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York ASD Partnership

Working Together for System Integration

Participation Agreement

Purpose  
Working Together for System Integration
The purpose of this partnership is to implement a strategic plan that is the result of a long effort to improve the system of support for children, youth and adults with ASD and their families in York Region. The families of children with ASD have had to make their way through a confusing and complicated network of agencies – for which access and criteria for service was not always clear. 

In 2008, the York Region Dual Diagnosis and Autism Spectrum Disorder Service System Working Group partnered with the Autism Action Committee and Autism Ontario York Region to host two planning days to discuss ways to improve the system of support. About 80 parents, service providers and decision-makers attended the planning days, held on March 25 and April 2, 2009. The participants’ vision for the system of support included the following elements: 

A network model of service; 

Parents and families as partners; 

Individualized planning; 

Stream-lined responses; 

Technology to coordinate and communicate; 

Evidence-based practices; 

A comprehensive continuum of 24-7-12 care with lifelong supports; 

Asset-based approaches; 

Increased public understanding of ASD; 

Elevated knowledge /training across all sectors and professions; 

Horizontal coordination of provincial ministries at the local level; and. 

A sustainable, resourced infrastructure for planning at the local level. 

The participants agreed on the following four goals that form the vision and framework of our Strategic Plan approved in May 2010, to be implemented through the work and oversight of this Partnership over the next three years, 2010-2013: 

1. Coordinated Access 

2. Knowledge and Awareness 

3. Continuum of Coordinated Services 

4. Partnering and Accountability for sustainable infrastructure 

Membership 

Membership in the ASD Partnership is based on the following principles:

· Balanced representation – families and providers(both ASD-specific and ‘mainstream’); across age groups and the Spectrum

· Build on the existing strengths and assets
· Maintain an efficient working size - Minimal sufficiency around the table, and use working groups as identified in the Strategic Plan

· Develop a strong communications plan to keep all the stakeholders not at the table engaged

The Partnership includes one formal representative and one back-up (so that there is consistent representation at each meeting) from the following: 


Autism Ontario York Region Chapter
Blue Hills Child and Family Centre 

Catulpa Community Support Services

Children’s Case Coordination

Children’s Treatment Network of Simcoe York

Community Living York South


Early Intervention Services of York Region

Faculty of Health, York University


Kinark Child and Family Services and Central East Autism Program 

Kerry’s Place Autism Services
Reena
Seneca College
York Catholic District School Board

Mackenzie Health Centre for Behaviour Health Sciences
York Region District School Board

York Region Pre-School Speech and Language Program at Markham Stouffville Hospital

York Support Services Network
Formal linkages to the York community Planning tables: YRPF, CRC, YRCPC and MHC.

Families: 
Autism Ontario will provide family representatives
Ex Officio: 
MCYS/MCSS (Central Regional Office); MEDU (Policy or Regional Office)   
Expectations and Commitments of All Partners
York ASD Partners agree to implement system changes developed to  enhance the system of supports for people with ASD and their families in York Region.
It is expected that additional requirements will be identified for various partners as they commit to specific tasks through the working group process, subject to the Partnership’s decision- making process, and added as addenda to this general agreement. 

It is expected that partner organizations will voluntarily contribute to York ASD Partnership expenses annually.  Each partner will determine the appropriate amount for their organization. 

All Partners agree to participate in the collective implementation of our shared Strategic Plan as it unfolds.  It is recognized that the collaborative commitment of all partners is the key to success and systems change.  Key elements of this participation include agreement to:
· Share resource, knowledge & information  (amongst York ASD Partners and the borader service sector)

· Follow common standards

· Facilitate Coordinated access

· Consistent participation of relevant staff in working group participation

· Speak with one voice that respecting the unique strengths and needs of each partner

· Participate in staff training, data collection, reporting

· Collaboration and joint problem-solving 

Accountability Protocol
Roles and Responsibilities will be further outlined in specific Terms of Reference for each role.

