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16. 1.3.9 Implementation Seetec.docx
		Question 1.3.9 - Implementation





		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



· [bookmark: _Hlk65779597]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.  













































Key milestones, timescales & activities: Seetec Pluss (SP) and our Delivery Partners (DPs) have extensive experience of implementing large-scale employability contracts, with a combined 134 years’ experience in SW. SP is a well-established operator in the South West (SW) and the only provider with pan-SW coverage ([REDACTED] staff, 300+ stakeholder relationships, 42 delivery sites). We are a low-risk partner for DWP, with a proven record of implementing new programmes at speed/scale that perform from day one of delivery, e.g. JETS ([REDACTED]) prime provider contract effectively mobilised in eight weeks; [REDACTED] staff recruited in total; Job Starts in advance of profile ([REDACTED]) from month two. We will ensure the required contract standards are met from commencement by delivering a structured implementation programme, supported by Prince2 project management methodology, across three distinct stages:  Pre-implementation (Mon 25/1 – Fri 23/4): we will invest [REDACTED] in delivering preparatory activity (at no risk to DWP) e.g. developing/testing systems, estates sourcing, and recruitment activity. This will ensure we have the right people, infrastructure and resources in place to successfully establish our delivery model and be ready by go-live. Implementation (Mon 26/4 – Fri 23/7): focused staff recruitment; estates configuration; stakeholder engagement development/dialogue; meeting implementation milestones by our go-live date (28/06); providing hypercare (additional support and controls) from 12/07 – 23/7 to rapidly establish our service and ensure seamless transition to Business as Usual. Transition (Mon 26/7 – Fri 1/10): delivering a managed handover from implementation to operational teams. Work Coaches will be able to book warm handovers on 28/06; face to face (f2f) delivery will begin on 13/07. We will ensure that we deliver a consistent, high quality service across SW by supplementing our own footprint and delivery expertise with an experienced DP network with a track-record for delivery excellence in SW. We will ensure DP implementation is closely supported and bespoke plans will be established (reviewed weekly, as a minimum, by our Delivery Partner Manager (DPM), with Project Management Office (PMO) oversight/support) for each DP. We will deliver additional support for SMEs and ensure implementation actions are monitored across all DPs e.g. recruitment standards, estates configuration, and risks mitigated to ensure all DPs are ready for go-live. We have identified high-volume delivery partners, with significant experience of managing large-scale implementations e.g. Reed [REDACTED] contracts mobilised since 2018. Our Implementation Plan (Appendix 11) details actions, start/end dates and the person responsible, across eight workstreams. Summary of key actions: Operations: Milestones: Customer Service Centre set-up/ready to deliver warm handovers (26/4 – 25/6); Operational processes and collateral ready for Go-live (26/4 – 31/5). Responsible Person: Performance Director. Delivery Partners: Milestones: Due diligence completed (18/1 – 2/3); DP contracts agreed and signed (26/4 – 30/4); Go-live checks completed (26/4 – 25/6): Responsible Person: Delivery Partner Manager. HR: Milestones: Job advertisements placed to support go-live recruitment (15/3 – 26/3); Interviews completed (5/4 – 23/4); Go-live cohort commence employment (1/6). Person Responsible: Head of HR. Estates: Milestones: Delivery and contingency sites identified (25/1 – 23/4); Surveyor site visits (8/3 – 26/3); Leases reviewed/signed (13/4 – 10/5). Person Responsible: Head of Estates and Facilities. IT: Milestones: All software and tools for Day 1 ready (25/1- 18/6); Staff cohort 1 IT setup complete (26/4 – 31/5); Telephony and IT infrastructure ready for Go-live (26/4 – 1/6) Person Responsible: Head of Service Delivery (IT). Finance: Milestones: Finance systems ready for Go-live (26/4 – 14/6); Responsible Person: Head of Finance. Contract & Governance: Milestones: Create/establish implementation risk register (25/1 – 23/4); GEB Board member to sign contract (26/4). Responsible Person: Exec Director Commercial & Corporate Governance. Marketing Communications & Integration: Milestones: Marketing and communications strategy completed (25/1 – 26/2); Delivery of launch activity (JCP and stakeholders) (11/6 – 25/6). Responsible Person: Marketing and Comms Manager. Timeline for staff recruitment & training: SP and its DPs have unparalleled experience of recruiting at scale in SW (e.g. JETS, [REDACTED] staff recruited). Our recruitment strategy replicates our successful JETS approach and will be implemented by the same core, in-house recruitment team. Our approach will ensure we achieve the timely recruitment of the required volume of staff that possess the right capabilities and skills.  