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Executive Summary
This report details the plan to devise and deliver an Open Day at Hillside Secure Children’s Home (SCH) in order to demonstrate to key external stakeholders work that has been developed at Hillside that aligns to objectives they have set in The Youth Justice Blueprint for Wales (Youth Justice Board for Wales, 2019) Pathways to Resettlement (Youth Justice Board, 2019) and outlined by the Trauma Recovery Model approach (Skuse, T and Matthew, J, 2014).
An agile approach to the project management has been chosen and explains how potential risks can be mitigated. An analysis of the current environment justifies the benefits of carrying out the project; to compete with other SCH’s, to make external Stakeholders aware of the progress made at Hillside, to update Hillside’s website to ensure anybody can have access to up to date information and to attract custom for future placements.
Young people who are resident at Hillside will take part in the Open Day to allow for Q&A from attendees. In this way they will be able to establish what young people think of the services at Hillside and how they have benefited.
The project will be evaluated by reviewing feedback questionnaires completed by external stakeholders attending the open day. The questionnaire will establish what they think is going well at Hillside and what they feel can be improved. The questionnaires will also help Hillside improve the delivery of future Open Days.
[bookmark: _Hlk27947266]Project Description with Business Case
This project details the plan to hold an Open Day at Hillside Secure Children’s Home. Hillside has developed several new services over the last 2 years and this open day would be an opportunity to showcase these services to key external stakeholders. The heads of key service areas would present the latest developments in their areas ensuring stakeholders are made aware of what they can expect when they place a young person at Hillside creating more confidence in the service.  It is hoped that this will attract more custom leading to more revenue for Hillside.
Key external stakeholders have published several documents in recent years outlining what they want to be achieved with young people in custodial settings. Hillside has aligned its strategy to many of these documents including The Youth Justice Blueprint for Wales (Youth Justice Board Cymru, 2019), Pathways to Resettlement (Youth Justice Board, 2019) and the Trauma Recovery Model (TRM) (Skuse,T and Matthew, J, 2014). Hillside has not done very well in informing external stakeholders of this. The open day will allow the opportunity to do this. If the open day does not go ahead, and external stakeholders remain uninformed of the services on offer, Hillside may lose customers to other Secure Children’s Homes (SCH’s).
The Home’s Manager was interviewed (appendix 1) to ascertain what she wants to see delivered on the open day and she will be consulted throughout the project to ensure it is developing in a way she is happy with. This will allow for adjustments to be made to ensure the project continues to align with her vision. Marnewick and Einhorn (2019) note that “reviews allow ongoing optimisation of the project in response to business and other changes, inside or outside the organisation”. (Marnewick, C and Einhorn, E, 2019) She is the project customer and will determine the scope of the project. (Newton 2016, p6-8) She was presented with the PESTLE analysis and SWOT analysis prior to the interview and these were discussed when determining a plan for the project.
It is important to set SMART objectives for the project, so the project team are clear on what the project aims to achieve. (Baker, S and Baker, K, 2000, p64-65) During interview with the Home Manager the following objectives were identified:
1. To have all key stakeholders attend the open day
2. All attendees will see the new resettlement flat
3. To showcase a sample of the services available at Hillside in particular in the areas of  Psychology, Education and Resettlement
4. To evaluate the success of the open day through feedback forms completed on the day (appendix 2)
Feedback will be received from stakeholders at the end of the Open Day in the form of a short questionnaire (appendix 2). This will help ascertain if the project objectives were met but, will also help identify improvements for future Open Days. “After the final assessment, lessons learned are documented to inform future projects.” (Marnewick , C and Einhorn, E , 2019)
[bookmark: _Hlk29409620]This is a small project that can be delivered in a short space of time. All the services to be demonstrated have already been developed over the last two years. 
[bookmark: _Hlk27947298]Environmental Analysis
The external stakeholders identified for this project are the “people” who place young people at Hillside. The Manager identified these in her interview. “Purposeful interaction with stakeholders is considered a core task within project management” (Eskerod,P and Larsen, T, 2017) Interaction with the external stakeholders will be achieved by using the Youth Justice Blueprint for Wales (Youth Justice Board for Wales, 2019), Pathways to Resettlement (Youth Justice Board, 2019) and the TRM model (Skuse, T and Matthew, J, 2014) to design the project. This will ensure that Hillside is demonstrating that its services meet the objectives of external stakeholders. Holbeche (2015) explains that knowing where stakeholders are coming from helps “identify influencing approaches” (Holebeche, 2015, p.214) that will aid in gaining their support. Key external stakeholders have not been kept up to date with the developments at Hillside over the last 2 years. This Open Day will be the opportunity to showcase services on offer to young people placed at Hillside.
