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Introduction

This project management plan is formulated as a report and looks at the creation of a new nursery provision to help manage the increase in demand following the end of the work at home directive implemented by the government.
This has lead to many more parents needing full time care.  This Baby to School Nursery will offer full time care for children from the age of six months to 7 years which will allow for the children to transition through to school in a familiar setting and reduce separation anxiety which may be experienced through navigating many different establishments as they increase in age.

The report looks at cost, risk assessment, project responsibilities, stakeholder management and the tools which can be used to assess and manage each stage.
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The Baby to School Childcare Centre Project 
This project management plan is to help guide and manage the implementation of a new pre-school nursery.  The unique selling point of the nursery is the provision of childcare for babies from age 6 months through to age 7.  The intention is to have children in a continuing and unbroken cycle of childcare from the time parents choose to go back to work until the child enters the full time school curriculum.  This will give the nursery staff the opportunity to build a rapport with the children and help diminish some of the separation anxiety which may occur in both parents and children. Once the children reaches age 4 and are eligible to start reception, the service would become a drop off and pick up after school service through to age 7 (year 3).  Once children move into year 4, their care would end with the Baby to School childcare centre.  

The centre will also make provision to accept children who are at various ages between Age 6 month to 7 years.
Project Outline – Quad Chart
A quad chart is a project management planning tool and is, as the name implies, made up of four quadrants.  The quad chart below helps to give an overview and explain the intended purpose of the project together with stakeholder information, the aims of the project and success measures.  
	Aim/Objectives

· The provision of childcare facilities in the area to overcome increased demand
· The provision of facilities which cater for children age 6 months to 7 years

· The provision of a continued service in one setting for children until age 7

· Rapport building with children from age 6 months to age 7


	Stakeholders

· Residents in the neighbourhood
· Parents

· Funding bodies (bank and grant providers)

· Ofsted



	Desired Result

· Increasing the availability of quality childcare in the area

· Overcome separation anxiety for both children and parents

· Become a community hub for parents and their children


	Success Measures

· Positive feedback from parents regarding their child’s progress

· Excellent Ofsted inspection reports

· Good development milestones in children through early years to KS1 (ages 4-7) evidenced through regular monitoring and reporting of progress.

· Happy children

· Increasing demand for entry by parents




Project Triangle
Time, cost and quality have become linked to the successful management of a project (Atkinson, 1999). Wright and Lawlor-Wright (2018, p. 2) wrote that the Iron Triangle was devised by Dr Martin Barnes in 1969.  The idea being to give project management teams a visual of what the trade-off between the three points of time, quality and cost would look like and to allow for discussion on how to prioritise. Below is an iron triangle which relates to the Baby to School project plan.




Stakeholder Analysis

The stakeholder analysis is a very important part of the project planning process.  Stakeholders are the parties who have an interest in the project, whether this be financial or from a legal or regulatory standpoint.  Freeman (1984) described a stakeholder as “any group or individual who can affect or is affected by the achievement of an organisation’s purpose”.  He also noted that keeping key stakeholders engaged and happy is very much key to success. 
The stakeholders involved in the Baby to School Nursery project are:

· Residents/local community
· Parents

· Funding bodies (banks and grant providers)

· Office for Standards in Education, Children’s Services and Skills (Ofsted) 
Bearing in mind the critical role stakeholders play in the project process and their influence on success or otherwise of said project, it is very important to ensure you have a good understanding of the balance of power amongst the stakeholders.  To obtain a clearer view, there are two aspects which can give useful info.  One is the “criteria power” and relates to elements such as the ability to influence aims, design and performance.  The second is “operational power” which covers decisions on how services are provided, mode of delivery (Winstanley et al, 1995).  In order to assess stakeholders a “power matrix grid” can be created to give map stakeholder power in a simple at-a-glance view.  The “power matrix”.  The stakeholder power matrix for the Baby to School Nursery project stakeholders can be viewed below:



The power matrix should be read as:

· Stakeholders in the high impact/ high influence quadrant should be managed very closely. 

· High influence/Low impact should be kept satisfied

· Low impact/low influence should be monitored

· Low impact/high influence:  should be kept informed.

