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		Question 1.3.9 - Implementation





		[bookmark: _Hlk65573035]Please outline how you and your supply chain will ensure the required standards for the contract are met from the start of referrals. Describe how your plan will provide a high-quality service from go live across the entire CPA.



Your response should include as a minimum:



· Key milestones, timescales for activities including start and end dates for each activity and the position of the person responsible for each activity.



· The timeline for staff recruitment and training



· The timeline and key activities to secure and set up your proposed delivery locations.



· A contingency plan should you not achieve key milestones in your implementation plan.



· A narrative to expand on the Implementation Plan which: identifies all key risks (e.g., delays to securing premises, recruiting staff, IT etc.); provide a RAG (Red, Amber, Green) rating for each of these; and explain how they will be mitigated and managed, including the timeframe for doing so to ensure that service delivery will still commence on your proposed date.



· Please review the relevant section of your Tender Assurance Report prepared by the Contracting Body to ensure all relevant risks identified in relation to this question are addressed in your response.



Please provide an implementation plan in the form of a detailed Gantt Chart, this can be in PDF format, to be attached at Appendix 11 showing the critical path and interdependencies with supporting narrative. 





		

Present your response at the top of a new page, within the margins defined in the Instructions to Bidders (L/R 2.54 T/B 1.75) in Arial font size 12 up to 3 sides of A4.  














Ensuring standards are met from start of referrals in South Yorkshire, Derbyshire and Nottinghamshire (SYDN): Maximus is experienced in the rapid implementation of large-scale programmes, e.g. we recruited and trained [REDACTED] staff in 6-week timescales to deliver JETS provision, and overperformed from month 1. Maximus will leverage this experience for Restart, use the same in-house mobilisation team of [REDACTED] specialists and ring-fence staff for the CPA. We will work with 3 similarly experienced, locally embedded subcontractors to mobilise Restart, providing a high-quality service to required standards across the whole CPA. We have shared implementation milestones with subcontractors, who have confirmed they can meet them; we will review activity with subcontractors weekly from now on. 

[bookmark: _Hlk66341343]Maximus and our subcontractors (known collectively as Restart Alliance) plan for a go-live date of 28/6/21. Our confidence is informed by: ►tried-and-tested implementation methodology for large-scale programmes. ►identification, approval and initiation of those activities that need to be commenced ‘at risk’ to ensure Day 1 delivery effectiveness, with Maximus committing £[REDACTED]k at risk on top of our central services costs to undertake pre-award activities across Restart Alliance. As such, at the point of submission [REDACTED]% of key activities required to mobilise Restart for go-live are already completed. ►Mobilisation Director, [REDACTED], overseeing all workstreams. Our experience shows this pivotal role supports implementation within budget and DWP milestone achievement by acting as a conduit with senior management to ensure timely decision-making and risk management. ►Project Board (PB) comprising Restart Alliance senior leadership and chaired by Restart Contract Director [REDACTED], to provide robust reporting and governance. [REDACTED] will report weekly to the PB, which will have decision-making authority to ensure resources are in place to address risks quickly. Implementation progress will also be reviewed weekly by the Maximus UK Country Leadership Team, which includes our CEO. ►Key staff following through from bidding into mobilisation and contract delivery to ensure a smooth transition, e.g. [REDACTED], who has led our Restart bid, appointed as Contract Director. ►Defined programme management roles & responsibilities: ►Maximus’ Programme Management Office, led by [REDACTED], responsible for overall mobilisation planning and governance ►[REDACTED]xProject Manager (PM) ring-fenced for SYDN to coordinate Maximus & subcontractor Workstream Leads (WLs); oversee delivery of milestones; monitor implementation progress daily; coordinate weekly team meetings ►Implementation Lead for each subcontractor responsible for managing subcontractor deliverables, reporting progress daily to Maximus’ supply chain lead, [REDACTED]. ►Scalable multi-agency governance framework to support mobilisation in event of multi-Lot awards, with WLs experienced in implementing multiple DWP contracts simultaneously, roles ring-fenced for each CPA and a bank of external mobilisation specialists (e.g. 4OC) to address capacity challenges. ►Resources to build subcontractor capacity, ensuring subcontractors work to Maximus’ standards/ timescales through our provision of staff training and systems/recruitment tools (e.g. Outmatch) across our supply chain. ►Stress testing of our Implementation Plan and risk mitigations pre-submission via independent specialists, Deloitte. ►Smart Sheets tool tracking real-time activity via web-based dashboards available to all project teams/ subcontractors and DWP to ensure coordinated mobilisation across Restart Alliance. ►Local stakeholder insight via our Community Partnership Network (CPN) of specialist call-off providers, ensuring implementation reflects local lessons learnt from similar programmes. ►Maximus’ Central Audit Team developing Standard Operating Procedures, training Restart Alliance frontline teams prior to go-live and undertaking contract readiness checks to ensure consistency of delivery. 

