
	Subnational Campaign Integration Preparation Flowchart - Country-Adaptable Template


Step-by-step planning and accountability template for coordinated or integrated health campaigns
	HOW TO USE: Adapt bracketed fields, administrative levels, role titles, timelines, thresholds, program examples, and accountability arrangements. The sequence is illustrative and should align with existing country systems rather than create parallel processes.

	PRE-CONDITION - NATIONAL ALIGNMENT AND FORMAL COMMUNICATION: Before subnational planning begins, the relevant national authority or coordination mechanism confirms the campaigns/interventions in scope, proposed implementation window, participating areas, focal-point expectations, and any approvals or commodity actions that must be triggered.


· National programs and [NATIONAL COORDINATION BODY / TECHNICAL COORDINATION TEAM] agree which subnational areas and campaigns/interventions are in scope.
· A formal communication is sent to each participating [SUBNATIONAL ADMINISTRATIVE LEVEL] approximately [X] weeks before implementation.
· Required national approvals, commodity release processes, or partner actions are triggered according to country procedures.
· The participating subnational authority confirms receipt and readiness to engage.
	1  Advocacy & subnational entry
	~[8-6] weeks before


· Confirm receipt of national communication and readiness to participate.
· Identify and validate focal points across relevant programs and functions.
· Secure leadership buy-in and clarify who has authority to approve decisions.
· Choose an appropriate engagement approach: existing meeting, dedicated visit, phone/virtual call, or other mechanism.
· Identify additional actors required by the campaign mix or context (e.g., education, local government, community/religious leadership, security).
	CUSTOMIZE: Specify who must agree, what evidence of agreement is required, which focal points must be named, and which additional actors need to be engaged before detailed planning starts.


YOUR COUNTRY / SUBNATIONAL NEXT STEPS
	Action / adaptation needed
	Lead
	By when

	
	
	

	
	
	




	2  Integrated microplanning
	~[6-5] weeks before


· Programs share subnational plans side by side: coverage areas, dates, target populations, delivery approaches, teams, commodities, data requirements, and partner support.
· Reconcile dates, population estimates/denominators, delivery locations, team structures, and any timing shifts requiring agreement.
· Identify constraints and dependencies: commodities, workforce, financing, security/access, school/community calendars, seasonal factors, and competing activities.
· Document the agreed coordinated/integrated delivery model, responsibilities, and escalation points for unresolved gaps.
· [COORDINATION TEAM] supports reconciliation across programs and escalates issues requiring national or partner action.
	CUSTOMIZE: Define the minimum content of a joint microplan, the administrative level at which it is developed, who validates/signs it, and how local constraints are reflected.


YOUR COUNTRY / SUBNATIONAL NEXT STEPS
	Action / adaptation needed
	Lead
	By when

	
	
	

	
	
	

	
	
	



	OUTPUT FROM MICROPLANNING: The six components on the following pages should be developed in parallel. Each should include a common minimum standard plus adaptations specific to the intervention mix and local context.




	Six Components Developed in Parallel From Microplanning

	A. Training
Common minimum considerations
· Joint training approach across participating programs where feasible.
· Practical training covers role-specific tasks, field scenarios, and quality assurance.
Customize: trainer model, content, duration, language, disease/product protocols, cadres, and cascade approach.
	Action / adaptation
	Lead
	By when

	
	
	




	B. Logistics & supply chain
Common minimum considerations
· Consolidated supply/readiness plan.
· Commodity availability and last-mile delivery confirmed before rollout.
· Reverse logistics responsibilities agreed before implementation.
Customize: commodity types, storage, transport/cold chain, procurement dependencies, timing, and reconciliation/return processes.
	Action / adaptation
	Lead
	By when

	
	
	




	C. Team composition & delivery
Common minimum considerations
· One coordinated campaign plan and agreed operating model.
· Shared cadres and harmonized deployment plans used where feasible.
· Common operational window and referral/hand-off arrangements agreed.
Customize: team size, cadre mix, delivery model, task sharing, referral pathways, and safety constraints.
	Action / adaptation
	Lead
	By when

	
	
	







	Six Components Developed in Parallel From Microplanning - Continued

	D. Community engagement & communication
Common minimum considerations
· Messages/materials reviewed across participating programs before use.
· Community leaders and priority groups engaged before implementation where relevant.
Customize: audiences, channels, language, branding, disease/product-specific messages, and community structures.
	Action / adaptation
	Lead
	By when

	
	
	




	E. Budget & financing
Common minimum considerations
· Programs review/reconcile activity budgets.
· Funding gaps and timing risks identified early and escalated.
· Payment approaches harmonized where feasible; differences documented.
Customize: budget lines, partner funding streams, government commitments, payment rates, release dates, and escalation process.
	Action / adaptation
	Lead
	By when

	
	
	




	F. Data, monitoring, evaluation & learning
Common minimum considerations
· Reporting and supervision tools harmonized where feasible.
· Data review processes include all participating programs.
· Routine review and post-campaign learning responsibilities defined.
Customize: tools, indicators, denominators, platforms, permissions, review cadence, data quality checks, and feedback loops.
	Action / adaptation
	Lead
	By when

