Major Task Descriptions – New WIC Food Package

Implementation goal:  April 1, 2009
Overview of Tasks

	January 08
	Decide food policies

	February 08
	Develop food selection criteria

	March 08
	Research foods and supply system

	April 08
	Develop proposed food list by applying selection criteria to foods

	April 08
	Do fiscal analysis of proposed food packages

	June 08
	Gather input re: proposed food list

	June 08
	Decide policies re: medical foods and documentation for supplemental foods in Food Pkg III

	June 08
	Decide whether F/V cash value checks will be cashed at FMNP

	July 08
	Finalize approved food list

	July 08
	Finalize IWIN business requirements 

	August 08
	Design cash value check

	Aug/Sept 08
	Design IWIN enhancements in preparation for UAT

	Sept 08
	Determine if banking services contract must be amended

	Fall 08 
	Begin process to revise the Administrative Rules (minimum of 5 month lead needed)

	November 2008
	Develop post-implementation plan

	January 09
	Develop and implement local agency training

	January 09
	Develop and disseminate revised policies and procedures to Denver for approval

	January 09
	Develop and implement retailer training

	January 15, 2009
	Meeting to review if we are ready to implement 4/1/09

	February 09
	Test IWIN reports modifications 

	March 09
	Amend retailer contracts

	March 09
	Distribute client education materials

	March 28-29
	Deploy IWIN enhancements (to be negotiated, but March 30-31 fall on Monday/Tuesday)


Task Details
	Major Task
	Description (what is included in this task)



	1.
Decide food policies


January ‘08 


2 meetings
nutritionists; Brenda is 
lead
	· Need to do before can gather business requirements

· Food policies are about food packages. For example, definition of breastfeeding, prescriptions for soy products for children – do we document, keep copies, who can prescribe?

· What foods to consider when we have options (e.g., whole grains, fruits & vegetables, tofu and soy beverages

· List policies that need to be changed

	2. 
Develop food selection criteria


February ‘08

2 meetings with nutritionists, Don and Ken
	· Develop a plan for developing the criteria (who does what by when and who to involve).

· Review WIC food selection criteria and determine modifications needed

· Gather input from internal stakeholders about the criteria (concerned about timelines, who to include)

· Coordinate with stakeholders including Vendor Mgt Committee, WIC Coordinators
· Modify and finalize food selection criteria

· Administrative Rules

	3.
Research foods and supply systems


March ‘08

2 meetings with nutritionists and Don and Ken. 
Susan Pohl lead researcher
	· Develop plan for doing research
· Consult with wholesalers about their willingness to add products?

· Use food selection criteria to research foods that could potentially be added to food list, including availability and cost

· Research includes current foods as well as new products

· Research includes fruits and vegetables

· Document research results

· Coordinate ongoing research with Food List Proposal lead (Susan) and Food Selection Criteria (Brenda) lead


	Major Task
	Description (what is included in this task)



	4.
Develop proposed food list (includes applying selection criteria to foods)


April ‘08

2 meetings with nutritionists, Ken, Don
	· Review foods and supply systems research results

· Review food manufacturers applications

· Coordinate with Food Research lead (Susan) and Cash Benefit Methodology lead (Kala)
· Use food selection criteria to evaluate foods

· Incorporate results of review into proposed food list

· Draft a proposal, with justification/rationale, for new foods to be included or removed from WIC approved food list 

· Present proposal to WIC Coordinators
· Finalize food list proposal for team decision

	5.
Do fiscal analysis of proposed food packages

April ‘08 


Meeting with Don, Ken, Bruce, Kala (lead)
	· Analyze fiscal impact of proposed foods on food budget, caseload, banking costs, etc.
· Coordinate closely with food list development

· Results of fiscal analysis will be included in the food list proposal

	6.
Gather stakeholder input re: proposed food list


June ‘08 meeting Susan take lead
	· Develop plan for getting public input on proposed foods
· Get public input 
· Implement plan

· Focus groups of participants re: foods and education needs

	7. 
Research and decide policies re: medical foods, exempt formulas, Special Food package 3


June ‘08

2 mtgs. Nutritionists, Jill is lead
	· Educate and develop processes and materials for medical community re: prescriptive authority for calcium alternative foods and medically necessary foods (Jill’s idea re: checklist)
· Develop and implement plan

· This task can be done separately from food selection criteria. Not needed for food list decision

· Educate medical community re: change in infant formula amounts


	Major Task
	Description (what is included in this task)



	8. 
Decide Farmers’ Market Nutrition Program role(s) and coordinate with IDALS


June ‘08


2 meetings


Nutritionists, Don, Ken


	· Identify coordination points with other major tasks

· Coordinate with Margaret Long and Mike Bevins

· Consider what happens if FMNP goes away and Farmers’ Markets are still retailers available for WIC

