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Implementation Planning
Guidance to support development of partnerships, 
projects or programmes

Introduction

Any initiative or project that is to be developed and implemented by organisations working together will benefit from being monitored via an implementation plan. An implementation plan is a working document; it will be amended and refined over time as actions are successfully completed and new areas for development emerge. The implementation plan belongs to the partnership and reflects their mutual accountability.

Collaborative implementation planning brings together shared vision, common understanding; agreed actions and responsibility, and clear communication.

The practices of implementation planning 
Individual providers within a partnership will have their own processes for implementation or action planning and formats for implementation plans, which may or may not be the same. When it seems desirable to produce a shared plan, a first step is to identify the priority areas and base immediate planning on them; critical areas may be relatively few.  
Research shows that implementation planning is likely to be more effective when:

· a small group of senior leaders from across the partnership is responsible for the implementation plan;

· it draws on expertise from across all members of the partnership and on previous successes in implementation planning;

· the plan is shared so that the implementation programme is clear to all those involved;

· the plan is regularly reviewed to check progress and to amend the plan if necessary;

· risks are identified and actions are taken to reduce them;

· the plan is set out in a consistent and systematic way; and

· all proposed action is summarised on a timeline to ensure that commitments across the period of the plan are manageable.

Documenting implementation planning
Any joint project may have a number of broad areas for development, e.g. development of protocols; quality assurance, or more specific areas e.g. collaborative quality assurance of teaching and learning, agreeing standards associated with protocols, or seeking and using learners’ views. For each of its high priority development areas, a partnership should have a comprehensive plan of action. Over time, all development areas should have their individual plans. 
An effective implementation plan is one which, for each development area shows aspects such as:
	Step objectives
	For each development area, several steps may be needed. For example, to develop a system for the collaborative quality assurance (CQA) of teaching and learning, steps will include: developing expected standards; monitoring and reporting arrangements; mechanisms for evaluation and improvement

	Action
	To meet each objective, there may be the need for several actions.  They should have an identifiable purpose and be set out so that it is clear what will happen

	Responsibility
	The plan should show when actions will take place, target dates or start and end dates. These need to be realistic. It is useful to have a separate time line which includes all actions in outline to ensure that loads on individuals and groups are managed and that development work is paced through the period of the plan

	Timescales
	The plan should show when actions will take place, target dates or start and end dates. These need to be realistic. It is useful to have a separate time line which includes all actions in outline to ensure that loads on individuals and groups are managed and that development work is paced through the period of the plan

	Resources
	This shows costs in terms of staff time, meetings, workgroups and other resources

	Monitoring arrangements
	It is advisable to set fixed points at which action is reviewed to check that it is on target and being implemented successfully. The implementation plan should identify who will be involved in the review.  Ideally, the group responsible for the implementation plan should be involved in the review and for assessing the risks where actions do not happen as intended

	Outcomes
	From all actions there should be tangible outcomes or success or measures which become the basis of subsequent evaluation. Deadlines and target dates must be realistic, but equally it is helpful if outcomes can be seen in a relatively short time


Annex 1:  Example implementation plan format
As a start point, Annex 1 sets out a format for an implementation plan. 

Secure planning plays a crucial part in the achievement of objectives. Partnerships should have evaluation approaches in place to test how successful implementation is. This is the essence of quality assurance. 
	Development area 1:  [e.g. development of arrangements for seeking and acting on learners’ views] 

Priority

	Step objectives
	Actions
	Responsibility and involvement
	Timescale
	Resources, inc support
	Monitoring
	Outcomes

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


Annex 2:  Example review form
Annex 2 shows a possible review format which a partnership might adopt and adapt as they wish.

Despite best intentions and strong planning, implementation will not always run to plan. Alongside their implementation planning, partnerships should consider the risks that something will go wrong and determine the actions they will take to minimise them. 
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