Dockalikova and Klozikova (2014) note that businesses that want to be successful in a market economy must “deal with the developmental trends in surrounding environments and must adapt to the new trends (Docalikova, I and Klozikova, J, 2014, p.418-419), therefore, a PESTLE analysis was conducted (appendix 3) to analyse macroenvironmental factors relevant to the project. The important element of this are the Youth Justice Blueprint for Wales (Youth Justice Board for Wales, 2019), Pathways to Resettlement (Youth Justice Board, 2019), the TRM model(Skuse,T and Matthew, J, 2014), updated technology, economic factors relating to the timing of the project and “population growth” of young offenders. As noted above, the external stakeholder documents have been used to inform the project ensuring Hillside highlights that it is meeting external stakeholder objectives.
 Hillside’s website had been woefully lacking for several years but has been updated as part of another recent project. A video compilation of the Open Day will be placed on the website enabling attendees to view again and for potential external stakeholders to see the services on offer at Hillside. 
The date of March 30th 2020 to deliver the Open Day was consciously chosen as it is immediately prior to the beginning of the new financial year and LA’s have more cash available for the accommodation of young people. It is hoped that this would make placement at Hillside immediately following the Open Day more attractive as LA’s have the money to do so.
Population growth of young offenders refers to the closure of Medway Secure Training Centre (STC) in the summer of 2020, the need to place their current population and the inability to place young people there in the future. Demonstrating its services to key external stakeholders, Hillside will hopefully attract the “custom” from Medway.
SWOT analysis (appendix 4) revealed Hillside to have many strengths in relation to this project. It has highly qualified and experienced Heads of service to deliver presentations on their area of work on the Open Day. The revision of the work they deliver has already been done. This has been an ongoing area of development over the last 2 years. Therefore, the work to be showcased has already been developed, saving time as part of this project. Each team member just has to develop a way to promote this work. A significant area of weakness for Hillside for some time has been the lack of online presence to advertise its service. However, a recent project has led to the development of the website enabling Hillside to reach a far wider audience. It currently does not contain details of the work developed over the last two years. This project will create the opportunity for this to be available online for access by any potential stakeholders. An opportunity also arises for Hillside to improve on future Open Days by obtaining feedback from attendees. “In practical terms all weaknesses are some kind of business development opportunities. If the project offer is well considered and formulated, the identified weaknesses could turn into strengths for the organization in future plan.”  (Galabova, B, 2019)
A threat will always come in the form of other SCH’s having young people placed at them rather than at Hillside. With regular Open Days, Hillside has the opportunity to showcase their work to stakeholders in order to keep custom but, to also draw custom away from competitors.
Porter’s five forces for industry analysis (Wicham,l and Wilcox, J, 2012) was utilised to ascertain the context Hillside is operating in (appendix 5). The YCS are the only body to place young people in SCH’s on criminal grounds. However, there are 14 other SCH’s they can choose to place young people. One buyer, many suppliers means Hillside has to stand out from the others in what it can provide. There is no threat from any other SCH’s being built but there is threat from established SCH’s developing the services Hillside have to offer and currently, Hillside is not marketing itself well. The Open day and subsequent website update will be the opportunity to rectify this. Hillside is not proposing an increase to its bed prices at present so it will be able to offer an enhanced service for the same price.
There are many opportunities for Hillside to take advantage of at present. The TRM model (Skuse, T and Matthew, J, 2014) is now gaining ground in SCH’s and LA’s and is seen as an effective way of working with young people. The TRM model was created at Hillside and this can be taken advantage of by displaying how far Hillside has progressed with this work when other SCH’s are just starting out. Hillside is the only SCH with a resettlement flat. The Open Day will be an opportunity to showcase this.  Conversely, Hillside is facing challenges such as increased monitoring and demands from YCS. An Open Day which will show the YCS what Hillside can achieve with objectives set by them will be of benefit by proving Hillside can meet the needs of the young people placed there. Another challenge is Hillside not demonstrating its progress to external stakeholders for some time (it has held previous open days prior to recent developments). In order to rectify this quickly the Project Manager proposed to the Home Manger that the Open Day be delivered in a short time frame and the project is kept simple in order to meet that timeframe.
[bookmark: _Hlk27947343]Operational Requirements
[bookmark: _Hlk27762967][bookmark: _Hlk27759366]The design and delivery of an Open Day at Hillside is a small project that will not incur much cost and does not involve many people to make it a success. However, there are some risks associated with the project. A simplified Agile approach is to be taken to managing the project. “The traditional view of PM calls for extensive effort to define the project's scope, rigorously avoid "scope creep" unless documented change requests are approved (preferably kept to a minimum), plan out the project tasks against the timeline, and diligently follow the plan to successfully produce the project's deliverables on time and on budget” (Nicholls, GM. Lewis, NA and Eshenbach T, 2015). A much more flexible approach is taken to this project than traditional project management allows. The team will be told about the project at the first meeting and will go away and design their own plan for the day. They will reconvene a week later and explain more specifically what they will be doing. The Home Manager will approve these ideas and further work will commence. The agile approach to iterative