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To provide an innovative rehabilitation response that will enhance personal Training & Employment plans for people wishing to
change their drug using life style.
To provide through our Community Prison Link (CPL) a link between community and prison based services through the
development of treatment and rehabilitation.

Our Values
•

We ensure all individuals are treated with dignity by providing a supportive environment based on respect and confidentiality.

•

We support individuals to reach their full potential in their recovery and their future employment / education goals.

•

We demonstrate transparency and accountability in our practice and organisational systems and structures.
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Stakeholder Analysis

Operating within fixed funding and time parameters we believed that the canvassing of those
surveyed would provide us with multiple sources of information through which a thorough and
realistic three year plan could be devised. This process proved to be productive.

Introduction
This document was commissioned by FusionCPL, to reflect on where the organisation is
currently and to support their strategic development over the next three year period. This
document includes a series of interviews with key stake holders, board members, clients
and staff. Several of the strategies contained within this document are distilled from these
interviews. The development of any planning process must take into account issues such as
the resources available to the organisation and its current ethos and philosophy, the levels of
success already achieved bythe organisation and obstacles to potential growth into the future.

The perceptions of those who routinely engage with the service were largely positive. Indeed
we didn’t find any one source of information who questioned the competency of the staff or
management or who voiced concerns regarding the future of the organisation in the years to
come.
We found accounts of best practice, acknowledgements of the organisations capacity to adapt
and develop new service offering and a recognition by funding bodies of the valued work
being undertaken by the FusionCPL team.

FusionCPL is an organisation whose financial resources have been gradually depleted over
time. Despite this they have managed to consistently meet, and exceed their stated goals and
objectives. Whilst acknowledging that this has been the case, it is important to note that the
staff team were at times stretched to the limit meeting these objectives.
The purpose of this report is to provide an overview of the FusionCPL organisation, its goals,
achievements and practices which will inform the development of a three year strategic plan.
Through structured and semi structured interviews during this information gathering phase,
perceptions of staff, board members, funders and key stakeholders were sought. Interviews
were transcribed and thematically analysed with a view to establishing the strengths and
limitations of the project, its potential and constraints. It also addresses the current operational
landscape for the organisation, and the views of its client group. It looks at how FusionCPL is
viewed by funders and comparable projects both within the locality and nationally.

The interview process also highlighted a number of areas of interest and potential funding for
the organisation. Thematic analysis is by its very nature often mired in detail, however it also
allows a level of insight which otherwise can be missing in terms of organisational planning
and design.
This analysis will form the informational structure for the three year plan and as such included
as many informants as we could access. They offer what we believe is a road map for the
organisations future which sets out both the challenges and avenues to be pursued. This will
be fully detailed in our next report.
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Qualitative Interviews
Staff members
Staff were seen as a key strength of the organisation. They were considered highly committed
and forward thinking. This was evidenced in a variety of ways. Staff routinely exchanged ideas
regarding how best to develop the organisation and demonstrated a willingness to take on
new roles and responsibilities in the furtherance of these ideas. The engagement between the
staff and the manager facilitated this process. Staff valued the open-door policy the manager
had created and felt that their opinions and insights were given due weight and consideration.
Of note was the comment of one staff member who expressed they ‘Felt comfortable
celebrating their successes but also felt secure enough to acknowledge when things went
less well or when mistakes were made’. , she added ‘if circumstances arose which proved
problematic, they knew the mangers input, support and advice would be available and given
without judgement’.
This statement captures the working environment of FusionCPL. Whilst no one staff member
articulated a well-defined organisational ethos, collectively there is a strong team ethic which
permeated throughout the organisation. Their collective input suggested the organisation
worked collaboratively, felt comfortable seeking advice from each other and considered each
person’s role of equal value.
This is not to suggest the working environment was entirely frictionless, nor indeed that the
caseloads carried by both the staff and the manager were not significant. As one staff member
commented ‘Compared to other projects we seem to take on greater numbers and have more
to do ‘
However there was a clear sense that while the levels of/and quality of work was
acknowledged and appreciated by both the manager and the board, this was not matched by
the salaries being paid in the organisation. As one staff member commented I routinely meet
members from other organisations who are in a position like my own, who do less work but are
better paid.
While salary levels were an issue it was acknowledged that there were compensatory
mechanisms both in terms of the organisational structure, the work with clients and the
approach of management which motivated staff to remain in the organisation. In analysing the
staff member’s response it was clear that each individual in the team valued the trust placed
in their abilities and the degree of autonomy the manager allowed in the fulfilment of their
duties. This was expressed several times with several team members commenting that ‘I like
the fact we are not micro managed’

