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VIMC 2.0 Project Working Groups (PWGs) 
[bookmark: _d7oa4qtvmyu9]Standard Operating Procedure (SOP) 
[bookmark: _o9hdffm4c39a]VIMC 2.0 Overview

· VIMC has been renewed for the period 2022-2027 as ‘VIMC 2.0’
· VIMC 2.0 aims to be more responsive to policy questions, in addition to full model updates reflecting the latest evidence
By 2027, our core aims are:
· to provide reliable and accessible estimates of vaccine impact across the Gavi portfolio
· to address critical modelling-related vaccine policy questions raised by stakeholders who will be dynamically engaged in our work
· to translate the Consortium’s modelling into real-world policy that improves health outcomes
· to foster a diverse international community of vaccine impact modellers, inclusive of modellers in low- and middle-income countries (LMICs)
· to provide training in infectious disease modelling and its application to vaccine-preventable diseases for both modellers and policymakers.

[bookmark: _j1zuxcfvs55t]1. Introduction
This document outlines the standard operating procedures (SOP) for the VIMC project working groups (PWGs). It is intended to ensure impact, collaboration, consistency, quality, and efficiency in the formation, execution and policy translation of research projects. VIMC project working groups aim to answer discrete, policy-relevant questions in collaboration with a diverse range of engaged stakeholders who then translate and disseminate results to create real-world health benefits.
[bookmark: _wkt0scku7pz]2. Scope of the SOP
This SOP applies to all members of the project working group, but particularly offers guidance to the VIMC modeller(s) who takes the role as project lead. 

[bookmark: _t7e8iwd5lkr4]3. Objectives of this SOP
· Ensure clarity and uniformity in the execution of PWG activities.
· Define roles and responsibilities.
· Establish procedures for communication, data management, and reporting.
· Ensure compliance with ethical standards and regulatory requirements.

[bookmark: _529t7st73sd2]4. Overview of PWG Procedure 
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[bookmark: _bcbouij64mh9]5. Proposal of a Question
[bookmark: _p4raidd91ccw]5.1 Initiation
Questions can arise from various sources, but the primary channels for queries directed to VIMC are as follows:
· VIMC modellers may be approached directly by existing collaborators.
· The VIMC secretariat may be approached by a stakeholder: this could arise from regular meetings between the secretariat and Gavi, Gates Foundation, and WHO, through direct contact from a Stakeholder Group member or other stakeholder, or ad hoc via the use of the Vaccine Impact Modelling Consortium email (vimc@imperial.ac.uk). 
A more active approach to identifying questions is sometimes needed, particularly when:
· No questions are received directly.
· Modelling groups are not involved in a PWG. 
In such cases, modelling groups should:
· Contact the VIMC secretariat for an initial conversation.
· To ensure efficient communication and avoid duplication, stakeholders should not be approached directly during the project initiation stage (e.g. Todi Mengistu directs questions to relevant Gavi colleagues).
Following the initial conversation, VIMC may:
· Convene an online workshop with modellers and stakeholders.
· Invite modellers to an existing stakeholder forum to surface questions.
[bookmark: _zes9mwbd65wb]5.2 Submission
Following initiation, the lead VIMC modeller documents the identified question and submits in writing to the VIMC Director using the "Question Proposal Form" (Appendix A). Although this form is brief (1–2 pages), it should include considerations of ethical or data-sharing issues.
[bookmark: _eblrna1m64il]5.3 Preliminary Review
· The VIMC Director conducts a preliminary review to ensure the question is within the scope of VIMC.
· Incomplete or unclear proposals are returned for further clarification.