To achieve this, and to provide support to our DPs, we have expanded our capacity by recruiting [REDACTED] additional recruitment staff; we will transition L2 qualified advisers from our JETS contract into Restart provision as JETS volumes decrease. We will recruit [REDACTED] delivery staff at peak volume ([REDACTED] SP staff /[REDACTED] DP staff), with [REDACTED] staff in place for go-live, with three further staff cohorts commencing employment during the implementation period (all action/dates detailed in Implementation Plan) ensuring we have the optimum staffing levels in place from go-live through transition. Summary of recruitment timeline for cohort one (go-live): Job roles advertised (15/3 – 26/3): multi-channel approach; CV sift completed (29/3 – 2/4); Job offers made (26/4 – 30/4); Vetting (27/4 – 28/5): including DBS and right to work checks; Start date: cohort one (managers and go-live staff) will commence employment on 1/6. Induction/training (1/6 – 20/8): all staff (SP and DP) will complete a 12-week IEP Level 2 accredited induction (co-designed by SP), including three weeks f2f training prior to working with participants. Our induction/training ensures staff have the right skills to deliver a consistent high-quality participant experience; supports integration; establishes culture/behaviours; Mentoring support (28/6 – 23/8). Individual recruitment plans with clear actions and timelines e.g. progress against recruitment profile, readiness checks, will be created for each DP, managed/monitored minimum weekly (by DPM) to ensure consistency, quality and guarantee readiness for go-live. Delivery location set-up timeline & key activities: 33 Restart delivery centres and 13 permanent outreach locations will be operational by 25/06 (22 SP/24 DP). DPs will be supported to configure delivery sites to the same standard/timeline as SP sites (as defined by our estates blueprint that details key requirements e.g. accessibility, travel time). Individual estates implementation plans with clear actions and timelines e.g. site assurance, readiness checks, will be created for each DP (managed/monitored minimum weekly by DPM) to ensure consistency, quality and readiness for go-live.  Summary of timeline and key activities:  Identify all new delivery/contingency sites through a comprehensive search of SW, delivered by SP’s Estates Team, supported by estates partner Townsend & Renaudon (25/1 – 23/4). Surveyor site visits (8/3 – 26/3). Review and sign all leases to secure sites (13/4 – 10/5). Order BT Openreach lines (26/4 – 30/4); Review all sites to create bespoke site configuration plans (26/4 – 10/5).  Deploy a dedicated fit out team to configure sites and quality assure completed work (24/5 – 18/6). Contingency plan: We have developed contingency plans to ensure we deliver all key milestones e.g. DP Milestone: Go-live readiness checks completed. Issue: DP not ready for go-live/unexpected withdrawal. Contingency: Additional delivery capacity mapped across the delivery network (SP and DP) to absorb delivery requirement; quality assured contingency DPs identified, from over 300+ EOIs, who we will support to mobilise at pace, to supplement the delivery network. Estates Milestone: Leases reviewed/signed. Issue: Unexpected delay in lease signing, resulting in gap in delivery infrastructure. Contingency: 86 Contingency sites identified from within our comprehensive SW delivery footprint (SP and DP) for short-term co-location (available to SP and DP); alternative contingency sites identified by landlords from within their portfolio; serviced office space identified. Recruitment Milestone: Go-live cohort commence employment. Issue: Unable to recruit required volume of staff: Contingency: Specialist recruitment partners with a footprint in SW, who will be rapidly engaged