When staff were asked to consider their response to the changing profile of drug use within
the community they served, they were able to concisely identify the nature of change they had
experienced within their client group. They also recognised what change was required by the
organisation to address these emergent needs. ‘It wasn’t as though the change happened
overnight, but we saw it coming and our services offering evolved proactively
When asked if this change was organic in response the staff indicated that ‘the manager was
methodical in planning ahead and regular team meetings allowed the necessary changes to
be made with minimal disruption’. This would seem a feature of the organisation. The staff,
board members, stakeholders and in the case of at least one funder collectively described an
organisation which implemented practices which enabled them to respond to changing need.
FusionCPL operated and was subject to the cuts in funding in the economic downturn. The
importance of how resources were used became increasingly challenging.
Having information and pertinent knowledge on the trends of drug use, the psychosocial
effects of deprivation, their populations risk profile, and proactive preventative strategies
would appear to have allow FusionCPL to continue to provide refuge and service to clients
with minimal disruption. This is evidenced by the fact that despite funding cuts throughput
through the service did not decline during this period. ‘We are client centred, that’s what
keeps us going’ commented one staff member.
However, to quote Alan Thomas on the theory of organisational crisis ‘good intentions may
feed the soul of an organisation but overtime the centre, withers and decays, motivation levels
drop, staff attrition rates rise. Whilst there was no evidence to suggest this process is at work
within the organisation, staff were by and large happy and content, there was a prevailing
sense amongst the staff interviewed that the organisations current levels of funding, and
current salaries did not reflect the quality of the projects work.
However staff acknowledged ‘The manager’s hands are tied’
‘I know she (the manger) continually fights to get us our increments’. The board was also
commended for its efforts in this regard and for its approachability.
In conclusion while the staff felt supported by both the board and manger the lack of what
they saw as adequate compensation was an issue.
While salary increases may not be possible at this time, compensatory working practice could
assist with staff morale and staff retention.
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When questioned regarding compensatory working practices, staff indicated the following
would be viewed favourably
1) Shorter working week,
2) Flexible working hours,
The notion of flexible working hours echoed throughout the staff interviews. The idea has
obviously been the subject of previous discussion.
However given the small staff numbers, the nature off the client group and their potential
need for crisis intervention, the practicalities of flexible working hours would require careful
consideration.
Questions regarding staff safety were discussed. Staff indicted they felt safe and indeed
there would appear to be a robust safeguarding policy in place which is reviewed regularly
by the manager. However in discussions with staff there were some incidences which, though
dealt with adequately, would suggest that issues relating to client boundaries had been an
issue. The nature of these issues is in many cases a function of the client groups the project
addresses. Vulnerabilities within this grouping can lead to misunderstanding and invariably
complaints. The speed of intervention by both manger and staff ensured these issues were
dealt with in a professional and respectful fashion.
In discussion with the staff members about the future orientation of the organisation the
following six possibilities were identified:
•
•
•
•
•
•

Building on FusionCPL existing menu of services but expansion of certain programmes
Specifically, adventure training and similar activities
The extension of FusionCPL prison work
The possibility of transitioning the project into a day-care space
The introduction of flexible working times
Highlighting FusionCPL programmes and successes via website and social media as a
mechanism to leverage greater levels of funding
Increase the level of networking the project engages in locally and nationally

While each of these ideas has merit, they are dependent on an increase in the current levels
of funding and an increase in resources. The development of additional networks and linkages
would for example, require the manager to spend greater time on this aspect of her work. This
would come at a cost to the case load of clients she currently carries. Similarly the additional
levels of technical expertise required to promote and publicize the successes of the project are
beyond the organisation current resources. Up skilling current staff to use social media more
effectively would also prove problematic given their current caseloads. However these ideas
need further exploring to find ways they can be delivered.
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Client feedback - key themes
A group facilitation process was conducted with ten participating clients of the project. This
process was conducted using a semi structured interview process. Collectively it was clear the
group shared opinions and ideas about the service and those who worked within it.
The following themes emerged;
a) The group felt that the level of engagement provided from the FusionCPL staff was
exemplary. They also felt that the menu of services on offer was beneficial both in terms of
employment and educational opportunities but perhaps most surprisingly in terms of the
opportunity it provided to develop peer support and social activities. The latter was surprising
in terms of its impact as one person stated ‘I really had forgotten what it was like to talk about
everyday things, it was always drugs, how to get money for drugs, who had drugs.
Now when we do groups or go on activities, we talk about everything, it’s a different mind-set
really.
b) The group felt extremely secure within the centre. They felt valued, and appreciated that
they were being treated like adults. Most importantly the group felt that they were held and
heard when in the service. As one person stated
If you do something wrong, they will pull you, but if you are wronged, they will listen to you
and make sure you are treated fairly’. They gave examples of when these situations had arisen
and had reached a successful conclusion. As one person who had been a participant in one
situation said, ‘I got to say my piece, got an explanation and then we just moved on, I loved
that cos when I was on the drugs, I was all about the drama’.

people who are addicts and it’s all about getting help’. She suggested FusionCPL should
actively promote its activities and that its efforts would be therefore be more appreciated.
f) The approachability of the staff was also positively commented on. Group participants
indicated that they saw them as providing constant support. In response to whether this was
about staff confidentiality and care one participant clarified that ‘It’s about them treating me as
a person’. Another participant stated that by finding him meaningful employment the project
had given him back his dignity, and purpose’
‘Before my addiction I’d always worked ,looked after myself and my family, I lost that but I’m
getting it back now’
g) Throughout the discussion, it was apparent that those participating had struggled with
different addictive substances. They were different age groups and had different educational
background and the group was a gender balanced. This speaks to the projects capacity to
engage with clients in a way that is respectful of difference, and which tailors its response
offering to the needs and competencies of its client group. (This is something we will touch
upon during the stakeholder review section).
h) The group also addressed the notion of stability, one commented ‘there’s more to me now,
but I know how easy it is to slip. The work, the services here, reiki, yoga, group, counselling,
they make a difference, its filling time with good experiences.

What was clear was that the organisation had a clearly defined complaints procedure and that
it was fully explained to clients when they first engaged with the service.

Several members confirmed this notion that recovery was a process and the varied menu of
offerings within the project sustained that process. Almost by default it would appear that the
very diverse options on offer provided an anti-dote to boredom and as one participant
said ‘left to my own devices I don’t think I would have got here ‘another added well you
definitely wouldn’t have stayed ‘.

c) The issue of stigma was brought up by several members of the group. The nature of the
discussion was interesting in that it addressed the notion of stigma from three different
perspectives. Several clients spoke of the fact that FusionCPL was to some degree a hidden
refuge of sorts. It had a low profile and consequently they could attend the service without
advertising their addiction. As one man said, I’m a bit torn with it, I’d recommend the service
to my mates but I’m glad it’s a bit of a secret.

i) This last theme relates to the sense of camaraderie felt by those who attended the group
review. They were comfortable with each other, respectful of the interviewer and unfailingly
honest. Whilst it is clear the group presented with significant problems they were not defined
by them within the project and they acknowledged and appreciated this. As one commented
‘on activities Stephanie is just like one of the group, that means something, especially when
you are used to being treated like dirt’

d) This comment was echoed by several members of the group. Here was the true anomaly, a
service which they knew worked, which they would happily recommend to others, but which
they wanted to be anonymous.

