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		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



· 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.  












As a major supplier to the Government, Serco routinely mobilises complex new contracts to tight timescales, supported by a documented project management and mobilisation process. In 2019 we successfully mobilised 17 ESF Skills Support for the Workforce (SSW) contracts across 15 LEP areas, onboarding a total of 55 Supply Chain Partners (SCPs) in under 2 months. We successfully implemented Flexible New Deal (Wales, Manchester, and West Midlands) and Work Programme (West Midlands and South Yorkshire) contracts. Most recently we successfully implemented DWP’s new national Job Finding Support (JFS) and NHS Test and Trace contracts. All these contracts were ready to accept referrals from Day 1. We will apply the same successful mobilisation model to Restart. Our Restart project team already established with involvement from over 40 staff, which will evolve into our Implementation Team post bid submission. This team is sponsored by [REDACTED], Head of Employment, Skills & Enterprise (ESE) Division supported by expert leads e.g. for solution design, operational finance, legal assurance, etc. This multi-disciplinary team has extensive experience of transitioning services for the DWP, and includes experienced project managers, qualified in mobilising contracts using PRINCE2 and Yellow Belt lean approaches. Our Project Director, will have overall responsibility for mobilisation, supported by a specialist Implementation Project team. Dedicated Workstream Leads will lead mobilisation for each key operational area (e.g. supply chain, recruitment, etc.). Workstream Leads will be senior managers in their respective specialist areas, with previous experience of mobilising comparable contracts. We have ringfenced the availability of this team for the forecast implementation period, affording 100% of their capacity to Restart mobilisation. A ringfenced “Year 0” budget provides the necessary pre-start working capital to underpin implementation (e.g. investment in IT, resources, recruitment, etc.). Our team will work to the accompanying Restart Implementation Plan (RIP, see App. 11) which defines tasks, responsibilities, and critical path for a successful service launch. The implementation team will lead the full setup process and handover to the CPA Management Team.

Key milestones, timescales, and responsibilities: Service Start Date (SSD) will be 28/6/21 (approx. 2 months from confirmation of preferred bidder status), with bookings for warm handover appointments. On this date we will be ready across the entire CPA to receive referrals and book warm handover appointments into available appointment slots. Our accompanying RIP (App. 11) defines key milestones, timescales, and ownership of activities. It defines all critical path issues and interdependencies (e.g. resource and IT set up follows premises acquisition). Key milestones include:

Milestone 1: SCP contractual onboarding completed and signed-off. Timescale: Mar-Jun 2021. Responsibility: Supply Chain Workstream Lead.

Milestone 2: Full quota of staff, in line with CCR profile, in-post and trained for SSD. Timescale: Mar-Jun 2021. Responsibility: HR / Supply Chain Workstream Leads.

Milestone 3: Full network of venues open for SSD. Timescale: Mar-Jun 2021. Responsibility: HR and Supply Chain Workstream Leads.

Milestone 4: JASPER participant portal configured for Restart. Timescale: Mar-May 2021. Responsibility: IT Workstream Leads and Partnership Manager.

Milestone 5: Stock of suitable vacancies for first Restart cohort. Timescale: May-Jun 2021. Responsibility: Employer Engagement Workstream Lead.

Milestone 6: JASPER roll-out (digital portal and case management solution). Timescale: Mar-Jun 2021. Responsibility: IT Solution Workstream Lead.

Milestone 7: Formal engagement established with all CPA key stakeholders.  Timescale: Mar-Jun 2021. Responsibility: CPA Mobilisation Lead.

[bookmark: _GoBack]Timeline for staff recruitment and training: Serco has directly recruited over 10,000 staff in the last year and has a clear timeline for recruitment and training. Staff recruitment will be overseen by our HR and Supply Chain Workstream Leads who will be responsible for ensuring that a full complement of staff is in place and fully trained by the SSD. Our HR team will develop a qualified pipeline of Job Coach candidates for both Serco and our Supply Chain Partners (SCPs) using extensive existing resources including 70+ internal recruitment staff; partnerships with 60+ recruitment agencies; leveraging our recent experience of recruiting large teams (e.g. we recruited [REDACTED] staff for our new DWP Job Finding Support contract in 6 weeks). Recruitment for Restart will begin pre-emptively and “at risk” to Serco from March 2021. This includes working with NESTA to publish the Job Coach Career Transition algorithm to identify suitable candidates from other sectors. We will confirm with SCPs the number of staff who will be deployed directly into Restart roles and complete standard Restart job descriptions, with pre-emptive advertising to build a pool of candidates. Activity will intensify upon confirmation of preferred bidder status (April 2021) with shortlisting, interviewing, assessment activity and job offers being confirmed. Our staff induction programme will also be designed and finalised in this period. Induction will be based on existing, proven plans and collateral configured to be specific to Restart. We will work to ensure Day 1 starters are appointed and in post no later than early June 21, to enable an intensive induction training period prior to the SSD.

Timeline and activities to secure delivery locations: Led by our Estates and Supply Chain Workstream Leads, we will ensure that a full network of venues is in place on the SSD aligned to initial referral volumes. As Managing Provider, we have recruited SCPs who already have suitable premises with capacity to accommodate Restart. Our approach means that 66 venues in CPA 1A are already confirmed and in place. These will be fully inspected prior to the SSD to ensure suitability (incl. Health & Safety, Equality Act checks) and a refurbishment plan will be agreed for reasonable adjustments if required. Our Workstream Leads have also begun comprehensively mapping a network of outreach and co-location sites. From the date of preferred bidder notification, we will progress Service Level Agreements (SLAs) with all such venues to formalise access arrangements (e.g. days/times of availability), with all such SLAs being in place by May 2021. Serco’s Job Coaches will be based at delivery sites in Birmingham and Coventry, which are currently being secured by our Estates Team. We have agreement to use suitable space in leisure centres managed by Serco on behalf of the Birmingham Community Leisure Trust for outreach delivery in the CPA. 

