
The purpose of this assignment is to carry out a stakeholder based analysis of an outreach programme set up by DrMz, a local Carmarthen Youth Club, and funded by Dyfed Powys police. The programme, called Be-Positive, was designed to address and tackle problems arising locally from criminal behaviour and engage young people in more positive behaviours and attitudes.
The assignment has carried out two SWOT analyses, one in an easy to read table and the other in more depth. Details have been given about the programme’s strengths and weaknesses, threats and opportunities. The assignment has also given some insight in to the background and values of the Be-Positive programme and also provides information about how it is set up and operates.
The following SWOT analysis focuses on the Be-Positive Project, set up by DrMz with funding from Dyfed Powys Police and Crime Commissioner and supported by the Council for Wales of Voluntary Youth Services. The project is designed to run for one year, now extended for a further 6 months, with the aim of providing youth work support in Carmarthen and the surrounding areas. The objective is to engage, through outreach youth work methods, with vulnerable young people in the locality in order to prevent involvement in crime and reduce harm to young people aged 11-25 by providing them with meaningful activities.

Strengths 
On the outreach program we as staff have freedom in terms of the delivery of activities. We can be flexible in what we offer as there is no particular emphasis on education, however it is still important to ‘promote [young people’s] access to learning opportunities which enable them to fulfil their potential’ (National Occupational Standards for Youth Work, 2014). The work is not target driven, as long as the outreach program can be seen to make a difference to one young person’s life it is deemed successful (Dyfed Powys Police, 2017). Therefore, there is freedom in terms of how success is defined. It is important that young people are seen in their environment where they feel comfortable and are therefore more likely to respond positively. Moreover, Wandersman and Florin (2000 cited in Cicognani et al., 2015) suggest that 
…participation is a key process to promote social change, to improve the social, economic, political, and environmental conditions of the community, to strengthen social bonds among citizens and their sense of belonging to the community, and to enhance individual and collective well-being.
(Wandersman and Florin, 2000 cited in Cicognani et al., 2015, p.25)

[bookmark: _GoBack]As with any programme of this kind, its strength and success is down to the quality of the staff. Another strength is that the programme is not restricted to a particular location and the national Youth Service Strategy for Wales (2007) stresses the importance of youth work happening in a variety of settings, including ‘street-based’. Young people can meet for coffee, or at the park, or just out and about. This flexibility enables increased participation. This flexibility is further helped by a relaxed approach that allows for little to no structure, but it can be structured if needed.  The fact that the programme is engaging with hard to reach young people who may otherwise fall through the net is helping to ensure the future well-being of local youth, something that is highlighted by the Well-being of Future Generations Act (2015). The person-centred approach focuses on listening to the views of young people and valuing their input, and participation reflects the aims of the UNCRC (1989) articles that stress the importance of children’s rights. The programme gives participants the freedom to build relationships on young people’s terms. It also provides an opportunity to inform young people of what there is available to them by signposting them to other organisations and access to relevant services. This in turn provides opportunities to change young people’s attitudes, behaviours and decisions through negotiation (Cwvys, No date, p7). It is also an ideal way to gather information and data on young people’s activities, attitudes, likes and dislikes, ‘When you know more you can do more!’ (Hill, 2018). If young people feel they are being understood and appreciated it will help them develop a sense of belonging and connectedness to their local community and also help and empower them to   realise they can be self-advocates in shaping their own future. This is supported by Cicognani et al. (2015) who state that ‘Civic participation in community life and within community organizations is generally considered as associated with positive outcomes for youth development and well-being.’
Weakness
When looking at the weaknesses of the Outreach programme, the following points need to be considered.
 
