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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.  













































To ensure Fedcap & our 4 Delivery Partners (DP) for Restart South Central (SC) are ready to deliver required standards from contract start our Senior Programme Manager (SPM) has designed an implementation approach & detailed plan specific to Restart service specification, draft contract & associated schedules / annexes, & our service model, as per our tender submission (quality & financial). The plan is fully costed ensuring it has required resource allocation to stand up a high-quality service ready from start of referrals. Our approach is based on best practice (e.g. PRINCE2) & draws on our UK senior management team’s vast experience of mobilising large contracts in short timescales (e.g. 2x Work Programme contracts for legacy company Working Links). Our Restart implementation team is already identified & established immediately post bid submission, in preparation for contract award. Our Implementation Director (ID) is accountable for successful plan delivery & ensuring readiness for go-live, providing leadership across the project. The ID will be the Authority’s senior point of contact & will establish a collaborative working relationship as soon as possible -we will make resources immediately available on contract award to work alongside the Authority’s Team. We will be transparent in our approach, reporting progress against plan deliverables, escalating risks & communicating contingencies. A Programme Management Team (PMT), led by our SPM, supported by Project Managers & Project Co-ordinator (100% allocated to Restart until August 2021), reporting to our Exec, will manage Work Stream Leads (WSL) to deliver detailed requirements. WSLs are skilled subject matter experts covering e.g. partnerships, employers, marketing, people/HR, learning & development, finance, estates & procurement. They are supported by Fedcap Group’s [REDACTED]-strong corporate management team, with experience of implementing 200+ employment related contracts. To ensure effective implementation pan-CPA, our Delivery Partners (DPs) will be a fully integrated part of the implementation team –creating a ‘one team’ approach. DPs are locally embedded, bringing experience / existing resources to support effective implementation e.g. properties/people & stakeholder networks. This team is responsible for delivering day 1 requirements against their workstream / allocated delivery region. Implementation leads have been involved in developing our tender/implementation plan, assuring full/immediate understanding of Restart requirements & solution. Key milestones Day 1 recruitment starts & staff contingency planning 16.03.21 (Director of People & Talent (DPT)); ICT high-level design/business requirements complete 26.03.21 (Chief Information Officer (CIO)); PMT/implementation team in place 13.4.21 (SPM); Agree stakeholder communication 13.4.21 (Integration Manager (IM)); Commercials agreed with DPs 05.5.21 (Head of Supply Chain (HoSC)); Implementation launch ‘kick off’ event (One Team) 14.4.21 (ID); Heads of terms started with property agents 15.4.21 (Director of Estates & Facilities (DoEF)); Implement employer engagement strategy 20.04.21 (National Employer Lead); Contract reviewed/signed 26.4.21 (Legal Counsel); Implement stakeholder engagement plans 27.4.21 (IM); IT equipment purchased 20.5.21, IT systems set up/tested 15.6.21, digital solution set up & tested 15.6.21, DWP Infosec technical review 17.5.21 (CIO); Quality / performance management processes signed off 25.5.21 (Head of Quality); Tranche 1 recruitment complete for management 1.6.21 & 14.6.21 for delivery staff, all day 1 staff (incl DP) trained/in-post, go live ready 28.6.21-09.7.21 (DPT); Estates confirmed, contracts / agreements signed, fit-out 28.6.21 (Covid restrictions allowing) (DoEF). DPs ready for go-live 28.6.21 (HoSC). See Appendix 11 for full milestones, activities & owners. Timeline for recruitment/training Critical activities are underway & will continue pre-award (at risk), maximising available time –our DPT has aligned our 6 stage Recruitment Training & Onboarding Strategy with DP recruitment/training approaches. Resource Planning & Gap Analysis has commenced: mapping job roles, volumes & start dates over contract life; identifying existing Fedcap/DP talent for