a) The York ASD Partnership provides leadership and oversight to the implementation of the Strategic Plan. It sets priorities, signs-off on the annual plan, and ensures that the Partnership and Plan are best positioned to optimize resources and capacity across the Partnership or seek additional resources. The Partnership will meet monthly until the structure for the implementation is fully in place and then change to bi-monthly meetings.

b) ASD Steering Group guides work-planning and distribution, and monitors progress on an annual basis.  It provides monthly operational support to working groups, oversight of the project manager, and works closely with the fiscal trustee and lead agencies to meet any administrative requirements. The Partnership may designate short-term decision-making to the Steering Group between meetings, including the facilitation of communication between working groups, proposal development and advocacy.

c) Working Groups have specific tasks related to goals and objectives in the strategic plan.  Each group is co-chaired by members of the Partnership, and they report back to the Partnership at appointed times on specific deliverables, as identified in their Terms of Reference and Workplan.  Working Groups may recruit additional staff from members or community (families and/or providers) to achieve their goals. Working Groups are supported by the Project Manager on a regular basis.  Working Groups currently identified:

· Professional Development

· Mapping and Pathways

· Assessment and Screening

· Physician Support
· Communications

· Transitions (work completed)
· Adult Services and Supports
· Crisis Response
d) Fiscal Trustee(s) provide corporate support and sponsorship on behalf of the Partnership.  This is generally related to receiving and managing funds on behalf of the Partnership, and hosting other staff as required. The Sponsor or Trustee takes direction from and reports to the Partnership, working operationally with the Steering Group. The Partnership has chosen CTN (Children’s Treatment Network) as its Fiscal Trustee.

e) Project Manager/Assistant Project Manager roles & responsibilities change depending on resources available to the Partnership, and the phasing of work to achieve the Strategic Plan. The Project Manager works closely with the ASD Steering Committee to facilitate the work of Working Groups to achieve priorities established by the Partnership. The Project Manager/Assistant Project Manager will work with the Steering Committee and working group members to facilitate ongoing collaboration and completion of goals and objectives in a timely manner. 
Leadership

· The Partnership elects or confirms a chair or co-chairs annually

· Role of chair is to ensure that the Partnership adheres to this agreement, and maintains focus on the implementation of the Strategic Plan. The chair(s) maintain a respectful environment that is conducive to efficient and effective meetings and strong, collaborative relationships between partners. The chair ensures that there is clear and consistent information shared with Partners, and with the larger ASD community

· All partners share responsibility to support the chair(s), and to assume leadership responsibilities from time to time

· Working Groups will be co-chaired by a member of the Partnership

Decision-making process

· Where possible, decisions are by consensus; The Partnership has adopted a framework for sufficient consensus- “being able to live with the decision”

· Partners will declare a conflict of interest and withdraw from the decision-making process if they are in a position to benefit materially from any decisions

· Decision points are described clearly so action and impact are understood and discussed

· Where necessary may seek majority vote

· Minutes track decisions, and include any dissenting opinions

· Decisions related to funds held in trust are the ultimate responsibility of the sponsoring corporation, should a dispute arise

· When systems change decisions are being considered it essential that executive level representatives are engaged in the process.

Revision/Renewal/Termination of the agreement

The term of this agreement is three years as described in the Strategic Plan. The participation agreement will be reviewed and renewed in 2014 for a three year commitment to 2017.  It can be revised with the consensus of the Partnership at any time.

Withdrawal

 If a partner wishes to withdraw from this Partnership Agreement, notice will be given by February 1st of any year that the organization will withdraw on March 31st of that year.  Where a major change of the terms of the Partnership Agreement is proposed during the course of the year, the party proposing the change must give sixty days prior notice in writing and the York ASD Partnership must be convened to consider the change.
Problem-Solving and Conflict Resolution

Members agree to engage in respectful and timely dialogue to identify and successfully resolve problems and potential conflicts that may present barriers to the achievement of the shared strategic plan.  Members and working groups of the Partnership will assist in facilitating dialogue, and if necessary, an independent third party may be enjoined to facilitate the resolution.