to support recruitment i.e. to enable us to change our recruitment profile in response to changes in participant profiles. IT Milestone: All systems ready (CMS core system readiness testing complete). Issue: CMS system delayed ahead of go-live. Contingency: Implementation of existing CMS system with guaranteed, tried and tested functionality; robust testing period to refine and establish new system functionality ahead of go-live. Implementation Plan narrative: Our approach to ensuring all critical implementation milestones are achieved includes:  Utilisation of a proven, best-practice methodology delivered through a dedicated PMO, led by a dedicated Implementation Lead (IL), comprising specialists with a proven record of success e.g. JETS prime provider contract mobilised in eight-weeks;  Workstream Leads (WLs): responsible for the management of all workstream activity within their workstream;  Investing in specialist implementation support, working in partnership with 4OC (mobilised [REDACTED] in central/local government contracts; implementation partner on JETS) to access additional capacity/specialist resource;  Corporate services expertise: we will draw on the experience of staff with vast experience of implementing DWP contracts e.g. Flexible New Deal/Work Programme/Work & Health Programme/JETS. Our three-tiered governance approach ensures oversight/control at the appropriate level, including:  Implementation Team Meetings; held weekly; led by IL, attended by all WLs, to review progress/risks and discuss dependencies  Implementation Steering Group (ISG); held weekly; led by Restart Programme Sponsor (Executive Director, Employability & Health), who will be accountable to DWP for all implementation activity). IL will report on progress and escalating risk, as required; the ISG provides strategic challenge, oversight, decision-making authority.  Group Executive Project Board (GEPB); held weekly, led by Seetec Group CEO, attended by Seetec Group Executive Board, reviews progress/ensures resources are in place to address risks/challenges quickly and effectively. Key risks: We will manage risk through:  Implementation Risk Register (IRR): managed by PMO and reported to ISG/GEPB (currently live).  Accountable WLs: responsible for managing risks across their respective workstreams. All risks are detailed in our IRR (available on request) which details the risk description; owner; likelihood of risk occurring; impact assessment; risk rating; mitigating actions; timeline; residual risk rating; communication/escalation protocols: Summary of key risks/date for completion: Estates: Risk: Unable to provide comprehensive coverage in SW. RAG: Amber (Green post mitigation). Mitigation: Estates blueprint established prior to bid submission (complete); specialist estate partner appointed (complete); site search delivered with target and contingency sites identified, including permanent outreach sites located in rural areas and areas of low participant volume (complete). DP estate plans monitored weekly by DPM to track/support progress (26/4 – 25/6); All sites quality-assured and go-live checks delivered (contingency sites activated as required) (25/6). Recruitment & Training: Risk: Unable to recruit sufficient staff for go-live. RAG: Amber (Green post mitigation). Mitigation: Additional capacity added to experienced in-house recruitment team (complete); specialist recruitment partners engaged (complete); recruitment activity delivered during pre-implementation phase e.g. job adverts placed (15/3 – 26/3) and CV sift completed (2/4); DP recruitment plans monitored weekly by DPM to track/support progress – participant referrals prioritised for go-live ready DPs, in case of unexpected delays (26/4 – 25/6); staff in post a minimum of four weeks ahead of go-live to enable in-depth induction/training (1/6). Digital: Risk: Insufficient hardware in place for staff/delivery. Amber (Green post mitigation). Mitigation: Go-live IT procurement plan finalised (complete); resource planning with IT departments (complete); order placed for go-live hardware (including contingency), 600 laptops ordered (complete). Risk: Digital solution not ready for go-live. RAG: Amber (Green post mitigation). Mitigation: Implementation of existing, proven digital solution, augmented with additional, bespoke Restart functionality during pre-implementation stage (23/4). Tender Assurance Report: No risks raised.
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