Restart; designing candidate attraction strategies; drafting job descriptions; & engaging a Preferred Supplier List (PSL) of recruitment partners, e.g. Hays, Experis. For day 1, we require [REDACTED] staff to deliver/manage Restart in SC; [REDACTED] will transfer from Fedcap / DP existing teams pre-go live. For remaining roles: Candidate Attraction strategies launch 17.03.21 continuing through contract; Staff selection: Initial sifting / shortlisting for Day 1 runs 23.03.21-17.05.21, assessment centres / interview 29.03.21-12.05.21, Condition / confirmed offers 09.04.21-18.05.21 & DBS checks 12.04.21-25.05.21. Selection processes will be ongoing to meet profile ramp up & manage attrition; Onboarding for day 1 staff runs 12.04.21-30.07.21; leadership roles in post from 1.06.21; Managers recruited/inducted by 1.06.21, ready to help onboard teams from 14.06.21; Engagement Co-ordinators/Customer Success Centre teams in post 14.06.21 to accept warm handovers/referrals. Strategic Sector Leads in post by 1.06.21 to start employer engagement. Proportionately recruited operational support roles, e.g. finance, senior quality officers in post by 28.06.21, with inductions completed for 13.07.21 when referral activity commences. Day 1 contingency staff will be identified/mobilised 05.04.21-05.07.21. 2-week inductions start from 17.05.21 & run fortnightly to onboard new staff through contract life. Frontline staff will complete Institute of Employability Professionals industry training modules pre-start & complete level 2 qualification within 2 months of induction. Timeline for delivery locations We have already identified properties -listed in Appendix 11 along with a detailed schedule for premises set-up in readiness for go-live. We have property agents & fit out contractors briefed & ready to go into formal lease negotiations at contract award. Owned by our DoEF, the timeline & key activities to secure/set up our premises comprise: Fedcap/DP existing premises agreed/fit out from 15.04.21, ready for Restart delivery by 31.05.21. New premises leases will be completed/signed from 15.04.21-09.06.21, with design/fit out between 29.04.21-28.06.21. Compliance with Equality Act, health & safety, Covid safety requirements assured 10.06.21-16.06.21. Outreach Sites agreements formalised from 26.04.21, ready to occupy by 20.5.21. Contingency plan We have developed robust, fully costed (risk premium) contingency plans for all critical workstreams: People–a pan-DP rolling recruitment process builds a pool of high-quality candidates above headcount profiles prior to contract award. Start dates are staggered against referral profiles with flexibility to pull offers forward as contingency (e.g. attrition, sickness, Covid self-isolation). Our PSL agencies will build an additional talent pool against job descriptions, enabling rapid recruitment if required. Fedcap Group provides contingency HR resource. HR leads assess any gaps in us achieving/recruiting our Day 1 staffing profile. We have identified existing Fedcap & DP suitably skilled staff who will step into the Day 1 roles if required.  Premises– we have identified contingency serviced office sites for every delivery premises/location via property partners Regus/Instant Offices. These are available on short term leases & mobilised alongside actual premises, enabling switch on within 1 day of instruction -whilst actual premises set-up continues. Office in a box tech enables staff to work anywhere. Identified outreach premises provide further contingency. IT/systems- hardware suppliers have confirmed required kit quantities & Fedcap maintains contingency stock. Our existing systems can already accept PRaP referrals. Wider systems integration planning has inbuilt contingency (e.g. additional resource/finance if required) & we have started the process at risk. COVID restrictions – we already have robust Covid contingency plans, tested over last 12 months. Including virtual implementation strategies, used to implement a [REDACTED] Employment Services Transformation contract in Canada during 2020, where our US/UK based teams mobilised 41 local service providers. All day 1 recruitment & onboarding (induction) is planned as remote. Apart from mandatory face to face meetings, our full-service model can be delivered remotely (phone / digital) from day 1 & inductions include remote working training, ensuring staff can deliver a high-quality service from home if required. Premises fit-out plans account for Covid-safety requirements & IT systems can be implemented virtually.  