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Systems Approach Workbook: Implementation Plan Template

Intended to support regional directors, managers or others who will be leading system change, the implementation plan template has been developed to align with the process outlined in the Systems Approach’s change management modules. Like the Systems Approach Workbook as a whole, the template can be used to guide change at the broader system level or at the specific service-delivery level.
The purpose of an implementation plan is to make sure that an initiative is implemented as smoothly as possible by proactively identifying the following factors:

· Goals and objectives;
· The rationale for change;
· Roles and responsibilities;
· The process to be followed;
· Milestones and timelines;
· Resource implications;
· Monitoring and evaluation strategies; and
· Potential barriers and the appropriate strategies for overcoming those barriers.
Completing the implementation plan in advance of the anticipated project start date will promote project success and reduce stress. Informing the plan with a preliminary context analysis
 and rationale for change will ensure that relevant considerations are identified and accounted for. A comprehensive plan also incorporates input from colleagues, staff and external partners who may be affected by the change. Conducting consultations before and during the preparation of the plan is recommended.

Instructions and examples are provided throughout the template and can be deleted when completing the plan. The plan is intended to be customized as necessary to reflect the scope and characteristics of the project. Several headings provide the option of completing information within the plan itself or referring to an external document (for example, a context analysis or communication strategy). Additional templates and guides are provided at the end of this document.
Implementation Plan for [Project Name]

Project Lead: Who is directly responsible for developing and carrying out the implementation plan for this project?

Project Start Date: When is the anticipated start date of this project?
Project Objectives: What are the primary objectives the project is intended to achieve? Will it increase the quality, accessibility or range of services and supports for substance use? Consider applying the SMART approach, ensuring your goals are Specific, Measurable, Attainable, Relevant and Timely. 
Project Description: Provide a brief description of the project. What should be included in a 30-second “elevator pitch” to communicate the fundamentals of the project?

[image: image1]
Rationale for Change: Why is this change taking place? Is a gap being filled, or is proactive action being taken based on trend data or emerging evidence? If following the Systems Approach change management modules, a comprehensive rationale for change will be the outcome of the background stage of the process and can be entered in this plan or referred to as an external document. The rationale for change might also consist of or include a detailed business case. The rationale for change clearly links the project to overarching organizational or jurisdictional priorities and mandates. Note that the      A Systems Approach to Substance Use in Canada also provides an evidence-based framework, guiding concepts and recommendations intended to support system development. 
Key Messages: What are the three key messages that are important to convey about the project? Different key messages may be required for different purposes. Consider the use to which they will be put. For example, are they promoting internal buy-in, encouraging partner engagement or informing the local media? 
Examples of key messages include: 

· Smith Regional Health is working with community partners to improve the ability of residents with substance use problems to access evidence-based services.

· Specialized substance use services and community-based health and social services will be working together to better meet the needs of clients with substance use problems. 
· This project was initiated in response to the recommendations made in the provincial addictions and mental health strategy, and is being supported by the Ministry of Health.

Leadership: What approach to project leadership is being taken? Will there be a leadership team such as an advisory group or steering committee? If so, who will be on it and what will its functions be? Note that the Systems Approach Workbook includes guides on Leadership and Working with Teams. 
Context Analysis: What is the existing context in which the change is taking place? Note that the Systems Approach Workbook also includes a template for conducting a context analysis. The analysis should at minimum consider:

· Current processes and practices that the project is targeting;
· Resources (e.g., financial, human, physical);
· Other changes occurring at the same time;
· Priorities (e.g., those set by mandates, strategies, trends or events);
· Political environment (e.g., organizational, local, jurisdictional);
· Organizational culture (e.g., level of trust and support for change and innovation);
· Partners and partnerships; and
· Level of system complexity.
Roles and Responsibilities: Table 1 lists roles and associated responsibilities that may be part of the change process. The roles can be permanent or specific to the process, and will be largely determined by project scope and available resources. For example, during the change process an experienced and respected frontline service provider may be chosen as the staff liaison; an outreach team member may take on the role of partnership advisor; and a single manager may act as the project lead, financial authority, project manager and finance advisor. Consider using a RACI (Responsible, Accountable, Consulted, Informed) chart, which can be found in the Systems Approach Workbook’s guide to Working with Teams to Support Change.