Contingency Plan (RIP milestones not achieved): The Implementation Project Director will formally review progress against the RIP with the Workstream Leads each week, to keep activities on track, apply mitigations to potential slippages, and escalate issues within Serco as necessary. They will be responsible for creating a weekly highlight report, summarising progress and shared with DWP. This is a critical contract for Serco and weekly reports will be shared with the Serco UK and Europe management team to ensure visibility of progress. Updates will be provided by [REDACTED] to assure that any deviation from the agreed plan is impacted and managed effectively within Serco and our SCP. If a task is at risk of slippage, extra investment and resources will be deployed to intensify focus and bring things back on track. Such measures will themselves be reviewed to ensure that they are having the desired impact. Contingency planning will align with our risk management approach, described below. This will include pre-emptively devising strategic contingencies should there be a material risk of missing a RIP milestone. Such contingencies include having a reserve list of stand-by SCPs should first choice SCPs be unable to mobilise, tracking reserve outreach and co-location sites should we fail to agree SLAs with first choice venues, internally training up Job Coaches within Serco’s employee base should we need temporary extra Day 1 capacity and having contingency operations plan for local Covid lockdown/restrictions. Our Senior Work coaches assigned to the Centre of Excellence (CoE) will have a caseload of [REDACTED], to allow for CoE project work and therefore have capacity to take on additional volumes for short period. Within each CPA we will have enough JCs in place on day 1 to cover the 3 months of referrals. Alongside our CPA level RIP, our Supply Chain Workstream Leads will work with each SCP to ensure that they have a corresponding RIP to mobilise their own delivery. Sign-off of standard SCP contracts, as soon as possible after our own contract with DWP is signed, will support this. The Supply Chain Workstream Lead will apply the same weekly review approach with each SCP as described for our core RIP above. This will include joint planning of interdependent activity, such as training SCP staff in using JASPER for case management. Our strategy will include wider monitoring to ensure that the implementation of Restart does not have an adverse impact on other provision delivered by Serco and our SCPs (e.g. DWP Job Finding Support). It will also include a Lessons Learned process and post SSD monitoring to address any initial teething challenges and ensure strong performance from the outset. As evidence of capability, our SSW contracts were profiled to achieve [REDACTED] starts in the first 7 months, yet we exceeded this by [REDACTED]%, delivering [REDACTED] starts.  

Risk Mitigation: We will deploy Serco’s corporate Risk Management Software, ‘Risk Manager’ to identify, mitigate and manage any risks. The Project Director will use this tool to maintain and update the risk register, identifying each mobilisation risk and associated mitigation. Risks are rated on likelihood of occurrence (Red, Amber, Green) and significance of impact (Low, Medium, High). Each risk is owned by the relevant Workstream Lead, with responsibility for mitigation and contingency. Risks are stored using Risk Manager, which can produce reports on higher risk issues in advance of implementation governance meetings. These reports will be reviewed and updated each week during the mobilisation period, with a focus on moving high risk issues to a lower risk rating. Timeframes will be aligned to the complexity and severity of each risk, with mitigation geared to de-escalate high risk issues within 1 to 4 weeks, ensuring that delivery commences on the SSD. Key risks include:

Risk 1: Delays in securing staff (incl. DBS/BPSS clearances). Rating: Amber/Medium. Mitigation: Extensive recruitment advertising □ prioritising suitable candidates with immediate availability □ engaging SCPs with suitable staff who can be directly redeployed to Restart □ engaging sector staffing agencies (Parkhouse Bell, S Knights). Contingency: Front ending the DBS/BPSS process with existing SCP staff migrating to Restart □ Upskilling Serco colleagues as temporary Job Coaches □ Engaging backstop SCPs with extra Job Coach capacity, incl. qualified freelancers. 

Risk 2: Delays in securing premises. Rating: Amber/Low. Mitigation: Engaging SCPs who already have suitable sites with immediate capacity, □ mapping and agreeing SLAs with a wide network of co-location / outreach sites. Contingency: Pre-emptively securing temporary sites for Serco staff (e.g. business centres) until permanent sites are confirmed □ approaching a surplus of possible co-location / outreach venues to ensure critical coverage.  

Risk 3: Delays in IT implementation. Rating: Amber/Medium. Mitigation: Selection of MWS Technology as a proven provider already used on our DWP Job Finding Support contract □ depth of IT capability within the wider Serco Group which can be leveraged Contingency: Manual assessment, tracking and validation systems (with transferability to PRaP) in place □ depth of face-to-face employability assets which removes digital delivery dependency.

Risk 4: SCP withdrawal. Rating: Green/Low. Mitigation: Thorough due diligence on capacity and capability of SCPs □ detailed clarity on delivery offer to enable SCPs to apply their own due diligence □ SCP offers designed to be fair, deliverable, and attractive. Contingency: Early Heads of Agreement with SCPs □ Broader list of pre-vetted, and delivery ready reserve SCPs who can be responsively onboarded □ Scope for other SCPs to manage extra short-term volume (a proportion of SCPs have volume allocations below their maximum capacity, which could be increased). 

Review of the Tender Assurance Report: No comment was made in the TAR however we proactively strengthened our approach to ensure readiness for Go Live.
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