Information-Sharing and Linkages

Members agree to be open and transparent in sharing of information that will advance the partnership:

· Within the partnership and with stakeholders

· With funders

· With York Region Planning Groups

· Within member organizations (CEO/ED to front line)

Date and Signature of authorized agency signator:


Date





Official Signing Officer

Organization

Note: ACCOUNTABILITY SCHEDULES for SPECIFIC ROLES AND RESPONSIBILITIES
Additional specific Agreements for organizations assuming specific roles and commitments will be developed based on common Templates, to confirm roles and responsibilities as they are assumed on behalf of the Partnership:
· Specific terms of reference 

· Steering Group (see Appendix 1)

· Working Groups ( See Appendix 2)
· Commitment and Participation Tracking
Documents will be completed by Working Groups to monitor e strategic plan implementation. The documents will provide the basis for an accountability addendum to the General Participation Agreement, and will be signed off by the executives of Partner organizations annually.  The documents will monitor:
· System changes
· Agency implementation plans including target dates

· Partner organization implementation challenges and solutions
· Service system implementation challenges and solutions

· Successful implementation

· Organization participation and sharing of workload.

Appendix 1
YorkASDPartnership

Working Together for System Integration

ASD Steering Group

Terms of Reference

Purpose

The purpose of this group is to provide steerage and operational support to the York ASD Partnership, which is providing leadership to achieve the vision and goals identified in the York ASD Strategic Plan (2009).
The Steering Group guides work-planning and distribution, and monitors progress on the Strategic Plan on behalf of the York ASD Partnership.  It provides operational support on a monthly basis to activities undertaken on behalf of the ASD Partnership. The Steering Group works with partners to provide administrative supports as needed for the Partnership’s annual workplans. The Partnership may designate short-term decision-making to the Steering Group between meetings.

Scope

· York ASD Strategic Plan

· Terms of any funding agreements received by the York ASD Partnership

Membership

Principles related to membership include:

· Balanced representation – families and sectors; across age groups and the Spectrum

· Partnership members investing resources , including ‘banker’ and HR contracting roles

· Maintain an efficient working size - Minimal sufficiency around the table, and develop ad hoc task groups, or utilize working groups as needed

· Maintain a strong communications strategy to link and engage all participants in the ASD community 

It is proposed that the following agencies provide one formal rep to the Steering Group at this time, and one back-up for continuity. Membership on the Steering Group is not intended to be exclusive, but rather facilitative of admin support and leadership for the full Partnership:

· Blue Hills Child and Family Centre

· Children’s Treatment Network of Simcoe York

· Kerry’s Place Autism Services

· Kinark Child and Family Services and Central East Autism Program

· Parents of individuals with autism

· York Catholic District School Board

· Mackenzie Health Centre for Behaviour Health Sciences
· York Region District School Board

· York Support Services Network

· York Region Early Intervention Services

Co-Chairs

A parent and an organizational representative will be identified from among the Steering Group to co-chair the Steering Group, working closely with the leadership of the York ASD Partnership.

Accountability

The Steering Group is accountable to the York ASD Partnership, as identified in the ASD Participation Agreement. It will provide the Partnership with the means to meet its accountabilities to funders and its members.
The project manager or other personnel contracted on behalf of the partnership are supervised by the member organization that manages the contract (currently KPAS). The project manager reports directly to and works closely with the Steering Group to achieve the deliverables identified in the contract.

Decision-Making

The Steering Group will strive for consensus wherever possible, sufficient to allow the group to maintain momentum.  Final decisions may be identified in the Addenda to the Participation Agreement, as in the example of the member who contracts directly on behalf of the Partnership.  If consensus is not possible, and a decision is required, a simple majority can be sought. If the chair of the Steering Group declares a conflict of interest, the Chair of the ASD Partnership will facilitate the decision-making.

