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1.1. Background

In February of 2008, five health sector organizations, Community Care East York, COTA Health (now COTA), Nisbet Lodge, Neighbourhood Link Support Services and Toronto East General Hospital who are all members of  Solutions: East Toronto’s Health Collaborative (Solutions), commissioned a feasibility study of possible integration opportunities in the areas of Human Resources and Legal Services.  The results of the study demonstrated there are many opportunities for HR and Legal integration.  These opportunities can improve both overall efficiency and effectiveness, and potentially impact on the quality of care by increasing the human resources and legal services capacity of all five organizations. In order for the integration project to be launched and to have any chance of success, the members formed an Alliance and developed a Business Case wherein they made a series of recommendations for consideration by the Toronto Central LHIN (TCLHIN). Approval to proceed, along with some preliminary funding was received in February 2009 from the TCLHIN and formed the basis of a Project Charter. Copies of both documents are available at: http://solutionshealthcollaborative.ca/default.aspx.
The Toronto Central LHIN further funded a demonstration project known as Community Learning in Infection Control (CLIC).  The project partners of this initiative included: Solutions: East Toronto’s Health Collaborative; Bridgepoint Health; Community Care East York; George Brown College; Neighbourhood Link; Nisbet Lodge and Toronto East General Hospital.  Sherbourne Health, the Toronto Central Community Care Access Centre and the Toronto Central Infection Control Network provided input as needed. 

BOS and CLIC realized there was an opportunity to partner given that CLIC’s objective was to produce e-learning in the area of infection control and BOS purchased a Learning Management System (LMS) to facilitate e-learning in the area of Human Resources. 

1.2. Objectives 

The overall objective of Back Office Solutions (BOS) is to facilitate, encourage and enable integration of back office supports among multiple not-for-profit health service providers with a focus on providing e-learning courses within the area of Human Resources and Infection Control. More specific objectives include: 
Long Term

· Create an Integrated Strategic Alliance of health care organizations, dedicated to providing Human Resource services to its constituents on an integrated basis to the extent outlined in the Business Case adopted by the Alliance;

· Govern the work of the Alliance through a written agreement signed by all members which commits members to contribute to goals of the Alliance;

· Grow the Alliance by introducing new members, in a low-risk high-value manner; and

· Create ongoing sustainability in such a way that the members have a lower-cost service model that allows for savings to each member organization after the costs of the Alliance have been covered.
Short Term

· Possible objectives associated with the LMS (Dates to be verified by stakeholders):
· Develop two additional infection control e-learning courses – Chain of Transmission and Routine Practices - by November 1, 2010

· Expand Hand Hygiene e-learning course to the greater Personal Support Worker (PSW) community by December 31, 2010
· Expand Chain of Transmission and Routine Practices e-learning courses to the greater infection control community by February 1, 2011

· Implement a LMS pricing structure for BOS members by April 1, 2011

· Develop one additional e-learning course by December 31, 2011 
1.3. Scope
The BOS project will develop and deliver e-learning in the areas of Human Resources and Infection Control.  Members can access additional services in the areas of Human Resources; Occupational Health; Training and Development; Library Services and Employee Discount Programs on an ad hoc basis. The terms of agreement will be determined between individual Alliance members.  
1.4. Alliance Members 
The founding members of the Alliance include the organizations listed below.  Schedule 1 of this agreement lists all members and will be updated as new members join the Alliance.

· Community Care East York (CCEY) is an accredited, community-based agency serving seniors, caregivers, and adults with disabilities since 1985.  High quality in-home services are delivered with compassion and sensitivity and wellness programs are designed with a health promotion philosophy of keeping seniors active.

· COTA Health is an accredited provider of mental health and community support services  Founded in 1973 as Community Occupational Therapy Associates, COTA became incorporated as COTA Health in 1975 as a not-for-profit organization. 

· Nisbet Lodge is a faith-based organization that has served seniors of East Toronto since 1973.  Located at Pape and Danforth it operates the Lodge, a 103-bed long term care home and McClintock Manor, a 62-unit seniors apartment building.  The Lodge and Manor provide a 'continuum of care model'.

· Neighbourhood Link Support Services has served the community since 1975 - their services include Seniors Services, Housing, Employment Services, Community Services, Health Services and Newcomers’ Programs.  

· Toronto East General Hospital (TEGH) is a large urban community teaching hospital serving a diverse, multi-cultural population of 400,000. 