[bookmark: _srh34sjph19p]6. Discussion of Questions 
[bookmark: _qlq8gbdy8bzg]6.1 Funder Input
· The VIMC Director shares the Question Proposal Form with Gavi and Gates Foundation via the VIMC point persons.  
· The VIMC secretariat may schedule a call for further discussion, and WHO liaisons may also be invited.
· The Question Proposal may be accepted as-is (green light), modified (amber light), or rejected (red light).
· Any modifications requested will be reviewed by the same group until the Question Proposal is acceptable.
[bookmark: _2m841gw9hyob]6.2 Additional consultation (optional)
· In the event that there are several competing proposals, the proposals may be peer-reviewed by members of the Stakeholder Group, or their nominees. 
· As necessary, (for example in the event that the number of high-quality proposals exceeds the capacity of VIMC members) a Stakeholder Group meeting will be convened to prioritise Proposals and make decisions on those to proceed with.
[bookmark: _wz4iagrs5c8g]6.3 Decision Making
· A Question Proposal is approved by either process 6.1 or process 6.2.
· Approved questions proceed to the next stage; rejected questions are documented with reasons.
[bookmark: _xx4ftnuau3m9]6.4 Resource Allocation
VIMC core-funded modelling groups are expected to be engaged in at least one PWG at any one time. Usually, an existing VIMC modelling group is allocated to the approved project. Occasionally, it may be necessary to either provide additional resources to an existing VIMC group through a new task order (for example, if they are already fully engaged in another PWG) or issue a Request for Proposals to recruit a new modelling group to answer the question.

[bookmark: _eea3obs7ixox]7. Set-up of the Project Working Group (PWG)
[bookmark: _k1ousd7ijgwp]7.1 Formation
· Upon approval, the PWG lead is confirmed, typically the senior VIMC modeller involved.
· The PWG lead forms the PWG by inviting members based on expertise, interest and relevance to the question. 
· The PWG lead consults with funder point person to ensure representation of Gavi and Gates Foundation colleagues and coordinates with the VIMC-WHO liaison as necessary.  
· The PWG lead keeps a record of invitations and acceptances for sharing with the VIMC secretariat, who will assist with proposing members as required.
· The PWG is logged on the PWG Tracker, including live links to all associated documentation.
· The PWG lead notifies the VIMC secretariat if any materials shared are confidential. In such cases documents will not be accessible via the PWG tracker.
[bookmark: _7owd5r6xqxj0]7.2 Member Roles and Responsibilities
· The PWG member roles and responsibilities are defined in the initial meeting, with the expectation that VIMC modellers take the lead on developing and applying an appropriate model with input from stakeholders. Stakeholders may contribute by providing data, offering feedback on results, and translating insights into programs or policies.
[bookmark: _9c8p18fopvr7]7.3 Kick-off Meeting
· A Kick-off meeting is scheduled to outline objectives, deliverables, roles and responsibilities and timelines. This may include further refinement of the Question to ensure clarity and focus. 
· The meeting also includes discussion of the expected cadence of meetings. This varies according to the PWG, but as a guide, VIMC expects at least three PWG meetings at the beginning, middle, and end of the project to keep stakeholders engaged. There may be a need for modellers to meet more frequently for technical discussions.
· Meeting minutes are recorded and distributed.
· The PWG lead, in agreement with the Secretariat, must define key milestones and interim deliverables (not just the final report date). These milestones should be documented in the PWG tracker at project inception.
· The PWG lead should document any foreseeable risks (e.g. dependencies on external datasets, capacity constraints, or travel schedules) at the outset. These will be logged in the tracker and revisited during progress updates.

[bookmark: _ern8let8rrfs]8. Modelling
[bookmark: _yipl4zlgo7ew]8.1 Execution
· The PWG lead engages the VIMC science and policy team early in the process if their support is needed.
· Conduct the necessary modelling or research as defined in the project plan.
· Ensure rigorous data collation, analysis, and standardised interpretation.
· For analyses involving 2 or more models, modellers should discuss and seek to understand the reasons for any differences between model outputs, which may lead to revisions of one or more models.
[bookmark: _gh4kpfxiztqi]8.2 PWG Engagement
· Schedule additional meetings to update PWG members on progress, highlight any challenges, pose questions that other PWG members can help answer, and ensure that objectives and timelines are on track.
[bookmark: _q0hs1aoubre]8.3 Progress Updates
· The PWG lead is required to submit progress reports to the VIMC secretariat every four months (as part of their standard report on deliverables), or more frequently as needed per the SOW. The reports must include updates on milestones, data collected, preliminary results, and specifically address the new PWG question. The VIMC Science & Policy team will review each progress report to assess progress against milestones, identify potential risks, and provide feedback to the PWG lead and Secretariat.
· Each progress report should include a traffic-light status (green = on track, amber = at risk, red = delayed), to provide early visibility of potential delays.
· If anticipated delays are not reported in advance, payments linked to deliverables may be deferred until deliverables are received. 
· The VIMC Director and/or Senior Project Manager conducts informal calls with the PWG every 6-12 months to review progress and address any concerns or issues encountered. More frequent informal updates, e.g. by email or ad hoc calls are welcomed.
· In the event of any anticipated delays or challenges that may affect timely completion of deliverables, the PWG lead — or any member of the PWG — should notify the VIMC Senior Project Manager (s.hafeez@imperial.ac.uk  or Director (c.trotter@imperial.ac.uk  at the earliest opportunity. Actions that may be taken as a result include more active and frequent monitoring of progress, or providing additional support to achieve PWG deliverables.

