Service Provider Project Action Plans - Guidance Document 

Background  

The National Social Care Division requires service providers of congregated settings  to develop  project action  plans  that identify how they will  deliver the decongregation of specific services and demonstrate that the process followed will support  the development of sustainable person centred model of supports and community inclusion in line with the national policies, “ Time to Move On from Congregated Settings- a Strategy for Community Inclusion ” and  “New Directions- Person Centred Models of Support Services ” .  

Project action plans for the sites identified in the HSE Social Care National Operational  Plan 2017 are now required to ensure that there is a robust process, with time-framed key tasks and milestones  in place to deliver meaningful change in line with policy and in keeping with the activity targets identified.

Timeline, Pathway and Escalation of Draft Project Action Plans 

The Chief Officer of each Community Health Organisation Area (CHO) has responsibility for ensuring that all the project action plans for services in their area are reviewed and developed in line withe actions set down in the Social Care National Operational Plan.
Service providers will be requested by the CHO to compile the project action plan for their service.  The Disability Reform Team alongside colleagues from the National Disability Operational Team will work with the CHOs to support service providers to develop their plans.   A workshop is being organised on 27th February to promote this collaborative working and support providers and CHO’s with the development of the project action plans.

 Each CHO will manage the final submission of the project action plans by 30th April  2017 .

The project action plans will be evaluated and reviewed at a national level by a group comprised of the “Transforming Lives” Programme Manager and Policy Leads and the National Disability Specialists working with the CHOs as part of the National Disability Operations Team.   

The National Disability Operations Team will engage with the CHO  on a monthly basis to monitor progress of plans through agreed performance management process.
Recommended Structure of Project Action Plan Documents 

Given the tight deadline for completion of plans and in order to streamline the process for service providers of developing project action plans , a suite of template documents has been developed that services can amend and populate when developing their plans .  This includes:

· Project Scope Statement 

· Project Action Plan Document which outlines templates for:

· Contents of the Action plan 

· Dependency, Risk and Issues Logs

· Project Plan Task list

· Communication Plan documents 
Project Scope Statement 

It is recommended that service providers initially complete the Project Scope Statement, which provides a concise overview of the project proposal, the main objectives, actions, dependencies, risks and governance structure.  This document should be completed and returned to the CHO  within a week of the workshop to enable informed discussion to commence on the development of the action plans.
It is recommended that this document is  reviewed by the CHO to ensure the principles underlying the project are reflected appropriately and that  high level timeframes are agreed before the action plan documentation is developed further.

Project Action Plan Document

This document will be populated and amended building on the agreed Project Scope Statement.  The main document has the following recommended structure:
1. The Service Today: “As- Is” position 

a) Details of the service current configuration- description of location, environments, profile of residents- age, level of abilities, gender, additional support needs 

b) Details of the residential direct support staff in place in current settings- staff mix, rosters,  staffing contract arrangements ( perm/temp/agency/overtime ), Person In Charge structure 

c) Details of other direct supports- day service /activation staff, MDT, medical, GP, community liaison etc 

d) Details of indirect centre supports , catering, grounds  etc, 

e) Financial profile of service  

f) Current governance structure/ organisational chart 

2. The Future Service : “To- Be” position 
Details of specific location, service or resident group that is the focus of project action plan 

· Rationale for focussing on this area

· Other pressures/factors 

· Main objectives in the project plan

Future Service position

a) Details of the planned service configuration- description of location, environments, profile of residents- age, level of abilities, gender, additional support needs 

b) Details of the residential direct support staff in place in current settings- staff mix, rosters, staffing contract arrangements (perm/temp/agency/overtime), local line management structure, and PIC/PIM structure.

c) Details of other direct supports- day service /activation staff, MDT, medical, GP, community liaison etc 

d) Details of indirect centre supports , catering, grounds  etc, 

e) Financial profile of future service 
f) Future organisational  governance  structure

3. Gap analysis

Identification of the primary gaps between “As- Is” and “To- Be” positions from the perspective of resources:

a) Training Needs

b) Staff Resources- skill mix gaps

c) Staff resources- quantum of gaps /excess

d) Access to other services- provision of supports form other services i.e. access to GP, primary care,  generic OPD  etc 
e) Financial 
4. Action plan – Task breakdown 
This part of the Plan will directly inform the monthly performance management process

The action plan section should be completed in tabular form using the template provided with each task assigned an owner and a due date.  It is recommended that the template is developed using a number of key work stream subheadings.  This table will outline the high level deliverables in each work stream and the actions/KPIs associated with them.   The detailed tasks associated with each work stream will be identified on the Project Plan Task list template that will be included as an Appendix document.

Suggested workstreams include:
1. Leadership, Governance, Strategy & Planning

2. Communications

3. Finances 

4. Individual Planning 

5. Housing 

6. Transition Process
7. Workforce planning / Human Resources /Training

8. Developing Community inclusion 
For all the tasks the person responsible and completion date needs to be identified.  
It is recommended that a workstream lead is appointed to all workstreams and that workstream deliverables are documented in advance.

Supporting Documentation

It is recommended that the Project Action Plan document is supported by the following documents:

· Risks, Issues, & Dependency  Logs

The specific dependencies, risks and issues associated with the delivery of the action plan should be highlighted in separate logs using the templates provided.  The implication of these should be clear in terms of the progress of the project on individuals, resources, cost, regulatory compliance, media coverage etc. 

These logs will need to be updated and kept “live “throughout the implementation phase of the project to ensure that risks, issues and dependencies are appropriately identified and escalated .

· Congregated Settings Master Data Set - 

An edited version of the current Master data set on Congregated settings, to reflect those individuals and units that are the focus of the project action plan should be included in the Appendices as a supporting document. This document is already completed by service providers on a periodic basis, so it will only need to be edited to capture the people/services that are included in the project action plan.  
The information contained in the master dataset will provide much of the data required in the “As- is” section of the project plan document required in relation to the people in the service.  It can also be used as a high level tracking tool to monitor the project process as it relates to individuals. 
· Project Plan Task list - 

Template document provided.  This document is a log of the specific tasks required under each work stream, to enable co-ordinated oversight of all tasks that are identified as part of the plan. 

· Communication Plan 
A national communication stakeholder mapping tool and key messages document have been drafted by the National Subgroup on Congregated Settings.  These documents can be adapted by each provider to create a bespoke communication plan for their service.

· Extract from  Schedule 3 Template 
The information relevant to the services in the project action plan should be extracted from the Schedule 3 Template of the 2016 Service Arrangement Part 2 documentation and included in the Appendices as a supporting document.  The information contained in the Schedule 3 template  will provide some of the data required in the “As- is” section of the project plan document  and will provide a useful  basis on which to develop the ”To-Be”  future service plan .