Table 1. Roles and Responsibilities (Example) 
	Name
	Role
	Responsibilities

	
	Project Lead
	· Overseeing project implementation

	
	Financial Authority
	· Signing authority

· Liaising with government/funding body

	
	Project Manager
	· Monitoring project progress according to timelines and key milestones

	
	Knowledge Broker
	· Developing and implementing a knowledge exchange strategy

	
	Communications Advisor
	· Developing and implementing a communications strategy

	
	Staff Liaison 
	· Providing a contact point between staff and the change management team 

· Ensuring multi-directional communication

	
	Client Representative
	· Ensuring that the project respects and responds to the needs of those seeking services

	
	Finance Advisor
	· Verifying and preparing project budgets 

· Coordinating project finances 

	
	Partnership Advisor
	· Providing a contact point for external partners

· Ensuring multi-directional communication

	
	Evaluator
	· Developing and implementing an evaluation strategy

	
	Administrative Support 
	· Providing administrative and logistical support to the change management team

	
	Researcher / Data Analyst
	· Ensuring an evidence-based approach is being taken

· Collect and analyze data relevant to the project

	
	Internet Technology Advisor
	· Providing IT support for the project

· Coordinating IT development required for the project


Process: What are the major steps that will be taken to implement the project? These can be outlined in narrative form to capture detail or in a table such as Table 2 on the following page. A narrative presentation should still be structured with headings identifying major steps, and should identify the key components such as objectives and outcomes, resources involved, project lead and estimated timelines. Subactivities contained in other documents (for example, the components of a knowledge exchange or communications strategy) can be listed here or appended as a separate document. Project management software can also be useful in tracking project steps, resources and timelines.
The following activities may be included in the process:

· Identifying a project team;
· Conducting a literature review;
· Developing strategies for knowledge exchange, communications and partnerships;
· Evaluation, with sub-activities spanning from conducting a request for proposals (RFP) to data collection and preparation of a final report;
· Holding a staff information meeting;
· Coordinating a project launch event;
· Coordinating staff training; and
· Identifying pilot sites.
Table 2. Process Summary (Example)
	Activity
	Sub-activity
	Objective
	Resources 
	Lead
	Timeline



	What is happening?
	What is the step intended to accomplish?
	What financial, physical, staff or IT resources are involved?
	Who is leading this activity?
	What are the anticipated start and end dates?

	Engage a Researcher
	Issue RFP
	Identify a qualified researcher
	Mailing and online posting fees; finance and admin support
	Project Lead
	Dec. 1–20

	
	Conclude contract
	Engage the services of the RFP winner
	Cost of research contract; finance and admin support
	Financial Authority
	Dec. 20–24

	Identify screening tool
	Conduct a literature review
	Identify the range of tools that may be appropriate
	Cost of research contract; document access fees
	Researcher
	Jan. 1 – Feb. 15

	
	Prepare recommendations 
	Evaluate the tools according to evidence base and applicability in the local context
	Cost of research contract; subject matter expert per diems
	Researcher
	Feb. 15 – 
Mar. 1

	
	Present recommendations to working group
	Inform partners of the options and implications for each
	All working group members (in-kind); admin support; funds for coffee and sandwiches; printing of recommendations
	Project Lead
	March 10

	
	Vote on adoption of existing tool or development of a new tool
	Decide on the appropriate tool or, if none exists, the development/ modification of a tool
	As above
	Project Lead
	March 10


Milestones and Timelines: What are the key milestones in the process? These should be significant, measureable steps or deliverables that summarize the more detailed process description above. The budget associated with each milestone could be listed here as in Table 3 or with a detailed budget in the Resource Implications section below.
Table 3. Milestones and Timelines (Example)
	Milestone
	Budget
	Lead
	Completion Date

	What is the deliverable, activity or other achievement that marks the milestone?
	What budget has been allocated to this milestone?
	Who is responsible for ensuring that the milestone is reached?
	What is the anticipated completion date for the milestone?