[bookmark: _i8x85cnpu36x]9. Presentation of Results
[bookmark: _s5x80b6kmbw4]9.1 Compilation
· The PWG lead prepares a preliminary report for review, inviting comments and feedback to ensure thorough evaluation and refinement before the final report.
· The results are compiled into a comprehensive final report, including methodology, data analysis, results, conclusions, and recommendations. This will likely form the basis of a future peer-reviewed publication. If multiple groups have worked on the analysis, compile their results into a single cohesive report.
· For analyses involving two models addressing the same question, include an integrated comparison of outputs, explaining differences and similarities. 
· PWG lead ensures the final report is reviewed and approved by all PWG members. 
· PWG lead shares the report with the VIMC secretariat and other key stakeholders, indicating whether it is confidential or not.
· The VIMC secretariat adds the report to the PWG tracker and repository, consistent with the confidentiality status.
[bookmark: _ket185z60wqf]9.2 Presentation
· The PWG objectives may include a presentation to a relevant policy forum, such as WHO SAGE. 
· The PWG shares any presentations with the VIMC secretariat, indicating whether this is confidential or not.
· The VIMC secretariat adds the presentation to the PWG tracker and repository, consistent with confidentiality status. 
[bookmark: _69k8laa1491y]9.3 Review
· Collect and document feedback on the report and presentation (if available) and share it with the VIMC secretariat.
· PWG lead invited to reflect on the PWG process informally in conversation with the VIMC Director.

[bookmark: _ozt6lqqnvv0l] 10. Wider Dissemination
[bookmark: _fwp9n164i3t2]10.1 Preparation
· The PWG lead prepares the final report and presentation materials for wider dissemination, such as a peer-reviewed publication, VIMC webinar, or blog post.
[bookmark: _4uwyt2qt9ynl]10.2 Distribution
· The VIMC secretariat and PWG lead agree on a dissemination plan. This is shared at the next funder catch-up meeting.
· Disseminate the final results to a wider audience, including all relevant stakeholders and potentially the public.
· Use multiple channels such as reports, presentations, publications, and digital platforms.
[bookmark: _pgtef8dopgay]10.3 Documentation
· Document the dissemination process, including feedback and engagement metrics.
 
[bookmark: _s2593di5ux5i]11. Further Questions
[bookmark: _n5jgpqdqqxsq]11.1 Documentation
· Document any further questions proposed by the stakeholder group and wider audience.
[bookmark: _cgs3b78qo1nd]11.2 New Cycle Initiation
· Evaluate newly proposed questions and initiate a new cycle for approved ones.
· Update all relevant documentation and communicate with the PWG and stakeholders.

[bookmark: _25ls7zzaqd9u]12. Documentation and Records
· Meeting Minutes: Document all meetings, discussions, and decisions. It is acceptable to have a summary of action points arising.
· Reports: Maintain all reports generated from the modelling and final presentations in the project repository.
· Forms and Templates: Use standardised forms and templates for consistency and quality assurance.
· Debriefs and Lessons Learned: For larger or higher-profile PWGs, a debrief or lookback session should be conducted at the conclusion of the project. This session will enable the team to review outcomes, identify key successes, and document lessons learned, facilitating continuous improvement in future projects.
 
[bookmark: _votl9h7fdqtb]13. Review and Update
· Annual Review: This SOP should be reviewed annually or as needed based on feedback and changes in the process. Version control will be used.


[bookmark: _lmt8lhqj3iqp]Appendices 
PWG Tracker
- Appendix A: Question Proposal Form
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