1) Restart Alliance’s Implementation Plan contains all key milestones, timescales and activity leads, validated against our model/deliverables. Based on the 9-week mobilisation window from award to go-live, the Plan is structured against 5 distinct activity stages: Pre-Award, Award, Go-live, Post Go-live, Project Close-down. Key milestones on the critical path and owners/timescales are as follows: 

[bookmark: _Hlk66342212]1a) Restart Alliance Recruiting & Training activity for Go-live (11/12/20–25/6/21) will be led by Maximus’ Head of Resourcing, [REDACTED]. Our phased staff profile ensures we will recruit/train sufficient staff to deliver quality services from Day 1, with a scalable framework to recruit/train further staff during Post Go-live. We will provide subcontractors with access to all our recruitment tools at no extra cost to ensure a coordinated recruitment approach across Restart Alliance (e.g. Outmatch) a recruitment tool that candidates use to complete competency-based assessments and upload video responses to initial screening questions, saving recruiters time conducting initial telephone interviews. Maximus has already: ►Undertaken labour market analysis to identify opportunities to recruit staff from other sectors (including those affected by COVID), and validate the assumptions that inform our recruitment, e.g. based on JETS experience we assume: 50% of applicants for frontline roles will have no notice period; 50% 4 weeks’ notice; 60% senior roles to have 12 weeks’ notice ►Identified Restart roles with longer notice periods that are critical to mobilisation activity, commencing early recruitment for these roles ►Advertised all roles internally and externally, including via specialist recruitment partners to create a diverse talent pool of candidates by 9/4 (subcontractors will align with our timeframes) ►Designed an onboarding programme to ensure all staff have the tools/ training to deliver a high-quality service. Maximus and subcontractors will: ►Sift CVs and use Outmatch to conduct initial shortlisting by 9/4 ►Undertake final interviews, make conditional offers and complete vetting by 30/4 ►Onboard/train 6 staff cohorts by 25/6, with role-dependent induction training reflecting compliance standards and CSSs. 

1b) Restart Alliance Estates activity (11/12/20–15/10/21) is led by Maximus’ Head of Estates & FM, [REDACTED]. The collaborative approach set out in our Implementation Plan ensures we have sufficient premises from Day 1. Maximus has already: ►Reviewed existing delivery infrastructure to identify 4 appropriate sites with capacity to deliver Restart with no negative impact on existing delivery ►Developed a blueprint for our estate, underpinned by our social value principles: accessibility, travel time/distance to public transport, Health & Safety, environmental standards, ICT infrastructure, configuration ►Identified the requirement for 23 additional sites, based on anticipated volumes and informed by our estates blueprint ►Engaged specialist estate partners and Regional Leads to search for new premises and identify preferred fixed and outreach options. Maximus and subcontractors will: ►Sign contracts for fixed premises following notice of award by 10/5 ►Establish fixed main office sites, aiming for completion of all sites for Day 1, but no later than 28/7 (see Section 3b) ►Complete capacity reviews to identify ICT/fit-out enhancements by 15/10 to ensure fixed sites accommodate peak volumes.