	
	
	







	3  Readiness check
	~[1] week before


[ ] People: training completed; final team lists approved; supervisors/coordination leads briefed.
[ ] Commodities & logistics: required commodities positioned according to agreed threshold; transport/storage/reverse logistics confirmed.
[ ] Community: communications active; priority leaders/groups engaged; key risks addressed.
[ ] Data & monitoring: tools tested; reporting channels active; review schedule and leads confirmed.
[ ] Financing & payments: funding released or confirmed; payment responsibilities/timelines agreed.
[ ] Governance & accountability: approvals complete; commitments confirmed; critical risks documented with escalation/exception process.
	CUSTOMIZE: Define readiness domains, thresholds, evidence required, who signs off, timing, and the escalation/exception process. Do not import numeric thresholds unless they match national requirements.

	4  Implementation
	Campaign days


· Implement the agreed delivery model with clear team roles and referral/hand-off arrangements.
· Conduct routine review meetings with all participating programs represented.
· Review agreed performance indicators, bottlenecks, and corrective actions.
· Update the agreed dashboard/reporting mechanism and escalate unresolved issues.
· Track commodities, workforce, payments, safety, community feedback, and operational risks.
	CUSTOMIZE: Specify review cadence, indicators/thresholds, reporting tool, who can authorize corrective action, and what triggers mop-up, extension, referral, or escalation.

	5  Post-campaign review & learning
	Within [X] days


· Hold a close-out review with relevant government programs, subnational teams, partners, and other stakeholders.
· Review final data, supervision findings, implementation challenges, community feedback, financing/payment status, and achievements.
· Assess coordination/integration using country-agreed criteria or scoring approach.
· Document lessons and decisions for the next cycle and share them through agreed learning channels.
· Complete commodity reconciliation/reverse logistics and close outstanding accountability actions.
	CUSTOMIZE: Define review deadline, participants, evidence package, assessment method, reporting destination, and how lessons feed into future planning and guidance.


YOUR COUNTRY / SUBNATIONAL NEXT STEPS
	Action / adaptation needed
	Lead
	By when

	
	
	

	
	
	




	Subnational Government and Partner Commitments Charter

	PURPOSE: Complete and sign before implementation. This charter records commitments of the participating subnational authority and partners for the agreed campaign/integration window. Adapt titles, signatories, fields, and accountability arrangements to the country context.



	Country
	[COUNTRY]
	Subnational area
	[REGION / PROVINCE / STATE / DISTRICT]

	Campaign / integration
	[ ]
	Window / dates
	[ ]

	Government focal point
	[ ]
	Coordination mechanism
	[ ]


Subnational Government Commitments
	Commitment area
	Country / subnational entry

	Government/counterpart funding + expected release date
	[Amount / source / timing / approvals]

	Required approvals / sign-offs + timing
	[Authority / approval / expected date]

	Named focal point(s) + consistent participation
	[Names / roles / contact / cadence]

	Adherence to agreed calendar and decision process
	[Window / change notification / escalation]

	Security, logistics, facilities, workforce enablement
	[Country-specific commitments]

	Data validation, reporting, and sign-off
	[Responsible authority / timing / platform]

	Outstanding obligations or arrears
	[Amount / responsible party / resolution date]

	Other country-specific commitments
	[ ]

	Signatures + dates
	[Authorized parties]



	DECLARATION: By signing, participating parties confirm that the recorded commitments are accurate and agree that progress will be reviewed through the country-agreed coordination and accountability mechanism, with issues escalated according to the agreed pathway.




	Partner Commitment Record - One Record Per Participating Partner

	INSTRUCTIONS: Complete one record for each implementing partner, government department/program, funding partner, or other organization with a defined delivery or support commitment. Add or remove fields to reflect national requirements.



	Field
	Entry

	Partner / department / program
	[Organization and unit]

	Named focal point
	[Name, title, contact; expectation for consistent participation]

	Components or activities the partner WILL support / co-deliver
	[ ]

	Components explicitly OUT OF SCOPE
	[ ]

	Funding / resources committed + release date
	[Amount / in-kind resources / timing]

	Payment responsibility + rate/timing, if applicable
	[ ]

	Data / supervision / commodity obligations
	[ ]

	Community engagement / communications obligations
	[ ]

	Known risks / constraints flagged early
	[Funding, timing, capacity, security, procurement, approvals, etc.]

	Escalation contact / mechanism
	[ ]

	Signature + date
	[ ]


Optional country-specific additions
· Commitment to agreed calendar and notification of schedule changes.
· Counterpart/co-financing requirement.
· Safeguarding, security, or regulatory obligations.
· Data protection/data-sharing requirements.
· Commodity accountability and reverse-logistics obligations.
· Post-campaign reporting and participation in review/learning.
	DECLARATION: The signatory confirms that the commitments above are accurate and that progress, risks, and unresolved issues will be reviewed through the agreed coordination mechanism. Where commitments cannot be met, the responsible party will notify the designated focal point early enough for corrective action or revised planning.
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