Meeting Frequency

The group will meet on a monthly basis, unless otherwise determined. Meetings will be timed to facilitate efficient agenda-setting for and follow up to ASD Partnership meetings.

Recording

The Steering Group will maintain the records of the ASD Partnership on CTN’s SharePoint site for access by all, with links between SharePoint and the Autism Ontario website.

Activities

1. Develop and follow up on agendas, meetings and Workplan of the ASD Partnership

2. Oversee the outcomes of the Project Manager’s progress towards achievement of Strategic Plan

3. Facilitate the recruitment of and interaction between working or task groups 

4. Work closely with the Partnership’s banker(Fiscal Trustee) to develop the budget and monitor expenditures, including breakdown by any specific grants received (e.g. Autism Speaks)

5. Develop proposals and undertake fund-raising on behalf of the Partnership

6. Monitor the transition from implementation group into a formal partnership, providing change management leadership and championship towards development of an ASD  system of care

7. Recommend refinements to the formal partnership model 

8. Develop and oversee a communications strategy on behalf of the ASD Partnership, e.g. communication between working groups, formal communication with broader ASD stakeholders

9. Identify opportunities, alignments or seed ‘quick wins’ to sustain momentum on the strategic plan and act on opportunities that may arise between Partnership meetings

10. Oversee regular schedule of reporting on the Strategic Plan and other commitments assumed by the Partnership

The Terms of Reference will be reviewed and revised by the Steering Group annually or as needed, and approved by the ASD Partnership.

APPENDIX 2

York ASD Partnership

Working Groups 

Terms of Reference

Establishment of Working Groups

Development and implementation of goals will be facilitated through working groups consisting of representation of different levels of staff from Partnership Agencies and parents from both the Partnership table and Autism Ontario.

Establishment and disbanding of the working groups is determined by the Partnership Committee.

Each committee and working group will develop a work plan based on goals identified in the Strategic Plan and approved by the Steering Committee. Once the goals of the working group are achieved, there will be a formal review of the groups achievements. As an outcome, the group may be disbanded or reconstituted with a new work plan.

Membership
Membership in working groups is voluntary and compensation is not available.

The majority of members of each working group will be representatives of Partnership Agencies. Partner Agencies may have representatives on any or all working groups.  Each working group may invite members from other organizations who can bring specialized expertise to the working group.

The Project Manager or Assistant Project Manager will sit on each working group as an Ex Officio member

Membership Terms
Members will agree to sit on the working group for a minimum of one year and commit to consistent attendance.  Substitute attendance is discouraged due to the impact on the working groups ability to progress through the tasks.

Decision Making and Conflict Resolution
By consensus based on Identification and review of best practices that leads to a common framework.

Working groups will make recommendations that will be approved by the Partnership and implemented in collaboration with the Systems Change Working Group.

If the working group is unable to come to consensus around decisions, this will be reviewed by the Steering Committee for recommendations for next steps.

Leadership Model
Chair(s):  Each working group will have two (2) Co-Chairs. When a group is established, the Co-Chairs will be selected by the Partnership Committee. Co-Chairs will serve a term of two years which can be renewed. Replacement Co-Chairs will be selected by working group members.  Working group Co-Chairs will also attend the Partnership Committee meetings which occur every two (2) months. 

Frequency of Meetings  

Monthly or more frequently as needed.

Minutes/agendas/reporting 

Chairs will ensure that agendas are developed, minutes are taken and distributed to the members and posted to Sharepoint.  Chairs will report outcomes of each meeting to the Partnership in the specified format.

Accountability, Evaluation and Review 

Co-Chairs of each working group are members of the Systems Change Working Group.  They will provide updates on the progress of each working group and bring recommendations to the Systems Change Working Group using the specified format. Additionally, it is recommended that each group complete a formal annual review of their progress to date and the alignment of their work plan to the overall Strategic Plan. This review should include a list of potential project and their funding needs to facilitate responses to funding opportunities.

Reference Documents  

Strategic Plan
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