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CEPI management is pleased to publish this report containing the findings of an independent evaluation of 
CEPI’s first business cycle. The evaluation was conducted by independent evaluators and overseen by an 
independent evaluation committee of external experts, which had the objectives to uphold quality and 
independence.  

CEPI Management thanks the evaluators for this Report which is an important contribution to reflecting 
on the work CEPI has done to date and areas to focus on as we proceed. CEPI is a Coalition, so the fact this 
Report draws heavily on insights from stakeholders and constituents across CEPI’s work makes its 
findings particularly valuable. We welcome the Report’s high-level summary that “CEPI has strongly 
proved its concept over the first five years of its existence and occupies an essential niche in the 
development of EID vaccines. It has made progress in advancing vaccine candidates for its priority 
pathogens, correctly identified the strategic need for progressing innovative platform technologies and 
demonstrated speed, agility and innovation in responding to the COVID-19 crisis.” 

When considering the findings of this Report, it is important to bear in mind the context in which CEPI has 
operated and the organizational progress it has made during this reporting period. CEPI was launched and 
initiated its first call for proposals on the same day in 2017, with around 10 staff at the time. Since then, 
CEPI has built an organisation, expanded the Coalition, raised funds, and executed (and adapted) the 
strategy in parallel, while adapting to an environment which has changed significantly since the 
organisation was envisaged by its founding members, as well as stepping up to combat a pandemic which 
fundamentally altered the course of our work. CEPI remains a young organisation and the nature of our 
work means that many of our goals will take time to deliver: it is therefore too early to judge the ultimate 
impact that CEPI’s activities in this reporting period will have.  

As the organization matures CEPI is committed to listening and improving, including through 
independent evaluations of our effectiveness such as this one. In its short lifetime, CEPI has commissioned 
multiple reviews which have all contributed to improving the way it works - including a Board 
effectiveness review in 2019, a Mid Term Review in 2020, and an operating model review including 
portfolio governance in 2021. Cumulatively, these reflect CEPI’s commitment to being a learning 
organisation, and that CEPI must reflect, engage with partners and the evolving ecosystem, and 
constantly ensure that its strategy is right and its ways of working facilitate the best possible chance of 
achieving the mission - accelerating the development of vaccines and other biologic countermeasures 
against epidemic and pandemic threats so they can be accessible to all people in need.  
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CEPI Management has reviewed the findings closely and considered the areas of action carefully. We 
welcome the overall Report and have used it as an opportunity to reflect on CEPI’s progress, learnings, and 
opportunities ahead. The Report draws attention to the fact that CEPI has experienced radically 
accelerated development in its first five years and has had to navigate – with its Board and investors – an 
evolution of its role, and challenges that it was not originally set up to tackle, including many in response 
to COVID-19 that it may not have been expected to take on after only three years of existence. It is critical 
when looking at the findings and overall achievements to note that CEPI began the period as a start up and 
to consider the decisions CEPI has had to make in real time and in the context within which they were 
taken. With this in mind, the role COVID-19 has played in CEPI’s development is pivotal. As CEPI 
contributes to ongoing thinking on future pandemic preparedness and response, we have carefully 
analyzed the experience of COVID-19 and the learning from the decisions that were made in real time to 
respond to the evolving pandemic. Going into the pandemic, many things about CEPI’s role or those of 
partners were not agreed in advance, meaning issues of scope, partnership, financing, and collaboration 
all had to be agreed at speed and in the context of many headwinds.  

There are of course areas in which CEPI and its partners wished – and indeed strove - to achieve more, and 
it is vital that we learn from the challenges we have encountered to inform CEPI’s future strategy and to 
contribute to building a stronger and more sustainable pandemic preparedness and response system for 
the future. But  there are also many achievements that we are proud of which must also contribute to our 
learnings: These include being foundational to the establishment of COVAX; making early investments in 
COVID-19 vaccine development with associated guarantees of equitable access which were critical to 
building confidence in COVAX and the COVAX Facility; and our partnership with Oxford/AstraZeneca 
which supported development and secured access to doses of a vaccine which is estimated to have saved 
over 6 million lives in its first year of rollout alone.  Beyond COVID-19, we helped catalyze the 100 Day 
Mission which the G7 has adopted, and believe that our support for platforms that are now validated will 
have an applicability and potential use for work against future outbreaks and Disease X. We have used the 
COVID-19 experience to help evolve the CEPI 2.0 strategy, while being sure that we retain a focus on 
epidemics, and other key areas of our mission.  