working will allow for “modifying project scope and linking to project priority” (Nicholls, GM. Lewis, NA and Eshenbach T, 2015). This will ensure the project manager and Home Manager can review the project to ensure it continues to reflect the objectives of the YCS documents noted throughout this plan. It is originally thought that weekly meetings will suffice for the duration of the project but, they may be set more frequently after the second meeting. An agile approach allows for this kind of flexibility. No area of work is dependent on any other area to be completed before theirs can begin. The heads of service will be working on their part of the project simultaneously. Nicholls,  Lewis and Eshenbach (2015) have found that “adjusting the scope of projects, frequently re-prioritizing, and focusing our attention on maximizing the value delivered for the available time and resources is far more effective than trying to plan better” again supporting an agile approach to this project. Frequent meetings of the project team and Home Manager will allow for this to occur. Initially there will be weekly meetings with the project team to review progress and to allow consultation with the Home Manager to determine if she is happy with the way the project is proceeding. At the first meeting the team will be informed of the aim of the project: To plan and deliver an Open Day to demonstrate the services available at Hillside on March 30th 2020. They will be tasked to think about what specific parts of their area they will demonstrate and to bring these ideas to the second meeting for the Home Manager to approve or review them. “Will the completion from the project take the business in the current state towards the preferred state?” (Web Newswire, 2019) The Manager will confirm the work to proceed with in order to achieve her objectives. They will then be asked to design how they will deliver this. Continual progress reviews will ensure “effective completion of your project and to manage scope creep”. (Web Newswire, 2019)
The Home Manager is crucial to the project as it must follow her directive. She identified the list of stakeholders she wanted to attend, and invites will be sent by e mail to eliminate the cost of postal invites. The invites will be sent to Judges in the South and Mid Wales area as they determine whether to grant a Secure Order for a young person to be placed in Secure Accommodation. It will be sent to the Youth Custody Service (YCS) as they determine the placement of young people through the Criminal Justice System (CJS) and to Heads of Children’s Services in the South and Mid Wales areas as the Local Authority (LA) will be paying the cost of any young person placed from their Authority. The Open Day will demonstrate the Services available at Hillside and, hopefully, lead to more placement at Hillside.
The Home Manager directed that she wanted Psychology, Education and Resettlement to present their services during the Open Day. This means the Project is kept easy to manage as she has limited it to the three areas of work that have made the most changes in the last 2 years. To include all services Hillside offers would mean each area would have a very short time to deliver to stakeholders risking diluting the services on offer and not enticing more custom. It may also have made the project harder to manage. The Heads of each of these areas have been chosen to design what they will deliver as they are the most expert in that area. “We are more focused now that the right people with the right skills are doing what they do best.” (Anonymous, 2011) This will enable the project to run more smoothly and quickly as less experienced staff may have to consult with others while designing their part. This will not be needed when using the Heads of each area. There are a variety of workbooks for young people to complete in the areas identified for the Open Day. These will all be available to external stakeholders on the day and the Heads of service will determine how they will convey the work around these workbooks eg PowerPoint. Outcomes are available in the education and Psychology departments and these will be talked about to demonstrate progress made by young people at Hillside.
[bookmark: _Hlk29415786] The project manager will be tasked with creating a PowerPoint presentation to introduce the day and to highlight the progress made at Hillside over the last two years. The Home Manager will approve and review this PowerPoint as it develops at each project team meeting until it meets her satisfaction. 
 The project manager will also manage the delivery of Open Day. They will ensure the schedule runs to plan and everybody knows what they are doing. They will also be responsible for ensuring invites are sent to external stakeholders via e mail and for every attendee receiving a feedback questionnaire.
The three Heads of service are tasked with creating presentations for their area of work and work independently in between each team meeting. Again, the Home Manager will review the work as it progresses. The Heads of service will also discuss how their presentations will look to ensure variety amongst the presentation. They are responsible for having their resources available on the Open Day. This will not come as an additional cost as they are already available at Hillside as are the “stalls” to display their work.
A member of the administration team will meet and greet attendees, hand them their name badge and lead them to the room the day will begin in. Initial thoughts were for a young person to help hand out name badges but, there is a risk that the attendees would like to speak to young person which could create a crowd forming in reception and a delay to the start of the day. Young people will meet attendees at a later point in the day.
Kitchen staff will be appointed to order items to make a buffet lunch and to make the lunch on the day. This can be done at a cost of £3 per person.
Young people will be invited to join attendees for lunch to allow for questioning of their experience at Hillside and will demonstrate how well the revised services are working. They will also be available to help the heads of service at their stalls again allowing for questions and answers. 