	Context analysis
	
	Project Lead
	

	Implementation plan
	
	Project Lead
	

	Evaluation framework
	
	Evaluator
	

	Project launch
	
	Communications Lead
	

	Literature review
	
	Researcher
	

	Key informant consultations
	
	Researcher
	

	Pilot
	
	Project Lead
	

	Interim review
	
	Evaluator
	

	Expansion
	
	Project Lead
	

	Final report
	
	Project Lead
	


Engagement and Communication: This component of the implementation plan should be informed by work done to date through a context analysis. Consider the following questions: 

· What internal and external partners and stakeholders will be involved in or affected by the project? 
· How will they be consulted and kept informed? 

· Who will be responsible for this coordination and communication? 
Depending on the scope of the project and resources available, separate strategies could be prepared and appended for the following areas:
· Knowledge exchange to promote engagement and implementation;
· Communications
 to promote effective communication with stakeholders and partners; and
· Partnerships to identify and work with relevant stakeholders and partners. 

The details of these strategies could also be combined into one document and reflected directly in the implementation plan. Table 4 below could also be used to summarize or track key project contacts.

Table 4. Partnership Engagement (Example)
	Partner / Stakeholder
	Impact/ Involvement
	Mechanism
	Project Contact
	Contact Record

	
	
	
	
	Date
	Outcome 

	Specialized service staff
	Hours of work will be affected by the project due to evening meetings with community services and researchers
	Town hall
	Sue Smith (project lead)
	June 15
	80% attendance, key concerns were impact on transportation and child-care arrangements

	
	
	Weekly email project updates
	David Rogers (communications lead)
	Every Monday
	#1: presented rationale for change

#2: outlined next steps flowing from town hall

	
	
	One-on-one meetings with liaison team members
	Liaison team
	June 20–28
	TBD

	Courthouse community liaison
	Refers clients, needs to be aware of new community-based service capacity 
	Briefing package 
	David Rogers (communications lead)
	June 17
	Package sent, no response received

	
	
	Meeting of partner agencies
	Steve Roberts (knowledge broker)
	June 25
	Invitation accepted


Resource Implications: Provide a complete description of the resources required to complete the project. The description should consider financial, human, physical and IT resources. The project budget could be embedded directly or appended.
Monitoring and Evaluation: Monitoring progress toward goals is important in indicating what’s working and informing course corrections. Evaluation determines whether the project achieved its objectives and had its intended impact. Illustrating impact is important both in justifying the resources involved in making the project happen and investment in sustainability. 
A comprehensive evaluation plan is developed during the planning stage and can be either imbedded or appended. An evaluation strategy should, at minimum, identify the following items:

· Concrete objectives and outcomes;
· How project activities will lead to those outcomes (e.g., a logic model for the project);
· How project progress will be measured;
· Clear timelines; and 

· Resources necessary to conduct the evaluation.
Risks, Barriers and Strategies: This is another component of the implementation plan that should be informed by work done to date through a context analysis. List risks or barriers that may be encountered in the process of the project, and develop strategies to proactively address them where possible. Consider conducting a SWOT (Strengths, Weaknesses, Opportunities, Threats) analysis if one has not already been completed during a context analysis. A detailed risk assessment could also be completed and appended. 
Considerations may include:

· Responding to diversity (e.g., gender and cultural);
· Individual considerations (e.g., change fatigue, training needs);
· Quality control (e.g., monitoring fidelity and allowing for improvements along the way)
Note that the Systems Approach Workbook provides guidance for using a change management approach to build on strengths, anticipate barriers and enhance sustainability.
Next Steps: Once the implementation plan is complete, the next step in the process is carrying the plan out. Implementation is an ongoing process that is rarely linear, particularly in complex systems. Regularly revisiting the context analysis as well as feedback provided through monitoring and evaluation will help ensure that implementation is responsive to unanticipated system changes or project impacts. The Systems Approach change management modules provide an overview of key considerations to help guide the implementation process. 