We agree that the themes highlighted in the Report are areas that CEPI needs to focus on as the 
organization moves forward. Through the process of developing and beginning to implement the CEPI 2.0 
strategy, we have already identified many of these themes and begun to develop strategies to address 
them, but the Evaluation provides a welcome opportunity to set out CEPI’s thinking. Following discussion 
with our Board we have developed specific recommendations and proposed actions in response to the six 
themes identified by the independent evaluator: i) CEPI scope of work; ii) equitable access; iii) engaging 
industry; iv) LMIC engagement; v) measuring and enhancing effectiveness and impact; and vi) 
organizational efficiency.   

Theme: CEPI scope of work 

CEPI’s initial objective was to develop vaccine candidates to Phase II, as a goal that was achievable with 
the resources available and within the timeline of five years. As stated in the Report, the need to move 
vaccine candidates through the whole development process to large scale manufacturing and technology 
transfer occurred rapidly in response to the COVID-19 pandemic. In this regard, the need to expand CEPI’s 
expertise to cover late-stage clinical development and manufacturing has evolved, in particular with the 
formation of a manufacturing and supply chain division in Q1 2022. Taking products to license for unmet 
medical needs has been identified as a priority within CEPI 2.0 even when there is no market 
certainty.  Resources and capacities are being built to deliver CEPI 2.0 targets and a prioritization process 
has been put in place against the currently available funds. The Report notes that downstream 
partnerships with organizations such as Gavi improved dramatically during the COVID pandemic. In terms 
of CEPI’s broader role as a facilitator, the Report notes that CEPI has played an important convening role 
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in some instances but also specifically highlights challenges faced by the Joint Coordination Group (JCG) in 
articulating its role and mobilizing the action of wider partners. This finding is consistent with the 
findings of a separate recent review of the JCG, including interviews with most JCG members, a number of 
whom expressed questions about the precise role of the JCG. However, nearly all interviewees were very 
positive about the intent of the JCG, and most noted there was no other forum in which end-to-end 
partners came together to solve problems, and they felt strongly it should continue. The Report also noted 
that through its co-leadership of COVAX, its participation in a consortium trialling Janssen’s Ebola vaccine 
in DRC, and other areas, CEPI has shown its potential as a facilitator.  

 

Action Due 

The CEPI 2.0 strategy sets out that CEPI will go beyond investigational stockpile, and 

have differentiated targets for diseases and portfolio objectives based on need.  

Complete 

Based on CEPI’s objectives, ensure partnerships are in place to ensure the ultimate 

success and utility of CEPI’s projects.   

Ongoing 

CEPI has established a Manufacturing and Supply Chain division to support the 

organization’s revised objectives to include supporting diversification of 

manufacturing and contribute to the global preparedness for rapid manufacturing 

response.          

Group established –to 

be expanded through 

2023 

A consultation on the role of the JCG is being conducted and revised terms of 

reference will be discussed with the Board and published. This will strengthen CEPI’s 

role as a facilitator. 

To be published H1 

2023 

The annual budget exercise will review priority activities according to funds CEPI has 

received and anticipates receiving. 

Ongoing  

Theme: Equitable access  

Fulfilling our aspirations to enable equitable access is dependent on an ‘end to end’ approach to vaccine 
development, procurement and deployment. From the generation of technology or the decision to invest 
in R&D specific to a pathogen through all stages of development to manufacture, procurement and 
deployment, there are equitable access considerations. CEPI is not responsible for the entire value chain 
but it is impacted by activities both before and after CEPI’s involvement.  The Report notes that CEPI’s 
equitable access agreements are tailored for each situation and include tighter and more detailed 
obligations, the closer the product is to market approval. This remains consistent with CEPI’s approach 
and CEPI is committed to strengthening connections with stakeholders responsible for those activities 
before and after CEPI’s involvement which can support equitable access. In addition, CEPI continues to 
leverage its unique connecting role to advocate for equitable access to be the foundation of the evolving 
pandemic preparedness and response governance and finance mechanisms, and to work with its partners 
and global health stakeholders to address the systemic barriers which hinder equitable access to vaccines. 