j) Finally the group was asked to individually rate the project using a Likert scale of one –ten.
As a group they scored the project as an eight.

e) This idea was challenged by some in the group who felt that the organisation needed a
higher profile, ‘I know loads of people who could do with the service, but they don’t know
where it is, what it is’. One participant argued and suggested that the work done within the
project should be publicised more in the locality. The issue and idea of stigma was challenged
by some - as one woman said,’ I am a drug user and this place saved me, I got my life back I
have a job’ why would I deny that to others. Everyone knew I was an addict and we all know

When asked why an eight and not a seven or nine, one commented ‘Nothing is perfect but
they do their best’. On the surface this might seem a puzzling response but I believe it speaks
to the comfort they feel within the project and the sense of empowerment and security they
feel within its walls. It was said with fondness which is perhaps a true reflection of clients’
opinion of the project.
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Stakeholders Interviews
As part of this preliminary analysis FusionCPL organised interviews with a number of key
stakeholders. These included funders and those who provided Community Employment for
FusionCPL clients. Interviews were conducted via one on one meetings and by phone. It
should be noted that whilst the interviews and the organisations were very different there was
a remarkable consistency of response. Though one stakeholder did express the opinion that
FusionCPL was considered to be overly bureaucratic and formal.

6) The idea of additional supports was further explored. When asked about the need for
special inputs and periods of grace for these clients, one manger explained that CE schemes
had changed, practices were more formalised. However he noted ’I discuss each case with the
manager and we prepare the ground, I think she knows she is sending her clients to a safe
environment. Another commented ‘they are treated exactly the same as everyone else and I
think that’s what makes the placement work.

And that in their view ‘In Many ways it’s seen as too professional ‘the same stakeholder
commented that ‘FusionCPL perhaps was seen as reluctant to share its services with other
agencies that might be better placed to expand them’ However the following shared themes
emerged from the stakeholder consultation:
1) Level of preparedness. The organisations indicated that they had great faith and confidence
in the judgement of the organisation when it came to client recommendations. One
commented FusionCPL clients came with a level of preparedness not usual in drugs related
placement services ‘They fit in , become part of the team, some of this is confidence but some
of it is obviously the pre-work conducted with them prior to their arrival
2) The organisations also noted that the skills sets of the clients were employment orientated
and commented on the FusionCPL strengths based placement process. When asked to
comment further the employer stated ‘we have had admin and finance staff, kitchen staff,
childcare workers, they required little training and by the time they are finished with us they
are ready to move on’. When questioned if the skills sets were a product of the organisations
own training options one manager stated ‘It’s a collaboration, they come skilled, we
might offer extra training but they come to us skilled’.

Recommendation: The possibility of mainstream employment and mainstream placement
offers a potential for growth for the project. This will be addressed in the strategic plan.
Funder interviews - Probation services The interview process with the Probation services
was intended to be a brief review of the project and a look at the parameters by which funding
was allocated by the probation service. Two members of the probation service were in
attendance. Both participants indicated they were happy to participate but indicated that the
information they could give was not to be recorded and to be treated in confidence.

3) The organisations stated that the clients who arrived from FusionCPL were motivated to
succeed. ’They send us clients who want to move forward ‘but that ‘it isn’t sink or swim’.
Managers spoke of the projects judgement in who was ready or who required additional
inputs before employment options were pursued. One emphasised that ‘stability and recovery
and employment readiness were not the same thing’ and that the FusionCPL team were aware
of this fact. One commented we work with the public, there is a way of behaving which
is required ’FusionCPL have never placed a client with us who wasn’t ready to succeed, they
are client led but conscious of our needs, it’s a mutual thing’.
4) When asked to discuss clients who had not made the transition successfully, those we spoke
to struggled to identify cases.’ There are slips but we work together to solve them’. They also
wanted clearly stated that even in the cases which were problematic FusionCPL provided
additional supports, counselling and trainings as required to ensure the client settled back into
employment, and that they were kept informed as to the clients progress.
5) When asked if the clients presented with any particular problems, the only issue noted was
that FusionCPL often provided supports and trainings which ran throughout the working day
and this sometime interfered with rostering. However the organisations indicated that
the ongoing training was a part of what made FusionCPL placements successful.

7) Finally the question of direct mainstream placement was discussed. Given what had been
said earlier the question was posed as to the extent to which direct placement could be
applied. This question was treated with a degree of caution and the caveat that it was not an
option for all clients, those interviewed indicated that they had employed FusionCPL clients
who they felt were ready for mainstream employment. As one commented, ‘they arrive stable
and skilled, also many are not opiate users so the change mainstream employment
as an option shouldn’t be discounted’.

Regarding current levels of funding it was noted that following a series of conversations
with the manager of FusionCPL an agreement had been reached which would see funding
partially restored although not to the levels requested, Further it was stressed that this funding
allocation was not a reflection on the work of the FusionCPL project but that all funded
projects (some 63) had received similar cuts in terms of their overall funding. When questioned
as to their knowledge of the project, its achievements and its future aspirations, both indicted
that they had some knowledge of the project based mainly on the reports produced by the
project. Initially it was suggested that there was some anomaly regarding the numbers of
probation clients FusionCPL worked with, however it was agreed these numbers would be
checked. They indicated that this issue aside that they were happy to continue funding the
project. However Probation was undergoing a review process and that this may affect future
funding.
When questioned as to the nature of the review process I was informed that probation had
been tasked with reviewing the role of Community Prison Link (CPL) Workers with a view to
producing a service underpinned by universal evidence informed practices and programmes.
It was suggested that the current process of CPL working lacked clarity and standardisation
and consequently protocols, procedures and practices were being examined. This process was
being reviewed in conjunction with both the HSE and the Probation Services.

