SEVEN STEPS Development outline
FOR FEDERATED HSC

DEVELOPMENT FACILITATOR
Step 1  Identify interest in forming HSC
Tasks:

1.  Provide information on co-operatives and answer questions regarding co-ops


2.  Determine a level of interest sufficient to warrant further conversation
  

3.  Determine what other information the community needs


  


4.  Identify next steps that a community needs to take to pursue the concept  


5.  Identify next steps of the community team 


Tools:  Chapters 1 – 3 slide presentation


Seven Step Guide
            Brochure, business cards

HSC Member Activity:  Based on interest, 1) Leave contact information for people to reach you after they have thought through the ideas or…. 2) Establish next meeting date and time, ask individuals to consider what role they would like to take in the development of the cooperative

Step 2  Formation of hsc corporation
Tasks:

1.  Identify initial interim board members for early decision making (1yr?) 

2.  Adopt temporary by-laws






 

3.   Incorporate                                           






4.  Begin membership development plan 



5.  Begin conversations around mission, vision and purpose

6.  Establish authority to conduct business in community

7.  Establish formal relationship with service funding organizations (such as the state

     Medicaid funding agency in the state.
Tools:    Review Chapters 1-3 briefly (especially if new people are present),  

              Present Chapters 4 & 5


  Handouts:  bylaws, last meeting materials if needed again

HSC Member Activity:  Discuss leadership roles needed, consider your role.



     Review, edit for unique needs and adopt bylaws


     Learn principles of collective decision making, Roberts Rules of Order,
 Confidentiality,  

     Establish officers



     File for incorporation 

     After incorporation:  EIN and tax registration, 
   certification to provide Long Term Care Services.

Notes:  This phase will likely take several meetings.  As the participants absorb the role of the officers and the terms of office, watch for the right moment to identify the positions, by appointment and consensus.  The Federated HSC consultant (temporary professional resource)  may need to step forward with recommendations.  It is important to note officers are frequently needed on short notice to sign important documents.  Most important for timeliness and easy accessibility are the Chairman and the Secretary.  In some cases, when it is appropriate,  it may helpful if the board officially appoints the temporary professional resource to sign papers.
After incorporation:   the staff resource (or member) must get EIN,  tax registration, maintain corporation reports, and begin process to become qualified to deliver state long term care services.  In addition it is time to get liability insurance.  A premium is needed and if funds are not available, the board may need to consider fund raising methods to cover this important expense. 
Step 3  establish business and program plan (strategic plan)
Based on earlier discussions on Mission Purpose and Vision 
Tasks:

1.  Identify program priorities for HSC program to be delivered

2.  Establish formal Mission, Purpose and Vision if not already done 

3.  Feasibility study:  a) examine business and competitive environment 
          b) develop business plan, budget and cash flow projections

          c)  research liability, legal, funding, and employer issues

4.  Review priorities, and re-establish based on feasibility study

5.  Develop organizational plan and method to deliver services.

6.  Establish insurance protection.

7.  Develop a plan for start up funding, such as line of credit.

8.  Develop plan to recruit, screen and hire professionals to conduct operations.

9.  Develop target business volume for start up size and growth plan.

Tools:  Fake champagne
Incorporation book


Training Manual and coordinated Slide Presentation

HSC Member Activity:  Celebrate Accomplishment of Incorporation


Set a time for a day long retreat for board training and strategic planning


Participate in session discussions and decisions 

Include plans for fun, good food, and perhaps a social evening out together

Notes:  If the membership of the HSC is small open the session for all members. 

Planning for this will take a couple of meetings, so should begin before incorporation is complete, as some state corporation offices take several months to process.
Step 4  develop HSC membership plan
Tasks:

1.   Develop membership campaign plan

       include media campaign, scheduled events, target membership goal, etc 

2.   Organize campaign implementation plan:  target dates, events, job assignments 


3.   Implement plan







4.   Establish full membership meeting date, location, and agenda (adopt official bylaws     

      and mission statement).  Assign individual to implement

5.   Establish annual membership meeting (based on bylaws) to present budget and for

      first official board elections, perhaps after one year of incorporation date.  Assign

      individuals to implement

6.  Develop committee structure for member feedback and future leadership development

7.  Do these plans match HSC Mission, purpose and vision?

Tools:  Membership form (see template, for HSC there will be some needed entries)

Developing promotional material

HSC Member Activity

Based on resources and member interest, this is a good place for members to begin contributing skills and interest.  This is an important ongoing activity the HSC board and membership will need to address after operations begin.  The group can begin planning:  a)   public relations and community events,   b) community leaders that may be inerested in participating, etc.  c) develop flyers, d)  press contacts  e)  establish timelines, f) assign tasks.  

Notes:  remember members have jobs and major challenges in their activities of daily living.  This is when the temporary professional resource must be flexible to step in and fill the missing spaces as needed.

It is ok (maybe better) to begin small, and focus on quality.  Slow gradual growth is healthy.  Consider this when planning the membership drive and when it will occur.  The HSC will have something more concrete to offer members once operations have begun.  