We note the concern that CEPI should enforce access conditions with vaccine development partners when 
merited. All of our agreements provide for confidential arbitration should the need for dispute resolution 
arise and CEPI is willing to enforce access conditions in appropriate circumstances, although it may not be 
at liberty to share information about enforcement actions publicly.  
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CEPI works on specific vaccines, platforms, and technologies, as well as responding to Disease X. CEPI 
focusses on access to specific vaccines, but also on technologies which will support wider efforts to future 
pandemic threats. We seek to apply learnings from all these experiences to achieve better outcomes.  

CEPI is committed to transparency and recognises that it can enable the realisation of equitable access 
commitments. While there will always be a need to balance commercial sensitivities with transparency, it 
is encouraging that CEPI’s approach to publishing summaries of equitable access provisions within its 
COVID-19 agreements, and the external review of CEPI’s COVID-19 vaccine development agreements 
conducted by the O’Neill Institute are highlighted in the Report for their transparency. CEPI is committed 
to following a similar approach in the future. 

Action  Due 

Increase transparency and measurement of implementation of CEPI’s Equitable 

Access Policy, including: 

• Publishing an Equitable Access Framework 

• Conducting independent reviews of CEPI’s access agreements for portfolios 

other than COVID-19  

 

 

H1 2023 

Ongoing 

All investment proposals and pathogen portfolios will have a clear articulation of 

Equitable Access objectives and approach. 

Ongoing 

Host roundtables with relevant stakeholders including CSOs on further strengthening 

access and transparency. 

Ongoing 

Theme: Engaging industry 

The Report speaks to how CEPI has worked with industry and while noting the extensive engagement with 
biotechs to date, it highlights the limited work with Multi National Companies (MNCs) for CEPI-supported 
products. Over its first five years, CEPI has evolved a strong focus on engagement with the right partners 
to prepare for outbreaks - whether they are expected to be pandemic, epidemic or smaller outbreaks. 
CEPI’s scope encompasses a number of stages of development, and it is clear that at different stages of the 
value chain different partners can offer different potential in terms of innovation and equitable access. 
However, as CEPI moves to later stage development in its second five year phase, the importance of 
working with established proven companies (including Developing Country Vaccine Manufacturers and 
MNCs as well as larger biotechs) is clearly critical as part of taking products to the appropriate endpoints 
(including manufacturing and licensure in specific examples). 

As noted in the Report, CEPI has been successful at partnering with a number of MNCs, but it had been a 
challenge to engage successfully with MNCs more broadly until COVID-19. Developing and delivering 
vaccines during a pandemic response requires both strong technology and knowhow in vaccine 
development, regulatory filing, and manufacturing to enable predictable manufacture at scale. As part of 
the global COVID-19 response, CEPI successfully partnered with both AstraZeneca, GSK (for adjuvant), 
and Johnson & Johnson (for glass vials) to achieve its goals of speed, scale and access. It should also be 
noted that Merck acquired the Institut Pasteur/Themis measles vectored vaccine funded by CEPI, but this 
failed to advance past Phase I due to disappointing clinical trial results.  

Epidemics and smaller outbreaks by their nature require smaller scale manufacture and may have 
correspondingly smaller market opportunity. We have seen less interest in these types of outbreaks from 
MNCs. CEPI continues to evaluate ways of working with DCVMs and MNCs in ways that will meet their 
needs, as well as the needs of CEPI’s stakeholders. 
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To date CEPI has focused on engagement of DCVMs and MNCs with strong technology and know-how in 
vaccine development and manufacturing at the individual level as well as through industry associations. 
These discussions have built a platform for further engagement in CEPI’s second five years.  

Action Due 

Develop a strategic partnerships framework in discussion with CEPI Board. H1 2023 

Seek to broker partnerships for academics and biotechs with successful technology 

as they progress. 