Page 8

FUSIONCPL STAKEHOLDER ANALYSIS AND BUSINESS PLAN | 2019 - 2022

They indicated they intended meeting with all organisations employing CPL workers to discuss
this process in the coming weeks and that FusionCPL would be one of the first projects visited.
They indicated that the FusionCPL Community Prison Link Worker was held in high regard and
that the organisations interest in family support work including the Reach Out programme had
been noted. They were interested in how far the service design had developed, how advanced
the programme was in terms of its implementation, and who the programme would target.
I informed them that the programme was evidence informed and suggested that further
information should be sought from FusionCPL. The interviewees, one of whom was charged
with overseeing the reform process indicated that this was the type of programme they were
seeking to introduce and would be arranging a meeting with the project in the coming month
to discuss it further.
Recommendation - The role of the FusionCPL Community Prison Link Worker and the Reach
Out Project are of active interest to the Probation service. There may funding opportunities to
train people in the roll out and delivery of the Reach Out programme.
Board member interviews
Individual meetings with all FusionCPL board members were conducted using structured
questionnaires. Again there was remarkable consensus amongst board members regarding the
project, its management and its future orientation. While some areas of difference were noted
these were almost exclusively the opinion of a single individual and related to single issues.
The following themes emerged:
A) The success of the project over the previous three years
There was a strong consensus that the project had performed well over the previous period,
that targets had been met and that the project manager had dealt with funding constraints
by carefully managing resources and the effective deployment of staff. There was also a
consensus that the manger had developed a proactive response to changes in the profile of
drug use within the area as one indicated ‘She keeps the pulse of what is happening on the
ground’.
Indeed the manager was highly thought of by board members both for her managerial skills
and for her capacity to maintain linkages with other agencies within the locality. The board
felt that the project remained client centred and several commented that this ethos was very
much driven by the manager ‘she knows her client base and her stakeholders and really treats
everyone the same” The board did express concern that the current caseload carried by the
manager placed an additional burden on her overall role and responsibilities, but they also
suggested that this engagement ensured that the projects focus on clients remained central.
As one mentioned ‘in an ideal world we would have enough staff so the manger didn’t need
to carry a case load, but it’s a small team and her expertise is needed in both roles’. The board
also commented on the skills sets of the team and the strong collaborative working practices
the organisation had developed. We have been set high targets by funders, one commented
and ‘you need a talented team to achieve them’. The level and types of services the project
offered also was seen as a challenge ’ for a small team they have huge demands placed on
them ’ one indicated but followed this comment with the following statement’ each input is

required so it’s hard to see what could really be changed without having a direct impact on
clients’ . This level of demand is apparent when one considers the menu of services on offer
and the time involved in the development of individual care plans for clients. The project has
created a level of service provision which is exemplary, but also requires careful management
of what are static resources. Board members were aware of the innovative practices employed
by the team and the difficulties this presented given the projects current demands and
financial constraints, ‘As a team they get things done, it’s often a struggle but it gets done.
The board highlighted two examples of this in the activity groups and the reach out project.
They felt that both projects offered opportunities for growth and future funding.
In describing the effort required to meet the demands of existing services while developing
new services “a board member indicated it came down to the management and the teams
work ethic ‘they are willing to put the extra effort in ‘but did caution ‘This may not be
sustainable over the longer term, people have limits ‘. This concern was raised by several
board members. There was a consensus that ‘the existing work load and ongoing worry
regarding funding could lead to burn out and staff attrition in the longer term.
When asked how this might be addressed the expressed opinion was that the management and
board had developed collaborative working practices which moderated some of these effects,
’We have a motivated team who value the work they do and a manager who ensures the team
practices self-care strategies, but extra staff and funding is a pressing and immediate need’
The board recognised the relationships the manager had cultivated with employer
organisations. When people are ready, one said ‘this organisations seeks meaningful
placements’ When pressed to contextualize this statement ‘the organisations know when
they get a FusionCPL client, the client will be prepared for work, they trust the managers
judgement’. This comment echoed the statement made by the stakeholders
interviewed. In summary the board seemed highly supportive of the manager and staff of the
organisation, they were aware of the work and activity levels and appreciative of the levels
of commitment shown. They recognised the potential concerns regarding staff fatigue and
overload and acknowledged while targets had objectively been met changes with regard
to funding and staff supports such as flexible working hours would need to be introduced if
motivation levels were to be retained.
B) Skills assets and strengths of the organisation
As indicated above the board recognised the abilities and commitment of staff. Noted was the
projects capacity to address a changing drugs environment and the combination of skills the
team possessed both individually and collectively.
The manager was considered a key asset of the organisation. The collegial atmosphere of
the team was appreciated and the levels of engagement established with an extremely hard
to reach population noted. A specific strength was the in depth planning of interventions for
clients. One board member commented ‘FusionCPL do not offer a one size fits all service’
and indeed there is considerable evidence which indicates that tailored provision based on
assessment of individual need is central to the engagement process practiced by the project.
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Other strengths identified were the careful management of client placements and the
recognition that a holistic approach to client preparation is needed ‘it isn’t where the client
begins that matters but how we can support them to be a better person to reach a successful
place in their lives. Training, education, counselling, job placement, it’s a journey and
everyone has different stops. The board were keen to stress the progression rates of clients
into meaningful employment and noted the ethos of mainstream employment as being the
ultimate goal for capable clients.

Though it was also suggested that presentations by staff to the board would give the board
more in-depth knowledge of the workings of the organisation. ’the manager knows what
happening on a day to day basis on the ground, in reality we lack this knowledge and so top
down management is not an option” another argued that ‘any input offered the manager
accepted’ but suggested ‘these inputs often lacked clarity because we don’t have the
managers knowledge of the organisation. Overall there appeared little appetite to change the
management structure however it is clear that expansion of the board would be beneficial as
would having board members with specific skills and experience.