Our HRA is accountable for daily check points with WSLs & review of actual vs planned deliverables with our SPM, ensuring contingencies remain fit for purpose/are invoked immediately if a workstream is at risk of exiting a milestone tolerance, with Authority agreement, to ensure no interruption to day 1 service. Slippages/risks are reviewed at weekly Restart PMT meetings, with our Exec -providing early sight of potential issues at senior level, enabling rapid reallocation of resource to focus on at risk activities. Tighter governance processes e.g. daily PMT meetings monitor corrective actions. Plan narrative/key risks Our robust implementation plan sets out key dates, milestones, workstreams & timescales, dependencies, & accountable owners to ensure we are ready to receive warm handover appointments from 28th June / referrals 12th July. It runs 16.03.21 to 31.07.21 -accounting for pre-award ‘at risk’ activities & post go-live transition to BAU. It is dynamic & will be rapidly tailored / realigned in response to any risks/issues. It is owned by our SPM, & each WSL/DP has fed into it. Fedcap owns delivery of core systems, processes & procedures, e.g recruitment/training at CPA level, enabling DPs to focus on people/premises. Scheduled weekly PMT meetings, chaired by our SPM & involving all WSLs / DPs / Exec, will review/sign-off progress against milestones, risks & mitigation strategies. To ensure we meet required standards / deliver high quality from start, we have already started at risk activities e.g. procurement of market leading digital systems, local stakeholder/employer engagement, initiated recruitment activities. Risks: 1) Insufficient Day 1 staff numbers/lack of sector experienced staff: (R) – red until staff are onboarded. Mitigations: (see above) recruitment started pre award to extend available time; recruitment software enables mass recruitment/onboarding; PSL agencies primed with resource needs; pipelining recruitment with staggered start dates; experienced Fedcap/DP management staff identified as day 1 contingency. IEP industry training for all frontline staff. (16.3.21–14.5.21). 2) Premises listed in bid unavailable/not ready for go live (A): impacting ability to deliver face to face services. Mitigations: maintain daily engagement with landlords, to ensure early warning of potential issues, establishing agreements in principle. Full list of contingency premises identified with 1-day set-up (25.1.21-28.6.21). 3) ICT systems not ready for go-live (G): impacting ability to implement full-service offer from day 1. Mitigations: Planned systems are already built, e.g. Fedcap Group CRM, Abintegro Career Development Platform -reducing set up time. Existing systems can be used as contingency to receive PRaP/manage referrals. (16.3.21-21.6.21) 4) DPs in multiple bids are over-stretched or withdraw (A): Mitigations: Full procurement exercise, inc extensive due diligence (DD), credit checks & discussion on other bid commitment, has confirmed capability/financial resilience. Contingency flow reallocation plans in place in case of DP difficulties during ramp up/withdrawal. Additional pre-approved PSL providers identified, with communication maintained enabling rapid onboarding if necessary. (17.12.20-30.9.21) 5) Covid impacts (G) e.g. restrictions/team catches COVID-19 Mitigations: (see above) We can deliver full service remotely via digital systems/services, as agreed with DWP. All team members have nominated stand-ins. Budget for equipment / digital skills training for participants with limited digital access/skills. (1.12.20-24.9.21) 6) Delays to Authority engagement/decision making (G) due to scale of Restart & pressure on Authority resources. Mitigation: we welcome discussion with DWP around how we can work together to minimise impact of delay/other changes to timescales, e.g. bi-weekly (virtual) governance meetings with key Fedcap/DP & Authority decision makers, focusing on critical path/decisions & support required. Risks/mitigations are collated in our Restart Risk Register, monitored by our SPM & HRA, reviewed daily to monitor progress/trigger mitigating action -reported to Exec weekly via PMT & to the Authority via ID communications. No Tender Assurance Risks Identified.
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