Ongoing 

Appoint industry (IFPMA and DCVMN members) to the JCG to ensure industry 

perspectives inform CEPI’s work. 

Complete 

CEPI has set up SWAT teams and the Manufacturing Taskforce to address broad 

R&D and Manufacturing issues with vaccine developers and manufacturers for 

COVID-19 vaccines and other CEPI priorities.   

Ongoing 

Theme: LMIC engagement  

The Report points out that limited work for the core portfolio has occurred in LMICs/affected countries. It 
should be noted that Calls for Proposals were initiated rapidly (starting with the first on the day of CEPI’s 
launch) and had a focus on identifying the best science for development of vaccine candidates for CEPI 
priority pathogens. This resulted in the majority of applications being led by organizations in the Global 
North.  

CEPI has been acutely aware of the need for greater engagement with, and representation in CEPI’s 
portfolio, of LMICs/affected countries. Early measures to rectify perceived shortcomings in this regard 
include supporting partners to change their development plans to start clinical trials in LMICs earlier in 
the development process (i.e. Phase I), supporting epidemiology studies in affected countries to inform 
clinical trial design and support site development, early review of and comment on development plans by 
regional regulators such as AVAREF, engaging with experts at the country/regional level, ensuring 
regulatory participation from LMICs in the regulatory advisory group, and - more recently - specifically 
funding lab networks, clinical trials and manufacturing capabilities in LMICs for COVID-19 vaccines using 
more geographically targeted calls for proposals (in particular, strongly encouraging the lead for a clinical 
trial to be in-country and not led by the Global North). We continue to evolve strategies to increase 
engagement of partners from the Global South. 

As the Report highlights, LMIC representation in CEPI’s governance has historically not adequately 
reflected the world we aspire to serve. This has been an area of active improvement for CEPI during 2022. 
New members of the Board come from Indonesia, Kenya, Mali and Pakistan. We have also been successful 
at engaging and making the case to an increasing number of countries from the Global South to make 
funding contributions to CEPI.  

LMIC engagement is extremely important to CEPI, and we are committed to improving in this area and to 
understanding the needs and priorities of LMICs in terms of R&D&M and deployment of vaccines for EIDS 
in context of outbreaks and health security. CEPI will then endeavour to engage with product development 
and manufacturing partners to deliver on equitable access in a way that both meets those needs and 
contributes to improved health security for LMICs.  CEPI’s approach to establish a manufacturing network 
of preferred providers, with globally distributed locations, is designed to be implemented in close 
collaboration with LMICs, and the partnerships will begin to come on board in 2023. This follows CEPI’s 
MOU with Africa CDC to enhance vaccine R&D and manufacturing in Africa.  
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Action Due 

Proactively encourage applications to Calls for Proposals and strategic partnerships 

with partners from LMICs. 

Ongoing 

Continue to engage proactively with national and regional manufacturing 

preparedness and response initiatives, acting as a technical adviser where 

appropriate. CEPI’s manufacturing network activity will work with partners from all 

Global South regions. 

Ongoing 

As CEPI’s portfolio progresses, proactively engage affected countries/regions to 

prepare for availability of new vaccines (including discussing ideal 

profiles/characteristics of vaccines as they are developed).  

Ongoing 

Hold one of CEPI’s two in-person Board meetings a year in an LMIC. Ongoing 

Work with clinical trial networks to support work on products CEPI supports, clinical 

trial capacity, and readiness to respond to epidemics and pandemics and pandemic 

preparedness more generally . 

Ongoing  

Theme: Effectiveness  

The Report highlights areas both of significant progress and potential opportunity within CEPI’s priority 
pathogen vaccine portfolio and COVID-19 vaccine portfolio, and the findings are consistent with the 
findings and recommendations from CEPI’s most recent Annual Portfolio Review (held in November 2021). 
Specifically, CEPI’s portfolio targets for priority pathogens and COVID-19 have been adapted for CEPI 2.0 
based on unmet need, scientific opportunity, and a view of areas where CEPI can achieve the greatest 
impact. Meanwhile CEPI has significantly refocused its approach to the development of rapid response 
platform technologies for CEPI 2.0, based on experiences within CEPI 1.0 and extensive validation of 
certain technologies during the COVID-19 pandemic. In addition, CEPI continues to refine the targets and 
focus for its enabling sciences investments to optimise support for progression of vaccine candidates and 
platforms, as exemplified for COVID-19, while noting concerns expressed in the Report that these 
activities for the core portfolio may have become too broad and spread too thin for impact. Indeed, a 
strong focus on enabling sciences investments has been applied to recent prioritisation efforts for CEPI 2.0 
to specifically address this concern.  