The relationship with funders was also seen as a strength. The success of this process was
deemed to be the responsibility of both management and staff who actively cultivated these
relationships. Nonetheless this did not protect the project from funding cuts, Although when
this issue was raised one board member indicated that whilst this was the case ‘it meant the
door was never entirely shut to us’ and mentioned the outreach programme as an example
of a positive result due to the persistence of both manager and staff in maintaining good
relationships with stakeholders.

Conclusion
This section of the document was intended to synopsise the opinions of staff, management,
board members, clients and stakeholders. This exercise was conducted as a first phase in the
development of a three year strategic plan. Clearly within these interviews there were ideas
and opinion which might prove purposeful for FusionCPL as an organisation. What is also clear
is that the organisation as it is currently positioned sits at a crossroads of sorts, and this is also
captured in the interviews. The interviews describe a vibrant organisation, staffed with highly
skilled individuals but subject to financial pressures. The interviews also offer some insight
into how the organisation might develop and progress, including developing new programme
options and offerings. Of note is the fact that the path being followed by the organisation
would appear to be consistent with the proposed changes being proposed by one of the
projects key funders. Nonetheless this document sets out to reflect opinions which now need
to be distilled and re-examined. This process will form the final three year plan, this is not
to dismiss the recommendations but each will need to be tested in the planning process for
suitability of fit, practicality and added value.

C) Perception of the project within the locality
Overall the consensus was that the project was viewed extremely favourably by other
organisations in the locality. This was also reflected in the interview process with clients
who indicated they had left services within the wider area and switched to FusionCPL. The
structured approach taken by the project to client preparation and progression has proven
successful and this structured approach, is appreciated by clients and key funders. Overall the
projects position within the community would appear to be largely positive.
D) Requirement for growth
There was a strong consensus that the notion of growth and sustainability were strongly
linked in this project. One board member choose to express this as’ evolution rather than
growth’. The organisation has already demonstrated a capacity to evolve, change and cope
with external environmental pressures in the past. The development of new service offerings
and new funding opportunities are clearly present but ensuring these opportunities will be
realized may require additional support for the manager of the project and very possibly the
deployment of new or redeployment of existing staff. It may also require additional inputs
from the board
E) Board membership
The consensus was that the primary role of the board was to act as a support for the manager
and team. The majority of the Board were willing to take on new responsibilities as required
and indeed several offered ideas as to how they might better engage with the service. Whilst
this need for additional input was recognised by and large the board members felt that the
current structure and functioning of the board was adequate, though a view was expressed
that the board were just rubber stamping decisions with little discussion.
With one exception, they also believed that the bottom up style of board management,
wherein the manager provided the board with information regarding project activities was the
most effective form of management/board structure.
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Introduction to FusionCPL 3 year Strategic Plan
The purpose of this section of the plan is to examine current levels of operations, models of
practice and client needs. It profiles the changes in drug use in Ireland and in Ballyfermot
and also looks at the demographic context that FusionCPL are working in. It looks at ways in
which additional resources might be accessed to increase the capacity of the organisation to
meet the existing and emerging needs. FusionCPL has already altered its practices to address
changes in the patterns of drug use locally. Change management is already a fundamental
part of what FusionCPL does.

These studies also identified two additional factors. Studies conducted in Dublin established
that drug use disproportionately affected the young, with up to 10% of the 15-24-year age
group using heroin (Bradshaw 1985), with an even higher proportion (14%) of men in this age
group already deep into addiction (O’Kelly et al, 1988). These studies also established that like
disease, drug use invariably transitioned from its initial source site to other areas. Bradshaw
(1985) detailed the speed with which opioid use transitioned from areas in Dublin inner city to
suburbs where similar patterns of deprivation could be found.

This plan reflects this ethos and provides a roadmap which will allow the organisation to
maintain the high standards of productivity and excellence already achieved and identify
opportunities for innovation and growth into the future. This plan looks at opportunities
for growth and future funding, how to increase the profile of the organisation locally and
nationally, and opportunities for interagency collaboration and networking. It also details a
number of opportunities and challenges the organisation is facing and outlines strategies and
actions for meeting them.

The nature of this pattern of drug use and in particular the highly addictive nature of the
drugs being used, heroin, diconal, and palfium, did not surprisingly produce a public health
response. Instead as was the case internationally the response to the Initial crisis in the early
1980s focused on legislative changes to reduce the supply of drugs. Little was implemented
in the field of demand or harm reduction and treatment services remained predominantly
abstinence focused. This process continued until it was recognised by government that the
country faced a generation lost to drug use and communities blighted and immobilised by its
impact. Finally, the Department of Health, forced by community led initiatives recognised the
shortcomings of these responses and set in place a series of specialist community-based task
forces charged with the management and treatment of those experiencing addiction issues.
To facilitate this process the Task Forces assisted in the introduction/formalisation of specialist
agencies within each area familiar with the pattern of usage and community norms of their
own locations (in fact many of the task force funded organisations had already been operating
without financial supports for a considerable period). The Ballyfermot Drugs Task Force
was one of the first Task Forces established nationally.

Drug use within an Irish context
The nature of drug use in Ireland has changed. Opioid use is in decline, but has been replaced
with drugs with the same potential to cause debilitation, psychological and physical damage
to the individual and untold harm to families and the wider community. The numbers of
prisoners receiving custodial sentences for drugs related offences has more than halved
in a two year period. Those entering prison for drugs related offences are younger and
consequently leave prison with much of their lives still to be lived.
In the early 1960s and 1970s, research on the use of illicit drugs in Ireland found evidence
of amphetamine (Walsh 1966), cannabis, and LSD use (Masterson 1970; Nevin et al 1971).
However, these research studies did not indicate a level of use to warrant concern. Essentially
drug use throughout this period was viewed as illicit but largely recreational in nature. By the
late seventies, however a growing trend in the use of opiates was brought to public attention.
This trend was reflected in the numbers seeking and receiving treatment for opiate-related
problems. Over the 5-year period from 1979 to 1983 numbers seeking treatment rose from
182 to 1,028.
When patterns of use were finally subjected to rigorous examination in the late eighties,
it became clear that opiate use was disproportionately concentrated in areas where high
unemployment, poverty, and deprivation were the norm (Dean et al 1983; O’Kelly et al. 1988).
This pattern of distribution was remarkably similar to that found by Pearson et al. (1987) and
Parker et al. (1988) in their research studies conducted in England.

