

HR files

n

Policy database

INTERVENTIONS
n

Improve supportive supervision and performance management systems.

n

Develop or improve progressive disciplinary process.

n

Reform HR policy to ensure supervisors have authority to take disciplinary actions.

INDICATOR
n

n

A performance management
system (policies, tools,
procedures) is in place. (Y/N)
Percentage of staff who report
receiving recognition for good
performance

SOURCES OF DATA
n

HR files

n

Staff survey

n

Performance appraisal records

INTERVENTIONS
n

Improve and increase use of supportive supervision and performance management
systems.

n

Develop a formal recognition program—that is, determine what accomplishments
(e.g., length of service) the program will recognize, how often recognition will occur
and how employees will be recognized.
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E. MOTIVATION PATHWAY INDICATORS (continued)
PRECONDITION

E 3.3

INDICATOR
n

Good performance
leads to career
advancement
n

RATIONALE:
Promoting staff from
within the organization
can motivate employees,
who can see that hard
work is rewarded.
PRECONDITION

E 3.4

n

HR files

n

Policy database

Percentage of positions filled
in the last 12 months that
were filled by staff promotion
rather than a newly hired staff

INTERVENTIONS
n

Develop and implement competency-based promotion systems.

n

Ensure relevant staff members have the skills to implement developed promotion
systems.

INDICATOR
n

There is an
understanding of
how SC affects
health outcomes
RATIONALE:
Understanding the
overall purpose and
value of the program is
essential for building
accountability among
individual workers and
enabling staff to align
their individual goals
with program goals.

Performance management
system is in place with
evidence of increment/
promotion based on merit.
(Y/N)

SOURCES OF DATA

Percentage of staff who agree
with statements, included in
survey tool, about how SC
affects health outcomes

SOURCES OF DATA
n

Staff survey or interview

INTERVENTIONS
n

Hold staff orientation and onboarding to explain the health systems and the roles of
individuals within that system.
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E. MOTIVATION PATHWAY INDICATORS (continued)
PRECONDITION

E 3.5

INDICATOR
n

Workers have
authority to make
and implement
decisions
n

RATIONALE:
Empowering workers
to make and implement
decisions fosters a
collaborative, innovative,
and engaged workforce
and environment.

PRECONDITION

E 4.1
Financial incentives
are in place

RATIONALE:
A variety of incentives,
including financial
rewards and salary
increases, can improve
motivation.

Job descriptions include
objectives, reporting
relationships of the
position, decision-making
responsibilities. (Y/N)

SOURCES OF DATA
n

Job descriptions

n

Staff survey

Percentage of staff who
report they have the authority
to make and implement
decisions

INTERVENTIONS
n

Ensure organogram reflects required hierarchy that enables staff to make and
implement relevant decisions.

n

Ensure job descriptions include reporting relationships, objectives, and decisionmaking responsibilities for relevant positions.

n

Provide training to managers on adopting management styles that enable workers
to make decisions and take ownership for their tasks and success.

INDICATOR
n

Financial incentive system in
place and operational. (Y/N)

n

Pay rate differential exists
between high performers and
others (satisfactory or low
performers).

SOURCES OF DATA
n

HR files

n

HR files, where salary information is stored

INTERVENTIONS
n

Put in place a performance management system with financial component and
provide support needed to ensure system is actively used.

58 | Building Human Resources for Supply Chain Management: Theory of Change

E. MOTIVATION PATHWAY INDICATORS (continued)
PRECONDITION

E 4.2
Nonfinancial
incentives are in
place

RATIONALE:
Nonfinancial incentives,
including praise
or attention from
leaders/ supervisors or
mentoring and training,
are powerful motivators.
PRECONDITION

E 5.1
Supervisors
provide supportive
supervision and
performance
management to
their staff
RATIONALE:
Performance reviews
and supportive
supervision align
employee actions
with the organization’s
objectives, clarify
expectations, and
create a documentation
process for any
personnel decisions.