CEPI has established a number of approaches for measuring the effectiveness of its portfolio during CEPI 
2.0. Mechanisms for monitoring performance operate at multiple levels: at project level (including 
through stage gate reviews); at portfolio level (with portfolio reviews conducted on a 1–2-year cycle, that 
include members of the Scientific Advisory Committee, Portfolio Strategy and Management Board (PSMB) 
and other stakeholders); and at the governance level with oversight by the CEPI Board (with allocation of 
budget and approval of activity), and through portfolio investment governance by the PSMB. Furthermore, 
CEPI continually reviews its activities in the context of the evolving landscape, and with the guidance of 
the Board makes adjustments necessary to achieve its objectives.  

In terms of impact, the Report presents key findings structured around three dimensions: i) additionality 
and acceleration; ii) scale; and iii) equitable access. These are appropriate and relevant frames that are 
closely aligned with how CEPI defines its strategic objectives and intended outcomes. Management 
acknowledges the specific findings in these areas as well as the findings related to CEPI’s overarching KPI 
framework, in particular that the KPI framework for CEPI 1.0 included outcome indicators that were vague 
and overly ambitious. The Report also suggests that these KPIs should have been revised during the course 
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of the Business Plan period, particularly given the significant impact of COVID-19 on the progress of the 
core priority pathogen portfolio.   

In developing KPIs for CEPI 2.0, CEPI has already taken steps to evolve its approach to monitoring and 
evaluation to reflect best practice and learnings. An updated Monitoring and Evaluation Framework has 
been developed to set out how monitoring and evaluation helps CEPI’s approach to measuring 
implementation of the strategy and achievement of objectives, facilitating data driven decision-making by 
CEPI Management and the Board, and contributes to CEPI’s organizational model and theory of change - 
including generating learnings for the vaccine development community more broadly.  

Another important learning that will strengthen oversight of CEPI’s effectiveness and impact will be to 
ensure increasingly strong engagement from the Board in CEPI’s monitoring and evaluation activities.  

Action Due 

Review the CEPI 2.0 Results Framework and identify opportunities to increase 

measurability and relevance of KPIs for CEPI’s second business cycle.   

Ongoing 

Use mid-term review as an opportunity to adjust KPIs and/or strategic targets if no 

longer fit for purpose and propose/agree any adjustments in consultation with the 

Board and Investors. 

2024 

Theme: Organizational efficiency 

CEPI has evolved towards a more formal structure and processes as a result of its recent reorganization 
and strengthened management team, and the Report recognizes that this transformation is ongoing. 
Further work is needed to ensure the full implementation of the Operating Model project initiated during 
Q4 2021, and to guarantee that each division aligns its activities, resources, and budget around defined 
priorities while continuing to optimize ways of working across teams. The implementation of these cross-
cutting goals will be monitored and supported by the recently redefined Operations Committee 
(OpsComm) and the Leadership Team. CEPI Management has initiated a process improvement initiative to 
streamline internal practices and improve the CEPI Partner experience. The overarching goal is to ensure 
nimbler business and administrative processes, reduce bureaucracy, and - through the use of digital tools 
- reduce administrative burdens of oversight and reporting for developers and awardees.   

Action Due 

Actively seek to reach CEPI’s fundraising target in full. Ongoing 

Conduct a project to review how CEPI works with partners it provides funding to.   Report to board in 2023 

Revise Investor Council Terms of Reference for Board approval. Q1 2023 

Revise JCG Terms of Reference for Board approval. Q1 2023 

CEPI’s Audit and Risk Committee will oversee an external risk framework review 

and implementation process.   

Underway, through 2023 

Conduct Board effectiveness review. H2 2023 

 