Initially these agencies were charged with dealing with a client base largely addicted to
opiates but over time the nature and form of drug use within communities changed. The
typology of opiate use and the treatment options utilised had profound consequences on
the physical health of the individuals who had used these drugs. The public perception of
opiate use and the accompanying public knowledge of its consequence and its effect on
communities also led to a gradual decrease in the use of opiates over time. In recent studies
conducted by Mc Donnell & Opaka (2018), and Kelly (2016) figures produced by the EMDEGA
suggest that opiate use has sharply declined. These studies, however, do not suggest a
decline in overall drug use, but rather a change in drug preference. These studies indicate that
drugs use remains at near epidemic levels.
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These studies demonstrate once again that amongst adults aged between 15/34 years, 13.8
% were regular cannabis users, 4.4 % used MDMA, 0.6% used amphetamines, and 2.9%
reported cocaine use. Whilst the issue of crack cocaine has been highly publicised in Ireland,
there is little evidence the drug has gained the same level of traction here that it has in the
United Kingdom or United States.
Change in the pattern of drug use can also be discerned when one considers the drug use of
those entering treatment i.e. Cannabis, 27 % Amphetamines, 1 %Cocaine, 12 % alcohol 40 %
other, 21 % (Included here is both opioid based synthetics and prescription drugs).
The Government’s decision to include alcohol as part of the remit of drugs projects has meant
that service provision to clients has had to fundamentally change. In a survey conducted in
inner city community projects Mc Donnell and Opeka (2017) and Mc Carthy and Savage (2017)
found evident change in the protocols of engagement and treatment, organisations were now
utilising to meet changes in their client populations.
Similarly Masters (2016) suggests that since the type of drugs now being used do not have the
same propensity to cause long term cognitive, neurophysiological and physical effects that
sustained opiate use had, he suggests that the types of treatments organisations now have
on offer indicate that drug use can be treated more successfully. Therefore people’s lives can
be not only sustained or saved but that a full return to social function is now manageable and
achievable goal for those entering treatment.
Drug use in Ballyfermot
In many ways Ballyfermot area was fertile ground for the development of illicit drug use.
The area shared many of the same demographic risk factors of the inner city and few of the
protective factors needed to buttress against the spread on these substances.
As with the inner city, drug use initially focused on opioid use. Unlike the UK where smoking
was the primary mechanism of use, intravenous drug use became the norm. This had far
reaching consequences in later years with the development of HIV, Hepatitis and a range of
other debilitating blood disorders (Parker 1978).
The Task Force for Ballyfermot was established in 1997. The task forces were unique in that
unlike previous attempts to legislate for drug use the Task Force placed a greater emphasis on
treatment and rehabilitation.
The numbers engaged in active drug use at this time were stark. It was estimated some 600
- 1000 people were using heroin within the locality. The Task Force immediately set in place
treatment and rehabilitation services. However consistent with best practice in relation to
drugs treatment (WHO, 1995) government mandated that after-care treatment and planning
was also a feature of any intervention plan initiated. The rationale for this process was an
awareness that drug use was associated with the development of negative peer groupings,
cognitive decline, isolation and insularity amongst users themselves.
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The availability of a social support system, work orientated planning and up skilling could,
evidence suggested (O Mara 2011) dissipate the worst of these effects. In 1998 1000 places
for people with drug problems were created nationally on CE schemes and Ballyfermot was
allocated 100 of these places. This development led to the creation of FusionCPL and later
through the amalgamation with a Community Prison Links service in 2003, the final iteration of
FusionCPL was established.
The organisation now consists of four members of staff; A Manager, Community Project
Worker, Community Prison Link Worker and a Receptionist/Accounts person. FusionCPL
is currently supported by Ballyfermot Local Drug Task Force (BLDT), Department of Social
Protection (DSP), Health Service Executive (HSE) and the Probation Service.
Demographic data for Ballyfermot
As stated previously the demographic profile of Ballyfermot is often viewed as a contributing
factor to the initial introduction of drugs within the area. The area has undergone considerable
change since this period. Nonetheless significant disadvantage remains. The area is a RAPID
area and a Local Alcohol and Drugs Task Force (LADTF) area. In terms of administrative
areas, it includes eight Electoral Divisions (EDs): Cherry Orchard A, Carna, Cherry Orchard C,
Kylemore, Decies, Drumfinn, Kilmainham A and Chapelizod. Based on their HP Deprivation
Index scores, seven of these EDs are categorised as ‘Disadvantaged’. Significantly the small
area health research Unit (SAHRU) indicates that 6 of the 50 most disadvantaged Electoral
Divisions (EDs) in the state lie within the area.
Levels of deprivation remain pervasive and a fundamental feature of the demographic profile
of the area is exposure to population health risk factors. The seven EDs encompass 88 Small
Areas (SAs) the majority of which are classified as either ‘Disadvantaged’ (10 to -20) or ‘Very
Disadvantaged’ (-20 to -30). There has been no significant population change within the lot
areas since 2011. Between the census periods 2011 to 2016 the population numbers has
remained stable at 25,114.