Two rooms will be booked to facilitate the Open Day. The training room will be utilised for the presentations and the Conference room will be home to the service area stalls and where lunch will be served. A Gantt chart (appendix 6) details the task schedule for implementation. 
A Teaching Assistant (TA) will record the events of the day and edit appropriately for uploading onto the website. A TA will be utilised for this role as they record and edit many events involving the young people throughout the year and have the appropriate skills without any additional training involving costs. 
 The Resettlement flat is a project that will be completed at the end of January 2020. This is a service that is not available at any other SCH and highlights a niche service that Hillside offers. All attendees will be taken to see the flat during the Open Day.
A self-completed questionnaire will be handed out to attendees which will give feedback on the day. The questionnaire will be kept brief as people are more likely to complete a short questionnaire after a days event. The Home Manager will be asked to complete the questionnaire on the day the team have a trial run to ensure the questions are appropriate, easy to answer and will give Hillside a valid response and see if objectives have been met. The aim of the questionnaire is to see how satisfied attendees are with the services at Hillside and the Open day but will be kept specific. It will contain a number of open-ended questions in order to obtain qualitative information. (Lecture slides, Antje Cockrill, 2019)
There are risks associated with the project. Utilising young people is a risk as their behaviour is unpredictable and may mean they cannot attend on the day. This is overcome by ensuring all areas are covered by staff and the young people compliment the day. However, this would mean that the “sizzle” factor of having young people for Q&A would be lost. There is a chance nobody will attend. Placing the presentations onto Hillside’s website will ensure all stakeholders will be able to see the progress made even if they do not attend. There will be a financial loss but it will be so small it will not negatively impact Hillside. There is a risk technology will fail on the day. Presenters will be told to print out their presentations in order to still be able to deliver it should technology fail. The risk of one of the project team being sick on the day is overcome by ensuring all team members know each other’s presentations and they are all accessible in a central source. The presentation can be delivered by another member of the team. There is also a risk that the Home Manager does not approve of the way the project is progressing but using an agile approach will allow for frequent reviews with the Home Manager to eradicate this risk.
[bookmark: _Hlk27947388]Financial Projections
This is a project that costs very little to deliver. The workbooks are already prepared, there is no need to hire personnel or to attend any training, all resources are already at Hillside, invites will be sent by e mail, uploading to the website will be done by Hillside staff. The only cost will be the paper to print the questionnaire and the name badges and providing lunch for every attendee which only costs £3 per person. The project team will deliver the open day assisted by a member of the admin team to welcome attendees. Every young person that a LA places at Hillside as a result of the Open day will cost £930.00 per day and every young person placed by the YCS will cost £747.48 per day
[bookmark: _Hlk27947420]Recommendations and Findings
It is essential that all attendees view the resettlement flat as this is something that Hillside can provide that no other SCH has. It is vital that External stakeholders are made aware that Hillside can offer something that no other SCH can which meets the objectives set out in their documents noted throughout this report. This will be a marker of success for the day.
The young people could be rewarded for taking part thereby incentivising them to behave appropriately.
Communication is crucial for this project to be successful. The team need to communicate their progress to the Home Manager, and she needs to provide her feedback and recommendations. The team must communicate between themselves during team meetings to ensure there is variety in the way they are presenting their information to prevent the Open Day becoming boring.
It is important for Hillside to showcase the work it has developed which aligns to objectives set out by external stakeholders. This is more likely to lead to the YCS placing more young people than if they are shown progress that is not based on their guidance.
Hillside must ensure it receives the feedback questionnaires from attendees as they will illustrate ways in which external stakeholders think they can improve, what they think is going well and what they can do differently for the next Open Day. 
Success will mean that at least 80% of those invited attends, all attendees will view the resettlement flat, all attendees will complete a feedback questionnaire and young people will be placed at Hillside as a result of stakeholders attending the Open Day. If the event is a success, an open day will be held annually to ensure external stakeholders are kept informed of progress and services at Hillside. There can also be open days delivered to different groups of people such as student Social Workers who may place young people at Hillside later in their careers.
Hillside must keep the website up to date after the open day as this is a way to keep external stakeholders informed of developments at the Home and continue to attract custom.
Based on the analysis above the project should go ahead. It costs very little to deliver and does not take much time to prepare for. There are risks involved but they are easily overcome as noted above. Even if nobody attends the event the loss will be very little financially and the message can still be presented on the website and sent in an email to all invited stakeholders.
Appendix One
Interview with Home Manager
PM-Project Manager
HM- Home Manager

