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SECTION 1: WHAT?
[bookmark: _Toc530144872]Background
When a geographical area is affected by a natural disaster, its population is likely to have an increased demand for medical services. This may come from people that need urgent medical care, as well as those that have on-going conditions and need sustained medical provision. Hospitals and emergency centres are likely to experience high-volume of patients and this is likely to cause delays and unnecessary pressure on the delivery of medical services. The proposed project aims to alleviate this by creating a centralised database – C.A.L.M.E.R. (Centralised Alignment of Local Medication and Emergency Resources) that will direct users and service-providers towards alternative locations for medical provision and will specifically targets those suffering from chronic conditions and in need of an on-going medical care. The patients will benefit from being able to access specialized medical provision specific to their needs faster than having to queue and wait for assessment at hospitals and A&E units. By using C.A.L.M.E.R. the service providers will be able to reduce the risk of the patient’s conditions becoming exacerbated and provide sustained and effective medical care. A survey conducted for the Welsh Assembly Government indicates that the size of the project’s target group constitutes for 50% to 90% of the patients seeking unscheduled medical care (p.12 2008  Delivering Emergency Care Service)


[bookmark: _Toc530144873]Project Definition
[bookmark: _Toc530144874]
Purpose
The purpose of this project is to develop a database that aims to reduce the demand for medical provision in a natural disaster scenario by re-directing patients with chronic and on-going medical conditions to alternative specialized medical centres. 
[bookmark: _Toc530144875]
Objectives
1. C.A.L.M.E.R. will give information for types of medical services provided locally (WHAT) within a chosen geographical area (WHERE).
2. C.A.L.M.E.R. will direct service providers (doctors, consultants, specialists) to a local medical centre by type of specialism/provision of service (WHO). 
3. C.A.L.M.E.R. will show available resources on site (f.e. drinking water, oxygen tanks, asthma pumps, insulin injections, etc.) by location
4. C.A.L.M.E.R. will also offer transport solutions for patients unable to use public transport or their usual mode of transportation.
[bookmark: _Toc530144876]
Scope
· The project will cover a geographical area that is overlapping with the Swansea health board and Swansea local authority. 
· The project will target patients that fall within the groups categorized as priority 4 and 5 by the Manchester Triage System, i.e. standard and non-urgent category. (see Appendix 1). Any patients that need immediate resuscitation (priority 1) or are in need of very urgent and urgent care (priority levels 2 & 3) will be best cared for by the emergency services in their appropriate locations where the full range of service, tools and equipment is already available. 
· The project team will design and develop C.A.L.M.E.R. using Tableau software. They will be responsible for the design and coordination of the operational structure for the service provision but will not have operational responsibilities during the running of C.A.L.M.E.R. in a disaster situation (this will be handed over to project managers appointed by the end-users and stakeholders of the project, i.e. Swansea health-board and Swansea local authority council). 
· The database itself will be considered as a tool that provides first-point of contact when re-directing patients and service-providers to alternative locations for medical provision. This means that C.A.L.M.E.R. will not be a real-time database at this stage and will not provide a real-time ongoing update of the provision being currently delivered or of any resources left available. The focus of the database is to be an initial point of contact that will be used by the stake-holders emergency teams to re-allocate provision and resources. 
[bookmark: _Toc530144877]
Deliverables
The result of the project will be the creation of the C.A.L.M.E.R. database that will hold information on types of specialized medical provision, the location of these services, availability of transport routes and types to match the needs of the patients. For the purpose of achieving this end-result, several sub-targets have been identified, i.e.: 
1. initial research and project proposal (to be completed by 12/11/2018)
2. Design of C.A.L.M.E.R. (to be completed by 21/11/2018)
3. Development (to be completed by 3/12/2018)
4. Alpha Testing (to be completed by 4/12/2018)
5. Demonstration and beta testing (to be completed by 5/12/2018)
6. Implementation and training (to be completed by 11/01/2019)
7. Deployment (to be completed by 18/01/2019)
[bookmark: _Toc530144878]
[bookmark: _Toc530144879]Constraints and Resources
Human resources: the team members must carefully consider their skills and strengths and how are they going to bring these towards. Christine Woods is familiar with the software and has previous project management experience, therefore she is well suited for the role of project manager. 
Time management: The overall time available for the completion of the project is limited to just under 3 months, which is going to be very demanding in terms of planning and scheduling. As the project members are part-time students this limits the time available for meetings and work as a group to one hour on the Tuesday of every week of the project running (November 2018 to January 2019). 
Communication will be critical for the successful running and delivery of the project. This will include communication between team members for the correct understanding and timely performance of their tasks as well as communication with the stakeholders to identify and specify product requirements and keep them involved in the development process. Access to accurate and up-to-date data for C.A.L.M.E.R. is important both for its development and for the efficient running of the database.
Information: to achieve maximum functionality in emergency the data used for the C.A.L.M.E.R. database needs to be as accurate and up-to-date as possible. This will require close working relationship between the development team and the stake-holders/product users. 