· Consider doing a SWOT analysis

· Could be done initially or phased in the next year

	9.
Decide food list


July ‘08

2 meetings


All nutritionists, Ken, Don and Bruce
	· Make final decisions about food list

	10.
Gather IWIN business requirements


July ‘08

1 meeting


Teri and nutritionists
	· Meet with FSMC staff and Margaret Long
· Project manager meets with business experts and other appropriate parties to gather business requirements for software changes

· Create software specifications (model food pkgs, medical documentation requirements, etc.)
· Includes state, client services and WIC reports applications

· Finalize cost with Ciber

	11. 
Design cash value check 


August 08


Nutritionists, Don and Ken
	· Develop and implement a design
· Determinate denomination of these checks

· Determine whether we will allow ppts to add their own cash to the transaction

· Coordinate with FMNP and Senior FMNP on design and business rules


	Major Task
	Description (what is included in this task)



	12. 
Design and program IWIN modifications


August/September ‘08

2 meetings


Ciber, Nutritionists, and Teri
	· Develop and implement DFDD
· Research and propose IWIN application changes

· Develop and deploy release notes and user’s guide

· Includes state, Client Services, and WIC Reports applications

· Includes plan for creating new food packages and modifying existing food packages.

	13.
Amend banking services contract if necessary


September ‘08

Don and Bruce
	· Meet with FSMC

· Assess need for a contract amendment

· Revise contract/statement of work to reflect new services and increased volume of transactions

	14. Begin process to revise the Admin Rules


Fall ‘08


Nutritionists, Don and 
Ken
	· Includes food selection criteria, vendor selection criteria, inventory requirements and more

· Need to appoint a lead person

	15.
Develop post-implementation plan


Nov. 2008
	The post-implementation plan will include:

· Fiscal tracking after implementation of the new foods

· An evaluation plan and plans for course correction



	16.
Develop and implement local agency training 


January ‘09

2 meetings


Kala


Nutritionists
	· Assess  clinic staff training needs

· Establish and implement a training plan

· Consult with WIC Coordinators about communication strategy for clinic staff

· Develop and distribute staff educational materials including draft policies and procedures


	Major Task
	Description (what is included in this task)



	17. 
Develop and disseminate WIC policies and procedures


January ‘09

Brenda -lead


Nutritionists
	· Develop and implement a policy and procedure revision plan

· Coordinate policy and procedure revisions and review

· Update retailer monitoring tools and processes 

· Consult with WIC committees

· Develop and distribute program materials

· Identify program materials needing revision and translation (e.g. monitoring, client forms)

	18.
Develop and implement retailer training



January ‘09

Susan, Don, Ken
	· Develop and implement a training plan to assure retailer training needs are met

· Includes revising, approving, printing and distributing the training materials

· Update Power Point presentation

· Coordinate with WIC Coordinators and Vendor Mgt Committee about communication strategy for retailers/market managers

	19.
Determine readiness for statewide implementation


January 15, ‘09


Nutritionists, Don, Ken, and Teri
	· Allow time to consciously and strategically determine readiness to go statewide (go/no go decision)




	Major Task
	Description (what is included in this task)



	20.
Amend retailer contracts


March ‘09

Susan, Don and Ken
	· Include new Vendor Cost Containment strategies, as much as possible

· Consider what happens if FMNP goes away and Farmers’ Markets are still retailers available for WIC

· Develop and implement a contracting plan August-September 2008 (schedule training meetings/amendment signing sessions)

· Coordinate with DOH Contracts Office and AAG regarding contract changes December 2008

· Design/review materials associated with contract with Vendor representatives (IGIA members/Vendor Committee) September 2008

· Print materials associated with contract December 2008

· Write amendment to retailer contract and handbook – January 2009

· Coordinate with Farmers’ Market contracts – February 2008

· Capture food prices for all vendors February 2009

· Signed amendment to current contracts on file by March 14, 2009 (April 2009 – fresh fruits/vegetable checks redeemed)



	21.
Design, print and distribute client education materials March ‘09

Brenda – lead,

Nutritionists

(start work in June/July)
	· Consult with WIC Coordinators and WIC committees about a communication strategy for clients

· Develop and distribute client and staff educational materials

      -Convene a group to determine appropriate client messages and methods to 
       communicate these messages
      -Inventory reduction and replacement plan

      -Identify what materials in which languages are needed

      -Develop a client communication/education plan (materials may be for both 
       communication (short term and education (long term)

      -Implement plan

· Includes WIC Food brochure, new ppt video, How to Use Your WIC Checks, poster, flip chart and appropriate client education materials


	Major Task
	Description (what is included in this task)



	22.
Test and evaluate IWIN  WIC Reports applications


March ‘09
	· Develop and implement a test and evaluation plan

· Identify coordination points with other tasks

	23.
Deploy IWIN enhancements for Client Services and WIC Reports applications


late March ‘09
	· Develop and implement a deployment plan
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