PM- As can be seen from the analysis undertaken, there is a good business case for developing an Open day to be held at Hillside to showcase the progress that has been made in recent years. Which External Stakeholders would you like to invite to the Open Day?
HM- As much of the work that has been undertaken has been driven by objectives set by the YCS it is imperative that key members of that body are invited. It would be helpful if Court judges were able to see the work done at Hillside as Secure Accommodation is still very much seen as a last resort and so much good work can be undertaken at a younger age which could prevent young people becoming involved with the Criminal Justice System. There is still a misconception about what Secure Children’s Homes do. 
Heads of Children’s Services in our nearest Local Authorities are to be invited as multi-disciplinary working is crucial to the success of placement at Hillside. It would be helpful if more Local Authorities were aware of what we can offer and how that would be of benefit to a young person they placed here.
We haven’t done well informing significant people of the progress we have been making and these people would help get word of mouth information around.
If the day is a success, we can plan more frequent Open days inviting different people, such as Social Work students but, now, it is important for the YCS, Heads of Services and Judges to see what we are doing.
PM- As it is not possible to cover all work at Hillside in one Open Day, what practices do you want shown?
HM- Psychology and Education have been collecting outcomes so have evidence that what we do at Hillside works. Psychology can show that we are basing our work on the TRM and are developing a psychologically informed environment. Education has just received a good inspection report from Estyn and it would be good for visitors to see how this has been achieved.
Also, Resettlement has been developed at Hillside and we are beginning to offer a service that is not currently being delivered at other homes. A robust transition to the community for a young person placed at Hillside is crucial for a successful resettlement and we need to show that we do this well. Make sure all visitors get to see the flat and the work that can be undertaken there.
PM- How long do you want the Open Day to last?
HM- We must be mindful that these are very busy people and they often cannot commit to long periods of time away from their work. We should aim to start around 10am to allow for travel to us. Each presentation should not take too long, so we do not lose the interest of the visitors. All presentations should be finished in the two-hour mark. They need a short introductory presentation covering what we have achieved over the last couple of years and then the departments can give their presentations. They can meet the young people over an informal buffet lunch where they can see stalls set up by resettlement, psychology and education cataloguing the workbooks and assessments undertaken by young people.
PM- When do you want the Open Day to happen? I think it can be arranged very quickly and would benefit us to highlight the resettlement flat as soon as possible
HM- Let’s do it towards the end of March, just before the beginning of the next financial year. We will be fresh in the minds of people when they are not so cautious with their cashflow.
PM- Is there anything else you want to see done on the day?
HM- Have somebody film the presentations. We can upload it onto the website. This is a good way for others to keep up to date with what is going on at Hillside.




