Assumptions
One of the assumptions is that the key-holders will provided access to up-to-date and accurate data as the system will be as good as its data
Another assumption is that all medical resources and equipment will be stocked at or near the locations where they will be available in a situation of emergency. Similar is the assumption that the stakeholders will be responsible for the selection, appointment and allocation of all personnel involved in C.A.L.M.E.R. during an emergency situation. To ensure operational functionality, the stake-holders will be also responsible for ensuring there is continuous power supply as well as managing all resources during a disaster situation.
The nature and the scale of the disaster will be difficult to predict, however, the probability of flooding or strong winds is much higher in Wales than the danger of a tsunami or a forest fire. We must therefore assume that the conventional means of transport will still be possible, and that this service in particular will be able to be delivered. However, an alternative to transport provision and distribution of resources and medications to patients is a possible extension for the project.

SECTION 2: WHY?

Business Case 
Local health authorities and local government are considered category 1 responders and have “duty to assess, plan and advise” in making arrangements for civil protection in an emergency situation (part 1, p.3, 2015) Under the Civil Contingencies Act (Schedule1, p.25, 2015) and under the devolved government  ,,,, they are legally bound to ensure that health provision of the type that the C.A.L.M.E.R. project is proposing are in place during an emergency situation. 
In terms of operational delivery, the benefits for both health service providers and service users have been explained above in the background section.

Costs and Timescales
The funds for the project will be provided from local and national government budget for disaster planning as well as the local NHS board budgets. Risk damage and risk prioritization will be conducted during project development to provide a quantitative information for the size of investment that could be sought from the stakeholders. 


Risk Analysis
Potential risks during project development have been discussed in the constraints section above. In terms of project delivery during a disaster scenario, some of the following risks can be identified:
1. The nature and scale of the disaster makes access to the centres difficult or impossible. Possible solution for this is to look into linking more centres from other local authorities into a nation-wide network that will allow for the operational areas to compensate for those not fully functional. Another possibility is to look into alternative means of transport and delivering the health-care provision closer to the patients, rather than the patient to have to physically go to a provision centre (f.e. mobile centres, drones delivering water and medications, specialist advice and diagnosis assisted by technology, etc.). This however is outside of the scope of the project.
2. The static nature of the database, i.e. listing a pre-determined amount of resources, locations and service is only useful at the initial stages of the disaster. The risk is that patients may be going to a centre only to find out that there are no more resources left available, or the centre has reached its capacity and cannot cope with the demand for service. The solution could be to develop a dynamic database that can be updated real-time by the service provider, however this lies outside of the scope of this project.
3. An important point in terms of accessibility of the project is to ensure that the patients are aware of this service and know when and how to access it. There are numerous possible solutions for that, including creating a register that is linked to the patient’s records and working in a similar way to  the ‘Lifeline’ personal alarm for the elderly but in the opposite direction. 
Risk assessment will be looked into more detail at the later stages of the project development. 
SECTION 3: WHO?

Roles and Responsibilities

Project Organisation Chart/Structure
The project development team consists of 4 people: Christine Wood, Matthew Stokes, 
Project Sponsor

Project Team

Project Manager



SECTION 4: HOW AND WHEN?

Initial Project Plan
The project plan has been developed to cover the period of designing and developing of the CALMER database.
[bookmark: _Toc530144881]
Assignments
List of tasks were identified and agreed by the project manager, which in turn were given a timescale and assigned to a team-member.
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The plan seen as a sequence of activities (network diagram):
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· Human Resource
· Project Control
· Quality Control


ANNEX
The Manchester Triage System Criteria
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