· VHA Home HealthCare (VHA) supports Ontario seniors, families, new parents, adults and children with disabilities and those who are terminally ill to continue to live life with independence, comfort and dignity.
1.5. Steering Committee

All members of the Alliance currently form the Steering Committee and will continue to do so for the foreseeable future. As the Alliance grows in number, all members of the Alliance will determine if and when a more formal governance structure is needed and will agree on the makeup of same at that time.
1.6. Member Roles & Responsibilities
1.6.1 General Member Responsibilities 
The Members of the Alliance agree to assume the following roles & responsibilities:

· Attend or send an appropriate designate to all-member meetings
· Provide timely input to matters related to both the Alliance and the services offered

· Fulfill any specific roles as assigned in this agreement
· Practice good governance including: upholding the values and objectives of the Alliance; acting in good faith and being a positive representative; following the requirements of the Alliance agreement; providing timely decisions when called upon to do so; and report conflicts and breeches to the agreement immediately

· Adhere to sound financial management

· Act as an ambassador for the project
· Develop a plan and timeline to expand and spread the initiative beyond the original five members 
· Fulfill the technical and administrative requirements pertaining to the Learning Management System as out lined in Schedule 2 of this agreement. 
1.6.2 Responsibilities of Lead Organization

In addition to these general roles & responsibilities, Toronto East General Hospital (TEGH) as the Co-Chair of the Solutions: East Toronto’s Health Collaborative will act as the main signatory and trustee of any funds allocated to the Alliance. TEGH will also provide overall leadership and administration of the Alliance and in this capacity will deliver the following:  
· Overall project management 
· A high-level project implementation 

· Evidence that BOS opportunities improve overall efficiency or effectiveness

1.7. Timeframe  

This revised agreement takes effect July 1, 2010 and will continue until April 1, 2011. At this time the members of the Alliance will be asked to indicate their ongoing commitment to the objectives of BOS by re-signing the agreement, which will continue for two years. 
1.8. Opting in to the Alliance

A new member can be added to the Alliance providing they demonstrate a value-add to the attainment of the Alliance goals and objectives.   The key principles for membership include:

· Little risk of jeopardizing existing activities

· Added value to attainment of Alliance objectives 

· Agreement of the majority of current members to the inclusion of the new partner 

· First right of refusal for membership to members within Solutions 
· Compatibility of the mission and values of the new members with those of existing members
· Receptivity of new members to giving up some degree of autonomy

· Strengths that will contribute to the Alliance

· Potential for maintaining or increasing operating efficiency

· Compatibility between new member activities/services and those of the Alliance
· No weaknesses that will have a serious impact on the Alliance

· No identification of any integration complexities

1.9. Opting out of the Alliance

The members, wanting to ensure the long term success of the initiative, agree that a clear and demonstrable rationale is required for opting out of the Alliance.  A member may opt out of the agreement on any one-year anniversary date of the agreement. A member who is considering opting out should provide written notice to the other members 60 days prior to the one-year anniversary date in question in order for the opting out to take effect.  Should a member face any unforeseen circumstance before the expiry of this agreement that might impact on their membership they will make the matter known to the other members of the Alliance so that a full discussion can take place and remedial action taken.

1.10. Amendment Procedures

This agreement is valid from July 1, 2010 and will be reviewed at least once per fiscal year by the Steering Committee.  However, in lieu of a review, the current Agreement will remain in effect for two years. The Project Manager is responsible for facilitating regular reviews of the schedules to this document.  Contents of this document may be amended as required, provided mutual agreement is obtained from the members and communicated to all affected parties.
1.11. Communication Channels & Methods  

The Lead Organization/Project Manager will be the key communication channel for the project. As such, he or she will implement the communication protocols and tactics deemed best suited to the needs of the project by members of the Steering Committee.  Any communication external to the Alliance that is not automatically delegated to the Project Manager in the job description will be approved by the Steering Committee. The Steering Committee or Project Manager will share with all partners those communication messages recommended for release along with the recommended tactic to be used, proposed timing, and any speaking notes and other communication support materials. All member team meetings will have a regular standing item regarding communications within and external to the Alliance.
1.12. Contact Persons  

Key contacts for Alliance members can be found in the chart below: 
	Organization
	Lead Contact
	Contact Information

	CCEY
	Duane Gonsalves, Director HR
	416-422-2026 ext. 214

dgonsalves@ccey.org

	COTA Health
	Mary Modeste, HR Advisor
	416.785.9230 x 1108 modeste_m@cotahealth.ca

	Neighbourhood Link Support Services
	Mary McGowan, Executive Director
	416-691-7407 
mmcgowan@senior-link.com

	Nisbet Lodge
	Glen Moorhouse, Executive Director
	416-469-1105 ext. 1123
g.moorhouse@nisbetlodge.com

	
	Roxanne Adams, Director HR 
	416-469-1105

radams@nisbetlodge.com

	TEGH
	Wolf Klassen, Vice President
	416-469-6580 ext. 6286

wklas@tegh.on.ca

	
	Kristen Winter, Manager HR
	416-469-6580 ext. 2782

kwint@tegh.on.ca

	VHA
	Kelley Myers, Vice President
	416-482-4613 

kmyers@vha.ca

	Woodgreen Community Services
	Anne Babcock

Vice President Planning and Operations
	416-645-6000 ext 1102

ababcock@woodgreen.org


2. Services

2.1. Cancelation of Services 

 Notice of a change, cancellation or addition to any of the offerings will be given to the Project Manager by the Service Provider Lead at least 3 months beforehand.
2.2. Conflict Resolution

