Guidance Notes to using the HPH Action Planning Template
Template can be downloaded from http://www.ihph.ie/babyfriendlyinitiative/resources.htm under Action Planning
Questions to answer before writing up an action plan:

1. What should we focus on achieving this year and why?

2. What would indicate to us this year that our goals are being achieved?

3. What results will have to occur for us to know how well we have accomplished what we intended?

4. Where can we find the data necessary to answer how well we have done and who will collect it?

5. Will we need any other departments help to make our plan happen? Which departments?

6. What is our timeline for make these things happen?

7. What do we have to do to make these things happen?

8. What resources [e.g. money, time, staffing, space, equipment etc.] will we need to make these things happen?

	How to complete the action plan template

	Action Plan Title:
	The title should reflect the specific aim of this action plan (not just BFHI or breastfeeding as a title)

	Start Date:
	Is the overall timeframe for the action realistic?

	Finish Date:
	Has sufficient time been allocated to enable the objectives to be met?
Is the aim too big for the timeframe? Can it be divided?

	Aim:
	What is the specific health improvement /outcome that you are trying to achieve with this plan? (not just “implement BFHI”)

	Need/Rationale:
	What is your reason for this specific action in this hospital? (not rational for BFHI) What is the evidence to support that this action / change is needed at this time? For example, what is the current level of practice, such as percentage of babies who have early contact?


>>>>>>

	Objective:
	What need to happen to achieve the aim?

A good objective has five qualities [SMART]: 
  Specific:
It should relate to a definite action
  Measurable:
It should describe the quality or quantity required
  Achievable:
It should be possible to achieve
  Relevant:
It should refer to the actual performance required, and should be relevant to your aim
  Timed:
It should be completed at, or within, a specified time

	Method/Task:
	What tasks are required to implement the objective? What is the sequence of the tasks?

	Start Date:
	What tasks need to be completed before other tasks are started?

	Finish Date:
	Is there enough time allocated to complete these tasks?

	Responsibility:
	Which team members will take responsibility for performing which tasks?

	Target:
	What indicators/ outcomes on completion will make this action plan deemed successful? For example, what percentage of mothers reporting they have had an antenatal discussion is sought? (Not who is the target group)

	Outcome:
	What do you expect the situation to be if the objective and targets of this plan are achieved?

	Evaluation Method: 
	How will you know whether the action project is a success or not? At the planning stage, select an evaluation method that will facilitate you to assess the project’s results and make conclusions and recommendations for the future. Consider all the stakeholders in your evaluation. Evaluation is distinct from auditing if the practice is occurring.

	Sustainability: 
	Is this action a once-off action or will it continue?
What will need to be done to continue this action successfully as routine practice? (if it is on-going)

Does the plan include objectives and tasks to report on the outcome to those involved and to move the action from a project to routine practice?

	Action plan approval:
	Line manager/ BFHI-health promotion committee approved: (Name and date) 
Plan sent to Irish HPH Network-BFHI : (date)
Keep a copy for your own files


Planning without details is just a dream.

Notes for BFHI Action Plans

The “Plan” should have specific activities beyond regular activities. 

· Routine training (“20-hour course”) for staff should be on-going in maternity units with a Certificate of Commitment or a Baby-friendly National Award. In a Membership level hospital this training would only be a project for the first course or two while the course and evaluation was being set up.
· Similarly, audit of practices would be a project while the system/process was being set-up, after that audit should be routine in a Baby-friendly Hospital and ideally also routine in a Certificate of Commitment level hospital. An audit might be carried out to establish a baseline or as evaluations as a part of a larger project, and in this case the overall project is the “project” not the audit.

Each Action item should have a completion date to be considered a “project”. 

· If it is “on-going” then it is not a “project”. At a set point the activity should be evaluated. If it has not reached the objectives/goal at this evaluation point, examine why not and develop a new action plan addressing ways to overcome the difficulty, or consider if the goal was over-ambitious.

Stretch a bit to improve practice

· If all Ten Steps and Code are fully in place, do a bit more. For example, look at what happens if baby is feeding at meal times – does mother miss her meal? Or what is the process for expressed milk getting from mother on postnatal to baby in neonatal and being used? A project plan could be to write up and get published some of your activities!

The Action Plan is over a calendar year. 

· It could be one long project or many short projects. Aim to have an action going on most of the time, not just for one month of the year.

Be realistic in what can be achieved.
· Those involved will feel better about achieving a small step than about falling to achieve a large project.

Involve others in the project

· The more people that are involved the more likely the activity will be accepted. Include management, doctors, students, care assistants, clerical, etc. Look for assistance from other areas – quality, audit, personnel, IT, communications departments – who may have expertise in areas relevant to the project.

· Think of co-ordinating the project rather than doing it all yourself.

Actions should link with Service Plan and other hospital targets.

· Ensure your Action Plan item is listed with your Health Promoting Hospital (HPH) co-ordinator and that the Accreditation team knows about it. Think about action items in time to get them in the Service Plan. Make sure your relevant managers have agreed to the action plan. 

Get credit for your work and share your findings.

· A one page evaluation report will do, briefly outlining the action, the evaluation method and what next. If more information is requested you can then provide it.
· When you have evaluated your action write it up for the accreditation file, hospital magazine, HPH newsletter, BFHI Link, poster for a conference, article for a journal, or presentation for a workshop. Many people write up and publish work that might not be half as good as yours!
If your project didn’t go well, that is still an outcome. 

· Examine why it didn’t work, what might have made a difference, would you do it another way the next time? Write this up to so that others can learn from it.
· Provide a report for management so they can also see the difficulties.
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