Appendix 2


Hillside Secure Children’s Home

 Open Day 30/3/2020

Feedback Questionnaire












Please return completed questionnaire to reception as you leave

Q1. Did you visit the resettlement flat?       
Please comment ……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………….
Q2. Please comment on the services offered by education ……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………….
Q3. Please comment on the services offered by resettlement ……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………….
Q4. Please comment on the services offered by Education ……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………….
Q6. How do you think the Open Day can be improved? ……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………….
Q7. Has this day made you feel confident about placing young people at Hillside?
……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………….
Q7. Any other comments? ……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………….




Appendix 3     
PESTLE Analysis
Political
· YCS Documents are directing objectives for young people in custody
· YCS have increased their monitoring of Secure Children’s Homes
· Indicators are the next inspection will revolve around resettlement
· Capitalise on the growing popularity of the Trauma Recovery Model

Economic
· Opportunity to have more beds commissioned by YCS and generate more guaranteed income
· Opportunity to deliver the Open Day immediately prior to the start of the financial year
· Opportunity to attract “custom” from Local Authorities

Social
· Medway Secure Training Centre closing- need to place their current residents somewhere else
· Medway Secure Training Centre closing- potential to attract custom from YCS after the closure 
· Opportunity to improve the image of Hillside
· Opportunity for potential stakeholders who have little knowledge of Hillside to be informed

Technological
· Opportunity to improve Hillside’s online presence

Environmental
· Opportunity to showcase the environmentally friendly aspects of the resettlement flat
· Opportunity to showcase the charitable work the young people do as part of their resettlement
Legal
· No significant impact for this project


Appendix 4
SWOT Analysis

	Strengths 

Evidence of improved services
Qualified professionals delivering services
Work has already been developed
Have delivered successful open days previously










	Weaknesses

Young people are not reliable for presentations 
Lack of online presence
Lack of “advertising”

	Opportunities

Opportunity to improve on future open days through feedback
To showcase services to stakeholders
To demonstrate that Hillside are meeting objectives set by YCS








	Threats

Other SCH’s taking “custom” from Hillside
Continued poor advertising if open day doesn’t take place






	








Appendix 5 
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Appendix 6 GANTT Chart
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