There are however some signs of improvement, there has been a 12% decline in the Live
Register since 2012 and there is a distinct trend towards
improved educational attainment outcomes.
The proportion of the population with only primary education has been considerably reduced
and figures from the Higher Education Authority (HEA) indicate that third level progression
among those aged between 18 to 20 years in Dublin 10 now stands at 16% a considerable
improvement over recent years (though still lagging behind a national norm of 52%).
The proportion of the population with third level qualifications is higher now than they have
ever been in the 8 ED’s of Ballyfermot and Chapelizod. This is a cause for optimism but
the most impressive feature in this educational trajectory is that in over 80% of cases those
attending college are the first member of their family to do so. Providing adequate supports
to maintain this upward trajectory of educational attainment will be a key factor in shifting the
deprivation index for the area in the short to medium term.
Policy Context
Eurostat drugs report (2018) changing pattern of Drug use. Opioid use declining, primary drug
use between 18-34 yr. olds cannabis, MDMA, Amphetamine, cocaine. Primary entrant drug
now cannabis and cocaine/prescription medications.
Irish prison services and probation services strategic report 2018-2020 (2018) cites the
following protective factors against re-offending. These include: within prison family
supports to act as a positive influence and maintain family cohesion; post release education;
employment; drug and alcohol courses ; mental and physical health workshops to address
attitudes and self-control; housing assistance, financial issues and family integration support’s.
Funding to provide this wraparound service will be in situ throughout the period under review
and FusionCPL already provide many of these services but do not publicise them.

Whilst population numbers have remained stable, a closer analysis indicates that the age
profile of the area is diverse. One-fifth of the population is under the age of 16, whilst a
further 16% are aged 60 years plus. Providing services for a community this diverse can be
problematic.
The 2016 Pobal HP Deprivation Index indicates the area continues to experience multiple
levels of deprivation, through high unemployment rates, low education attainment levels
and high numbers of lone parents’ households. The area appears, despite the economic
upturn, not to have received any form of social or economic dividend. Deprivation levels have
remained largely unchanged.
Sociologists have consistently argued that where populations of socially excluded people
live in close geographic areas in concentrated numbers e.g. streets and neighbourhoods, the
problems associated with poverty and social exclusion are compounded and require more

than a service to person engagement but an integrated service approach to addressing social
exclusion. Despite this awareness Ballyfermot has not benefited from a regeneration plan, as
have areas such as Ballymun, Tallaght or Limerick. This despite the fact when one considers
that Ballyfermot outscores these areas by some considerable distance.

The Probation Service will administer a Seed Capital Fund (Dormant Accounts) for Social
Enterprises with the support of the Irish Prison Service.
Reducing Harm supporting Recovery, a health led response to alcohol and drug use in Ireland
2017-2025, indicates those who have completed treatment programmes will continue to need
access to aftercare services and other progression options to enable them to sustain recovery.
FusionCPL provides many of the stated options including educational support, personal
development, training and employment opportunities, as well as continued access to peersupport. This report and the probation services report A NEW WAY FORWARD’ SOCIAL
ENTERPRISE STRATEGY 2017-2019 suggest that changing face of drug use mean that it may
now be possible to increase mainstream opportunities for prisoner progression. Once again
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FusionCPL has had considerable success with mainstream placement. However identifying
and remedying any barriers to accessing such supports will be important and both reports
highlight the importance of the social innovation process kickstart is an example of this.
FusionCPL
While the core client group of FusionCPL are stabilised drugs clients the population is quite
diverse in terms of demographics. This is reflected in the programme offering they provide.
The core components of the FusionCPL model are interlinked rather than linear. This process is
designed to address the changing phases of drug use and personal competency for each
individual client. The nature of the organisation’s client base requires this flexible approach.
Clients may relapse and recovery can be attained in the short, medium of long term.
FusionCPL menu of services reflects this with clients accessing component as required. These
components, pre-work preparation, referral, assessment, care planning, case management,
treatment and recovery management are comprehensive. However our interviews with client
groups indicate they also provide an important stabilising mechanism for clients who might
otherwise slip away or fall through service gaps. In case of relapse the organisation refers
to other services promptly as required. This client led format has produced a balanced and
holistic approach to rehabilitation with a strong focus on outcomes.
This process has also been very productive, client throughput within the service is excellent.
During 2018, 156 individuals were provided with a range of supports and a further 128 clients
were archived. The Community Prison Link Worker of the organisation conducted 318 prison
visits throughout 2018 in prisons such as Mountjoy, Wheatfield, the Midlands and Shelton
Abbey. In addition, there was 54 appointments in the community attended by clients who had
served a prison sentence. 14 individuals were released from prison during that calendar year
and had initial meeting whilst 7 continued to link in with the Community Prison Link project
worker for support including key working, holistic, counselling and/or attending groups.
FusionCPL is an organisation where client monitoring is consistently carried out and client
informed case planning takes place. Tailored interventions are put in place for clients to match
their needs. Activities are outcome focused and staff have the ability, flexibility and skills sets
to meet the demands of a client cohort with multiple and diverse needs.
The board in conjunction with the manager now have to consider where next they wish to
take the organisation over the coming years, what change is needed and whether the capacity
of the organisation can be increased through increased funding/staffing. As several board
members commented there is a tension between sustainability and innovation. We believe
implementing the following strategic approach and linked actions will enable the organisation
to achieve both.
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FusionCPL Business Plan 2019-2022

Strategic Objective 1 (Profile)

This plan is based on the mission and ethos of the organisation as well as an assessment of the
environment and context within which FusionCPL
is working. Five strategic objectives have been identified along with actions to deliver on
those objectives. The plan takes consideration of and
is informed by the following:

Actions required
• Update the website
• Use social media where appropriate to promote the work of the organisation
• Promote the work of FusionCPL with local organisations
• Develop a service offer leaflet
• Meet with core funders twice yearly to discuss current and future funding

•
•
•
•

Progress made over the last 3 years and the challenges and opportunities experienced
Key opportunities and challenges going forward
Opportunities for further growth and unmet need in the provision of services for
FusionCPL clients
Identification of key relationships to progress and/or consolidate