Additional Templates and Guides
Sample Implementation Plans
Government of Australia (policy focus): http://www.google.ca/url?sa=t&rct=j&q=implementation%20plan%20template&source=web&cd=16&sqi=2&ved=0CIQBEBYwDw&url=http%3A%2F%2Fwww.dpmc.gov.au%2Fimplementation%2Fdocs%2Fimplementation_guidelines.rtf&ei=OyPrT862AYaiqQGsv_y7BQ&usg=AFQjCNGIc2yI3jqkahvulqNg-kIIHHcepg. 
U.S. Department of Health and Human Services (quality improvement/technology focus): http://www.google.ca/url?sa=t&rct=j&q=implementation%20plan%20template&source=web&cd=8&sqi=2&ved=0CHUQFjAH&url=http%3A%2F%2Fwww.hhs.gov%2Focio%2Feplc%2FEPLC%2520Archive%2520Documents%2F33-Implementation%2520Planning%2Feplc_implementation_planning_template.doc&ei=OyPrT862AYaiqQGsv_y7BQ&usg=AFQjCNFZNULCoyUDriufK1okwY1teDHCRA. 

Doran, G.T. (1981). There's a S.M.A.R.T. way to write management's goals and objectives. Management Review, 70(11), 35–36

Sample Knowledge Exchange Strategies
Canadian Interprofessional Health Collaborative. (2009). Stronger together: Collaborations for system-wide change. Vancouver: University of British Columbia. Retrieved from: http://www.cihc.ca/files/partnerships/CIHC_KEStrategy_Jan09.pdf. 

Systems Approach Workbook Materials
National Treatment Strategy Working Group. (2008). A systems approach to substance use in Canada: Recommendations for a national treatment strategy. Ottawa: National Framework for Action to Reduce the Harms Associated with Alcohol and Other Drugs and Substances in Canada. Retrieved from: http://www.ccsa.ca/eng/topics/treatment-and-supports/systems-planning/pages/default.aspx
Change management modules. 

Guide to working with teams to support change 

Context analysis template for substance use systems and programs

Communications tools
Example: Smith Health Region’s Developing Community Capacity initiative


Project Objectives: 


Improve access to a comprehensive continuum of services for individuals with substance use problems. 


Increase communication and collaboration between specialized substance use treatment providers and community-based health and social services.


Develop an evidence-based approach that provides the skills and knowledge needed to assess and respond to the substance-use related needs of clients accessing community-based health and social services.


Pilot the program with three different services representing different geographical locations and client characteristics.


Project Description:


The proposed project will bring together specialized and community-based service providers, researchers and experts in the field to identify existing tools or, if needed, develop new tools that provide those working in the community with the basic skills and knowledge needed to:


identify and assess substance use problems;


respond to problems in a way that is appropriate to their severity, ranging from the provision of prevention information to engaging with specialized services; and


provide services in a way that takes substance use problems into account when necessary. 


The tools will be piloted, with next steps such as expansion to be informed by the outcome of a comprehensive project evaluation.





Example: Smith Health Region’s Developing Community Capacity initiative: Rationale for change


A survey of community-based health and social service providers conducted in 2011 indicated that:


They suspect many of their clients have problems with substance use that are compromising access to and success with other services;


They do not feel comfortable raising the issue of substance use because they do not feel equipped to deal with the topic effectively; and


There are currently few collaborations or communication mechanisms connecting these service providers and those in the specialized substance use field.


People with substance use problems are more likely to have contact with community-based services, particularly earlier in the progression of those problems, than they are with specialized substance use services. Early intervention is associated with decreased harms to the individual as well as decreased health, social and economic costs. Developing community-based service capacity is therefore a way of reducing both the individual and social harms of substance use.


Smith Health Region’s five-year strategic addictions and mental health plan is based on the Systems Approach. Developing community capacity as proposed in the project is consistent with this report through:


Focusing on building capacity in the lower (non-specialized) tiers;


Ensuring that practice is informed by evidence by beginning with a literature review and including research and subject matter experts;


Responding to the System Approach’s guiding concepts such as:


No Wrong Door: clients will be able to access substance use services through a broader range of health and social services;


Matching: screening and assessment will provide the information needed to ensure clients receive services that meet their needs; and


Collaboration and Coordination: enhanced communication and coordinated service models will facilitate clients’ journeys throughout the range of community-based and specialized services they may require to comprehensively meet their needs;


Incorporating a developmental evaluation approach that will measure and monitor progress throughout the project and indicate course corrections where necessary.











� The Systems Approach Workbook also features a �HYPERLINK "http://www.ccsa.ca/Resource%20Library/nts-systems-approach-context-analysis-template-2012-en.doc"��Context Analysis Template�.








� The Systems Approach Workbook contains tools and templates for developing a communication strategy.
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