INDICATOR
n

n

Nonfinancial incentive system
is in place and being used.
(Y/N)

SOURCES OF DATA
n

HR files

n

Policy database

Nonfinancial incentives are
provided appropriately, based
on strong performance. (Y/N)

INTERVENTIONS
n

Put in place a performance management system that has nonfinancial rewards and
ensure system is actively used.

n

Monitor system of nonfinancial incentives to ensure incentives are given
appropriately, based on strong performance (i.e., that high-performing staff receive
incentives more often than low-performing staff).

INDICATOR
n

n

Percentage of staff who
received a performance
management review in last 12
months

SOURCES OF DATA
n

HR files

n

Performance appraisal records

n

Supervisory visit records

Percentage of staff who
received a supportive
supervision visit in last 12
months

INTERVENTIONS
n

Ensure supportive supervision and performance management systems are in place
and that relevant staff are trained in their use.
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E. MOTIVATION PATHWAY INDICATORS (continued)
PRECONDITION

E 6.1

INDICATOR
n

Performance
management
policies are in place
RATIONALE:
By providing feedback on
performance, identifying
strong/low performers,
pinpointing training
needs, and documenting
promotions or
disciplinary actions,
performance
management systems
can strengthen the
employee, supervisor,
team and organization.
PRECONDITION

E 6.2
Supervisors
understand the
reasons for poor
performance

RATIONALE:
Supervisors must be
able to diagnose causes
of poor performance
to create solutions.
Factors might relate to
the individual (e.g.. lack
of motivation or skills)
or be external to the
individual (e.g., poorly
designed position).

Performance management
policies exist. (Y/N)

SOURCES OF DATA
n

HR files

n

Policy database

INTERVENTIONS
n

Consult with staff and expert in local labor laws to draft or improve performance
management policies

INDICATOR
n

n

Percentage of supervisors
who feel they can identify the
reasons for poor performance

SOURCES OF DATA
n

Staff survey

n

HR files

Performance management
system includes
documentation of corrective
action plans (for individuals
identified to have poor
performance). (Y/N)

INTERVENTIONS
n

Train supervisors in competencies necessary to run supportive supervision and
performance management systems.

n

Train supervisors in causes and solutions of poor performance.
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E. MOTIVATION PATHWAY INDICATORS (continued)
PRECONDITION

E 6.3
Supervisors feel
enabled to provide
constructive
feedback

RATIONALE:
Constructive feedback
makes a worker aware
of an area in which
performance could
improve. In addition
to skills, supervisors
require support and
authority to provide
effective feedback.
PRECONDITION

E 6.4
Supervisors
have the skills
to communicate
feedback on poor
performance to staff

RATIONALE:
Effective feedback,
describing worker’s
performance in a
specific area compared
to expectations, is an
essential step toward
improving performance.

INDICATOR
n

Percentage of supervisors
who feel enabled to provide
constructive feedback

n

Percentage of staff who report
their supervisor provides them
with constructive feedback
(either positive or negative)

SOURCES OF DATA
n

Staff survey

INTERVENTIONS
n

Provide training to the managers of supervisors and organizational leadership on
empowering supervisors they oversee to provide constructive feedback.

n

Evaluate how your organization can incorporate “providing feedback” as a topic
in staff development platforms, such as the employee development plans (of
those employees who are supervisors) or the education opportunities available to
supervisors.

INDICATOR
n

n

SOURCES OF DATA

Percentage of supervisors
who have received training on
providing feedback on poor
performance

n

HR files

n

Staff survey

n

HR training records

Supervisory guidelines that
cover how to give constructive
feedback are operational.

n

Personnel files of applicable supervisors

n

Performance management system
documentation

n

Supervisory guidelines that
cover how to give constructive
feedback exist.

n

Evidence exists in
performance management
system of documenting
communication of poor
performance. (Y/N)

INTERVENTIONS
n

Train supervisors in competencies necessary to run supportive supervision and
performance management systems.

n

Develop and implement supervisory guidelines.

End of E. Motivation Pathway Indicators
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Notes
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