The fact that the project is voluntary, and therefore dependent on young people wanting to be involved, could be a weakness in terms of how many participants will take part and be fully committed. Linked to this is how the programme was marketed or promoted- the project did not get adequate initial promotion and was therefore slow to start. Methods that did not work at the start were rejected without reflection on why they did not work. Also, a lack of experience and qualifications amongst staff could impact on the success of the programme, particularly if staff have an initial lack of knowledge about outreach work in general, and if clear guidelines are not established from the outset. Likewise, verbal expectations in place of clear written, smart goals could lead to confusion about expected aims. Differing views on outcomes, or ways the project should work could lead to problems with motivation amongst staff. Staff also need to have a clear understanding of what success is to them, versus what success is to the project. This could potentially have a negative impact on working relationships and staff need to be clear of what the goals, aims and objectives are for the outreach project. Focussing on trying to do too much, too quickly, will possibly dilute the strengths of the programme. A lack of time in setting the programme up initially, and therefore not enough time to gel as a team can lead to difficulties in staff dynamics.  Conflicts over ideas on what works and what does not, without concrete evidence, may affect how staff deal with issues arising. On any outreach project care will always need to be taken over blurring of boundaries as some of the staff may be of similar age to the young people involved. Although this may be helpful if seen as bridging the gap between youths and adults on the project, there would need to be clearly defined professional boundaries. Equally, with such a wide age range there could be safeguarding issues. Another aspect to consider is funding as it could place restrictions or limitations on what could be done currently and for future planning.  Finally, the working hours of employees on the programme do not fully coincide with young people’s social hours and this can have a detrimental effect on the number of young people who are engaged and end up participating in the project.

Opportunities
Moving on to opportunities, the following points were identified as positive elements of the programme.
 
The outreach work allows us to learn where young people spend their time in Carmarthen and what they choose to do in their leisure time. This in turn will give staff the opportunity to gauge a better insight into the local community. Meeting young people in an environment that is comfortable to them will help facilitate engagement with more young people who may not otherwise attend a youth club due to any perceived stigma. This will also help engagement with hard to reach groups who might otherwise be excluded. The project will enable young people to be empowered and motivated to change things in their community. The fact that the programme is funded externally by the police means there is less to be provided by DrMz in terms of resources, who will in turn be in a better position to capitalise on any publicity generated by the project. Finally, other local services will be able to tap into the expertise gained by DrMz and further learn about what we provide.
 
Threats 
One threat to the outreach program is the weather. Although we try to plan to eradicate any problems, there are simply things we cannot control and this can have both a negative and positive affect. On the outreach program there is a risk of having no of young people. We can put on all the activities we like but there is no guarantee that any young people will turn up. However, it is important for us to keep with the ethos of the program, it is important for the program to remain voluntary as set out on page 40 of the ‘National Occupational Standards for Youth Work’. The program is funded by Dyfed Powys Police but there is no promise that there is a further allocation for future years. Also the success criteria of the program is hard to measure. This is because it is difficult to quantify whether we have made a difference to one young person’s life. We may think we have made a difference but the police may disagree, so this criteria can be open to interpretation. This has caused tensions between staff, which has affected the overall dynamics of the group. That has led to a good youth worker wanting to leave the program, due to the conflict amongst staff. Retaining good members of staff should always be a priority, particularly when working with young people, where a good rapport and positive relationships are fundamental (Rogers 1967). The program should not be treated as a last resort service. Other services are using the program and are treating youth workers like social workers, which in turn threatens the identity of the youth worker. These services are forcing young people to attend, which in turn is not working to the traditions of youth work (Jeffs and Smith, 2010). Furthermore, Jeffs and Smith (2010) list ‘voluntary participation’ as one of the five dimensions of youth work.  The last threat is the demeanour of the young people. Young people who are engaging in an activity or trip may be under the influence of drugs or alcohol. Because there is such a big gap in the ages we work with this could be a threat to the other young people attending the trip or activity. However, the ‘Be-Positive’ program has a strict ‘No Drugs and Alcohol’ policy which the young people should adhere to.
	Strengths
· Freedom in terms of delivery of activities.
· Flexibility. 
· Not target driven.
· Young people are seen in their own environment.
· Quality of some staff.
· Not restrained to a particular location.
· Relaxed approach.
· Gathering an insight into the community.
· No youth club stigma.
· Building relationships on young people’s terms.
· Can help young people to develop a sense of belonging and connectedness to their local community.
· Opportunities to inform young people.
· Helping young people shape their own future.
· Young person centred.
	Weaknesses 
· Dependent on young people wanting to be involved.
· Lack of experience amongst staff.
· How the program is marketed/Promoted.
· Initial lack of knowledge about outreach - not having clear guidelines.
· Blurring of boundaries.
· Different views on outcomes.
· Verbal expectations.
· Staffing dynamics.
· Diluting the strengths.
· Working hours.
· What success is to you VS what success is to the project.
· Integrity amongst staff.
· Safeguarding