Members of the Alliance who find themselves in dispute over a matter will first get together to discuss the problem and attempt to reach an agreement on a solution that meets their  needs, and does not jeopardize the work of the Alliance. In the event that this approach does not succeed, the Steering Committee will appoint a neutral third party to help the disputing parties look for a solution.  In the event that no mediated solution can be found, members of the Alliance will be asked to make a decision, based on the facts at hand.
3. Funding Arrangements

3.1. Payment for Services 
Members agree to the Learning Management System Pricing Structure as outlined in Schedule 3.  Payment for services will be made annually on the 1st of April commencing on April 1, 2011. If a member has already paid for a service and subsequently a new member agrees to take on that obligation, the members will arrange to handle any necessary transfer of funds between their organizations, outside of this agreement.  
3.2. Procedure for Procuring & Pricing Additional Services

At least quarterly, members of the Alliance will review the current e-learning offerings and their usage to determine whether to consider replacing or adding additional services. If there is a decision to replace or add a service, a Service Provider Lead will be appointed and a representative of this organization charged with the responsibility of sourcing and pricing such an offering for approval by the Alliance. In addition, there will be an annual ‘check in’ with Alliance members to assess the overall environment and any key developments that might warrant the review, replacement or addition of offerings.
4. Signatures 
The founding members of the Alliance accept this amended agreement by signing and dating below.  New members to the Alliance will show their acceptance by signing Schedule 5 of this agreement.

Community Care East York
Name:





Title:

Signature:

Date:

COTA  Health
Name:





Title:

Signature:

Date:

Nisbet Lodge

Name:





Title:

Signature:

Date:

Neighbourhood Link Support Services

Name:





Title:

Signature:

Date:

Toronto East General Hospital

Name:





Title:

Signature:

Date:

VHA Home HealthCare
Name:





Title:

Signature:

Date:
Woodgreen Community Services
Name:





Title:

Signature:

Date:
Schedule 1 – Members of the Alliance

	Alliance Member
	Date of Joining

	1. Community Care East York (CCEY) 
	Founding Member

	2. COTA Health

	Founding Member

	3. Nisbet Lodge 
	Founding Member

	4. Neighbourhood Link Support Services 
	Founding Member

	5. Toronto East General Hospital (TEGH) 
	Founding Member

	6. VHA Home HealthCare
	Founding Member


	7. Woodgreen Community Services
	March 2010


Schedule 2 – Technical and Administrative Requirements for the Learning Management System
Technical Requirements

iLearn is a web-based Flash application.  To run iLearn on your organizations computers, the following technical standards must be in place:

· Adobe Flash Player installed (version 9 or 10 preferred)

· Firewall permissions modified to allow learners to access iLearn

· Internet Explorer (preferred)_or Firefox Mozilla web browser installed

Administrative Requirements

Each organization is responsible for the administration of iLearn for their staff.  Administrative requirements include:

· Creating new user accounts/De-activating old accounts

· Running reports

· Course approvals (for key courses)

· Course registration (for courses without open enrolment)

Administrative Support

· Each administrator will receive online training. 
· 4 Hours of introductory training within the first month of go-live

· 1 hour of additional support per month on an on-going basis

· Regular FAQs will be provided 
· An administrator manual will be given to all partners upon start-up
Schedule 3 – Learning Management System Pricing Structure
	Organization
	Size 
(based on number of staff)

Small Medium Large      
0-199              200-499                   500+
	Annual Fee

	CCEY
	Small
	$1,000

	COTA
	Medium 
	$2,500

	Neighbourhood Link
	Small
	$1,000



	Nisbet Lodge
	Small
	$1,000

	Woodgreen Community Services
	Large
	$4000

	VHA
	Large
	$4,000


Schedule 4 - Signature of New Alliance Members
As new members are added to the BOS Alliance, they will show their acceptance of the agreement, by adding their signatures to this schedule.  It will be the responsibility of the Project Manager to maintain the original signature sheet of this schedule.

<<Name of New Member Organization>>
Name:





Title:

Signature:

Date:

<<Name of New Member Organization>>
Name:





Title:

Signature:

Date:

<<Name of New Member Organization>>
Name:





Title:

Signature:

Date:

<<Name of New Member Organization>>
Name:





Title:

Signature:

Date:

<<Name of New Member Organization>>
Name:





Title:

Signature:

Date:

<<Name of New Member Organization>>
Name:





Title:

Signature:

Date:
� Joined as a result of integration with COTA Health, a Founding Member of the Alliance
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