1c) Restart Alliance ICT/Systems activity consists of multiple workstreams: Case Management System activity (16/11/20–24/5/21) led by Maximus’ Head of IT Business Relationship Management, [REDACTED]; Information Governance (4/1/20–25/6/21) by Head of IT Architecture & Governance, [REDACTED]; Management Information (11/12/20–25/6/21) by BI Director, [REDACTED]. Maximus has already: ►Selected Iconi’s existing ‘software as a service’ CMS, already used on employment programmes and only requiring basic configuration (20 working days – already commenced) to be ready for Go-live, with Iconi bringing best practice from their experience in large-scale mobilisations, e.g. JETS ►Confirmed Restart customer journey requirements for our CMS to ensure it can track all participant activity from Day 1 ►Agreed, validated and prioritised scope of our CMS development roadmap with MI, Digital, IT and Operations teams, including end users ►Commenced CMS ‘sprints’ using Agile project management approach to ensure the CMS is ready for Go-live, including developing digital solutions for integration into our CMS and ready from Day 1, e.g. Force24 automated marketing tool. Maximus will: ►Undertake Systems & Organisational Controls scoping activity by 10/5 ►Train staff in our systems from 24/5 ►Deploy our MI solution by 25/6, ready for Day 1 service delivery.

2) Our Implementation Plan also captures 16 workstreams outside the critical path that are key to delivering a quality service from Day 1. We will draw on the experience of established, expert teams to deliver these workstreams, which include Stakeholder Engagement, Supply Chain Onboarding, and Marketing & Comms. Please refer to Appendix 11 for all key milestones, timescales and activity leads.

3) Restart Alliance contingency plans cover all key milestones, and are underpinned by the development, maintenance and review of a dynamic Risk Register. The following contingencies form part of our risk mitigations (Section 5), which would come into play should the assumptions we have made not flow through in the ways we expect, e.g. longer lead times to recruit required staff: 3a) Recruitment & Training: ►Use our agency partnerships (e.g. Reed) to access pre-vetted temporary staff ►Begin recruiting at 110% of demand to build a talent pool to help manage any unplanned demand increases, absence or leavers, and allow time for new staff to reach full productivity ►Additional support built into training timelines to aid transitions (our JETS experience and labour market analysis demonstrates that many applicants are likely to come from outside the employability sector) ►Prioritise training critical to staff becoming operational for Day 1, with ongoing activities to complete additional non-critical training following Go-live. 3b) Estates: ►Undertaken in-parallel planning to source interim locations, reflecting 28/7 completion date for fixed sites, engaging landlords to identify sites and joint-planning with subcontractors to ensure suitable available locations ►Arrangements to be agreed in principle for sign-off of interim sites by 31/5 ►Use of 4G dongles and landlord wi-fi until dedicated lines are installed (quicker to implement, with established Maximus VPN to ensure security). 3c) ICT/Systems: ►Use DWP templates from Maximus’ existing contracts to configure CMS during mobilisation to ensure readiness for Go-live ►Core Structured Query Language solution to ensure all required MI functionality ready for Go-live ►Paper-based processes in place in event of CMS failure.

4) Key risks to critical paths have been informed by our previous experience of mobilising 20+ large-scale employability contracts to understand how best to mitigate these. Our Risk Register integrates risks from all workstreams, detailing owners, mitigating actions and timescales to ensure service delivery will commence on 28/6. Our PM will review the Risk Register daily, discussing risks during weekly PB meetings to agree/approve mitigations. Key risks include: ►Insufficient staff mobilised for Go-live. RAG: Amber (Green post mitigation). Mitigations (e.g.) ►At-risk recruitment activities already commenced ►Re-allocating skilled/experience Maximus staff (back-filled prior to release) to fulfil key roles, e.g. Contract Director, [REDACTED] (15 years in employability sector) ►Work with recruitment agencies (relationships in place) to ensure applicant shortlist identified by 9/4, ready for Stage 2 interviews and conditional job offers following notification of award ►Outmatch tool to speed-up recruitment/ selection process, with conditional offers made to all Go-live staff by 30/4. ►Preferred delivery sites not mobilised for Go-live. RAG: Amber (Green post mitigation). Mitigations (e.g.): ►already engaged independent property professionals to identify permanent fixed sites and interim sites immediately available from Day 1 ►already re-run property searches to confirm availability, continuing to do so pre-award to prepare short- and long-term lease agreements for shortlisted sites over March to sign from award (14/4) with agents/legal. ►ICT hardware roll-out and system development delayed. RAG: Amber (Green post mitigation). Mitigations (e.g.): ►CMS enhancement underway at risk since Feb to ensure full solution from Go-live, with Post Go-live Agile continuous improvement development based on user feedback ►£[REDACTED]k advance order of IT hardware to mitigate global stock shortages, due for receipt 29/3.
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