	Opportunities
· Learn more about young people.
· Engage with more young people who may otherwise not attend a Youth Club.
· External Funding.
· Opportunity for other local services to tap into our expertise.
· Engaging with hard to reach young people.
· Opportunity to improve the local area.
· Giving the Young people the power to change things in the community.
	Threats 
· Lack of young people.
· Police funding may not be there next year.
· Success criteria.
· Retaining well trained staff member.
· Values of youth work under threat.
· Weather.
· Location.
· Demeanour of the young people.








Recommendations
In light of the above SWOT analysis it would seem that the weaknesses mainly stem from a lack of initial planning and guidance, and clear aims and objectives. This could be addressed with any future projects by a series of planning meetings before the start, followed by effective management. A clearer understanding of the importance of targeted advance publicity would also be helpful. Supervision may be key to help the workers stay focussed. The advertising methods used at the start of the project were identified not to be effective. However, these methods were re-evaluated and eventually shown to be more effective later in the project. Future advertising and publicity would benefit from more planning meetings. For future projects like this, methods that some staff felt may not have worked at the start should not be written off completely as they could be shown to work later on in the project.
The strengths of the project are based on its flexibility and understanding of involving young people in ways they would relate to and find motivating. It is important to have this flexible approach in order to meet young people where they feel most comfortable. This also helps us build meaningful connections with young people and the local community without the stigma attached to a more traditional youth club setting.
On reflection, the strengths and weaknesses all relate to internal issues whilst the threats and opportunities spring from external sources. 
In terms of threats, increased publicity would help with young people's involvement in the project. Well defined boundaries and roles would also help with staff retention and understanding of their part in the project.
To alleviate any problems around young people’s behaviour there would need to be clear boundaries as to what is expected from them when taking part in any activities.
Opportunities of the project focus around enriching the lives of young people and their community. The project has already demonstrated this by the ongoing work of the outreach workers with the young skaters' group. This could be done by liaising with the council to improve Carmarthen Skate Park. Additionally, following a visit to a similar park in Newport, the skaters’ suggestions for improvement could be taken into consideration too. In this way the young people involved can see that they are able to make a difference and their voices and opinions are listened to and valued (Unicef, 2011).
The initial guidance from the police in terms of judging the success of the project was only vocalised. This left it open to interpretation. My idea of a successful programme would be to help and positively engage as many young people as we can. However, another view, expressed by the police at the start, was that we only needed to demonstrate that we ‘make a difference to one young person’s life’ for the project to be deemed a success. This has caused some difficulty regarding the direction of the project, with the focus on just one young person. However, this is now being addressed after concerns were raised. In future, more defined and clearly understood targets should be drawn up before the start of the project, so that the needs of the project are met in order that it be deemed successful. This may help iron out any problems that the staff might be having over any issues.
In future it would be wise to have a focus group or other suitable avenue for the young people themselves to express how successful they feel the project and activities were, and to suggest further ideas. This will help staff structure further activities or sessions with direct participation from young people. 
I think the opportunities for this project outweigh any possible threats. However, the threats should still be addressed and, although we cannot perhaps eradicate all threats, policies, procedures and risk assessments can be put in place to help prevent these. These policies include: Child Protection; Code of Conduct; Health and Safety Policies and Procedures; Confidentiality and Data Protection; Complaints and Grievances; Dealing with Incidents; Bullying and Drugs, Alcohol and Tobacco.
 Furthermore, to measure the success of any future projects, feedback and evaluation forms, ongoing suggestion boxes, and discussions on what needs to be improved on or developed further need to be taken into consideration.


To conclude, from the information gathered in this SWOT analysis, it is evident that future projects should be set up with clearer guidelines. That define the aims and objectives from the outset. It is also clear that there is a need for such programmes in order that otherwise disengaged young people can be helped to feel less excluded from their local community. Projects such as this can empower young people to make a positive difference to themselves and their community.
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