Key Milestones Achieved 2015-2018
• Outward bound programme established
• Additional funding accessed outside of core funding
• Effective database of clients in place
• Effective tracking of client progression
• Approximately 156 clients per annum accessed the service
• Reach out programme developed and funding accessed
• Client progression opportunities were developed and enhanced
Key challenges identified
• Limited funding available to the organisation
• Tight staff resources to meet organisational demands
• Lack of salary increases could impact on staff retention
• Managers capacity to carry out strategic work currently limited by carrying a caseload
• Low profile of the organisation locally and nationally
Key opportunities identified
• Potential to diversify the work of FusionCPL by identifying new work areas and
funding streams
• Roll out of the Reach Out programme to prisons nationally
• Possibility of establishing additional supports for the Community Prison Links workers
currently based in community organisations
• Potential to develop a social enterprise to meet the progression needs of clients

Strategic Objective 2 (Sustainability)
Actions required
• Review the caseload of the manager vs time available to the manager to spend on
strategic development of the organisation
• Maintain the existing service level agreements with HSE, Probation Service and the Dept.
of Social Protection
• Make a case for increases in funding for the SLAs for 2020
• Investigate funding opportunities available from the Probation services Kickstart
programme to carry out a feasibility study on the development of a social enterprise for
clients and ex-prisoners
• Check QCBI Network funding opportunities
• Apply for an additional CE place to increase staff capacity
• Ensure adequate cash flow to meet the needs of the organisation
• Check for funding opportunities regularly
• Make at least 2 funding applications annually
•
Increase board involvement in the development of funding opportunities

Strategic Objective 3-New Initiatives
Actions required
• Establish additional supports for Community Prison Link Workers and apply for QCBI
Network funding if required
• Investigate new progression routes for clients through the development of a Social
Enterprise and apply for Kickstart/ Pobal social funding if appropriate
• Investigate opportunities presented by the Leargas EU funded transnational exchange
programme
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Strategic Objective 4-Research and data
Actions required
• Maintain quality data on the outcomes for clients
• Gather pre and post data for participants on the Reach Out programme to establish
programme effectiveness

Strategic Objective 5- Governance &
Organisational Development
Actions required:
• Review risk management and compliance annually (to include GDPR, Charities regulator
requirements)
• Increase board membership and establish board task groups as required
• Make timely returns to funders to meet contractual obligations
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Implementation Plan May 2019 – March 2020
Increase Profile of FusionCPL
Strategic Objective

Actions to be taken in Q2 & Q3 2019

Actions to be taken in Q4 2019

• Promote the work of FusionCPL with local
• Update the website and use social media
• Update the website and use social media
and national organisations		 to promote the work of the organisation		 to promote the work of the organisation
			
		
• Develop a service offer leaflet
• Distribute service offer leaflet to
					local services
		
• Attend local networking events		
				
• Attend local networking events

Actions to be taken in Q1 2020
• Attend local networking events

Increase Profile of FusionCPL
Strategic Objective

Actions to be taken in Q2 & Q3 2019

Actions to be taken in Q4 2019

Actions to be taken in Q1 2020

• Increase the funding above the current
service level agreement level

• Prepare a case for increasing the current
funding from both Probation and Dept. of
social protection

• Agree proposals to funders for increased
funding with the board

• Meet with core funders to discuss current
and future funding

• Make funding application

• Contact Community Prison Link workers &
managers etc., in relation to any findings of
resources we may be able to offer.

• Investigate funding opportunities from the
Kickstart programme
• Check funding available under QCBI
Network Funding

• Meet probation staff to discuss the
Kickstart programme
• Check eligibility for QCBI network funding

• Apply for an additional CE/Tus worker to
increase staff capacity

• Check availability of CE/Tus participants
for the project

• Increase the number of funding
applications made

• Check relevant websites such as the
Community Foundation and Activelink for
new funding opportunities

• Review therapy requirements of clients
and current number of no shows

• Carry out survey with clients regarding
their therapy needs

• Check viability of establishing resources
that may enhance the work of all prison
links workers and others who provide
services within prisons
• Check relevant websites such as the
Community Foundation and Activelink for
new funding opportunities
• Review survey findings to establish if this
is the best use of resources
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• Check relevant websites such as the
Community Foundation and Activelink for
new funding opportunities
• Present findings to the board for discussion
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Implementation Plan May 2019 – March 2020
New Initiatives
Strategic Objective

Actions to be taken in Q2 & Q3 2019

Actions to be taken in Q4 2019

Actions to be taken in Q1 2020

• Establish shared resources for Community
prison Link Workers.

• Make contact with Community Prison
Link Workers around the country to
discuss the possibility of providing
networking opportunities for them.

• Make application for QCBI network
funding if appropriate

• Carry out feasibility study on social
enterprise ideas.

• Investigate new progression routes for
clients
• Investigate the possible benefits of
applying for Eramus funding for
transnational visits

• Establish board subcommittee to look at
social enterprise possibilities

• Look at social enterprise possibilities as
a progression route for clients with the
board.

• Meet with other local organisations re
Erasmus

• Check Pobal social economy funding
availability.
• Check availability of Kickstart funding
• Contact Leargas the managing agent for
Erasmus funding

Governance & Organisational Development
Strategic Objective

Actions to be taken in Q2 & Q3 2019

Actions to be taken in Q4 2019

Actions to be taken in Q1 2020

• Risk management strategy

• Financial reports reviewed by board and
financial position monitored

• Review risk management strategy and
initiate any necessary changes arising
from the process

• Financial report for 2019 and audit
reviewed by board

• Ensure adequate cash flow to meet
the needs of the organisation
• Good Governance code complied with
• Ensure balanced representation on Board

• Review Board membership with a view to
increasing same

• Financials projections for 2020 reviewed
by board
• Financial report reviewed by board
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• Compliance with Good Governance code
reviewed by board