STEP 5:  RECRUIT, SCREEN, SELECT PROFESSIONALS  
Tasks:

1.   Establish screening committee

2.   Advertise, screen and interview interested candidates  

3.   Negotiate agreement with selected professional.                          

4.   Re-evaluate business/program plan based on negotiations, feasibility study

5.  Select target start date

6.  Formalize contract with management co to provide services                  

7.  Discuss and review policy and procedure manual.

8.  Develop media campaign for “Operation kick off” and coordinate with  


     membership drive.
9.  Do these plans match the HSC mission, purpose, vision?

Tools:  Organization chart
Job Description
RFQ defining needs to be met
Minimum Qualifications
Contract/provider service agreement template 


HSC Member Activity:    The board will need to give directions to staff regarding priorities in provider resources.  Much of this has already been developed in discussions during the incorporation, development of organizational plan and business strategy.  Staff support may be necessary to prepare tools for board review. Templates are available from Federated HSC.  A member may do this if they have the skill, time and desire.

Suggested approach:  

1- advertise the RFQ,  

2- call and invite providers (based on board feedback) to consider, 

3- provide presentations to interested providers explaining the RFQ,  

4- ask for letters of interest,  

5- small committee or staff to pre-screen those submitting interest before final interview

    date so no more than three candidates are considered at final interview, 

6- set up interview session with board/committee, 

7- interview and select. 

8- Negotiate details, establish agreement,  

9- have legal review and 

10- Celebrate contract signing day with fake champagne!!!!!!!!!!!

Notes:  This process should take no more than 6 weeks to 2 months!  So plan dates ahead of time to assure all can attend. 

It is time to discuss the hiring and role of the Executive Director. For small HSCs it is recommended to wait to hire an Executive Director.  As the program grows,  funding for an Executive Director will become available.  An Executive Director (focused on HSC member activity and contract management rather than program operations) could initially be very part time, even less than 15% FTE.  These early functions could be provided by a board or HSC member, by contract through the Federated HSC, by donated staff support by local community agency supporting the HSC’s development, or through the contracted provider/personnel.
STEP 6:  Begin Operations  
Tasks:

1.  Management company begins operations




            

2.  Begin co-op procedure manual as ‘a developing and ongoing process’

     (establish communication for policy development with management company)


3.  Begin routine membership meetings




 

4.   Establish co-op committees and assignments: assign committee chairpersons to report

      to board committee activity.  Chairs to recruit individuals to serve on committees.

5.  Do these plans match the HSC mission, purpose and vision?

Tools:  Membership commitments and authorizations to direct services through HSC,

Line of Credit
Bank account

Policy manual
Member Activity:  

Individual Members authorize hours to the HSC

HSC begins committees to: 

plan public relations and promotional activity 

review, update and plan membership drive

annual membership meeting

policy development committee

A good thing to incorporate is a recognition event to all the groups that have provided support to the developing HSC:  the city government, state officials, etc.

Notes: The time has come for the Federated HSC staff support to fade out and make room for the contracted professional/provider to become the new professional resource to the HSC.  This should be discussed openly with the HSC and contracted provider/professional.  The contracted provider/professional can secure these items in this step for the HSC.  The contracted provider/professional may begin to coordinate meetings and minutes for the HSC.   The HSC and contracted provider/professional will need to consider and review a policy manual.  A policy manual includes several key sections:  program policy, business policy, personnel policy and cooperative activity policy.  Policies should evolve as the cooperative evolves and not be too specific.  
The board may need a reminder from the Federated HSC staff, that the role of the HSC  is to guide policy and general direction.  The contracted professional resource must be trusted to conduct business.  Note to the HSC, when Step Six is complete, it is time for the board to focus on Step Seven and Membership development.  Step Seven will give the HSC an effective method to provide direction to the contracted professional resource without getting involved in detailed daily operations.  
STEP SEVEN:    ONGOING OPERATIONS AND STRATEGIC REVIEW

Tasks:

1.   Establish utilization review and quality assurance plan (committee possibility)



2.   Establish regular reporting process between management and co-op


3.   Board to conduct self evaluation annually







4.   Conduct annual Membership meetings and solicit co-op performance feedback

5 .  Re-examine Strategic Plan and change as necessary (utilization review and quality

      assurance included)

6.   Assure membership has opportunity for issue discussions and policy development        

7.   Review quality of ongoing communications between co-op and management

8.   Remember to conduct new board member training
9.   Do these plans match the HSC mission, purpose and vision?

Tools:  
Strategic action plan developed earlier
Business and financial reports 

Charts of utilization patterns

Summary from Grievance committee

Summary of incidents, causes and corrective actions

Member feedback surveys and results
Committee feedback reports
Board self evaluation results
Contracted Professional feedback results
Staff satisfaction survey and feedback results 
HSC Member Activity

A board appointed Strategic Review Committee (possibly Executive Director and Chairperson) will collect above listed information from committees, surveys and contracted providers/professionals.  Strategic Review Committee prepares information into presentation for annual retreat including board, and perhaps committee chairs,  members (if HSC is small), Executive Director and representative from contracted provider.
Strategic plan should be reviewed and revised based on results of information.  Action plan established and timeline/tasks assigned
Tools needed for this activity must be developed jointly by the membership, board and contracted staff.  They must be maintained and collected for strategic review activity.  This should occur annually as part of a board retreat, or annual membership meeting.  The Federated HSC may be used for resource material and facilitation as needed.