It can be seen from the power matrix that the local community, parents and the regulatory body for early education are the most influential group when pertaining to this project.  Therefore it is essential keep this group not only informed but also engaged to ensure you project remains on track.

Stakeholder Engagement
As stated previously, it is important to keep stakeholders engaged.  In order to keep your stakeholders fully engaged, it is necessary to keep in the mind the following principles (APM, 2022):

· Take responsibility for stakeholder management and engagement.  All members of the project team should have this in their job description.

· Communicate with the stakeholders regularly and keep them informed of progress.

· Consult with stakeholders very early in the process and continue to consult with them on a regular basis

· Always be aware and take into account that your stakeholders are not infallible and can make human errors and may sometimes seem inconsistent, unreasonable and unpredictable.  

· Allow for the behaviours outlined in the previous point and plan ways to work with your stakeholders to minimise these factors.

· Build strong relationships in order to gain trust and increase stakeholder confidence

· Treat stakeholders as sources of potential risk and manage accordingly

· Be prepared to compromise if necessary
Work Breakdown Structure

The Work Breakdown Structure is a visual breakdown of the levels of a project.  This outlines the objective (in this case the opening of a nursery) and the underlying dependencies will be laid out beneath this.  The work breakdown structure can be used as a visual project plan.  There are many way to lay out your structure but you can use flow charts and layers to show the groupings of each level and the tasks within these layers.

There are three teams operating on the project:
Team 1 – Research team.  This team is engaging with the local community and assessing the existing childcare needs within the community and checking how well received a new nursery would be.  They are also investigating the regulatory bodies who will need to be consulted and how best to go about this.

Team 2 – Property/Premises this team are looking for suitable locations for the nursery and also linking in with the research team to check on regulations, use categories for the buildings and investigating change of use if needed.

Team 3 – the funding team are working on investments from banks, any grant or government funding which may be available.  They check in with team one and two to get an idea of the funding we require for the property lease and any other funds which may be needed for the equipment.
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Risk Assessment
The definition of risk in terms of a project is “an uncertain event that may or may not occur”.  This is much the same as definition of risk generally which is stated as “probability or threat of a damage, injury, liability, loss or other negative occurrence caused by external or internal vulnerabilities and which may be neutralised through premeditated action”. 

The Four Ts in Risk control 

It isn’t possible to eliminate all risk, therefore risk must be controlled.  The four Ts is a process which can be used to determine how to manage elements of risk which may occur within your project or organization (Herrara, 2022).  The Four T’s are described as follows:

Transferring risk: covering risk through liability insurance, insurance against damage to property and other insurance types available.
Tolerating Risk: where action is not economically viable and the management cost would outweigh the option to tolerate and monitor the risk.

Treating risk: taking actions to reduce the likelihood of risk occurring or minimise its impact.

Terminating risk: changing or altering the course of your process or project to eliminate the risk altogether.
Some the steps which can be taken to address risk include:

· Policies and Procedures
· Training
· Monitoring and supervision
· Information management
· Clear roles, expectations, and boundaries
· Insurance and liability cover
· Waivers, permission, consent forms
The risk can be measured using a risk assessment tool:
	Risk 
	Importance
Impact 
	Likelihood
Probability 

	Buy in of the community and parents 
	H 
	M 

	Objections by existing businesses
	H 
	L 

	Lack of take up of the nursery places 
	H
	L

	Lack of funding 
	H 
	M 

	Delays in permissions from regulatory bodies or planning departments 
	M 
	L 

	Staff Shortages 
	H
	L


There are a number of risks which can be encountered within the setting of a nursery care provider.  Due to the very nature of the fact that the service relates to caring for a vulnerable section of the community, there are risks inherent in terms of responsibilities and duty of care.  These can be mitigated but not eliminated by carrying out robust checks and being very communicative with the governing and regulatory bodies who oversee nursery establishments to ensure all safety check in terms of the premises and the people are being carried out correctly. 
Costs

The cost of establishing a new nursery can amount to an initial outlay of around £275,000 (incl 10% contingency).  These costs can be broken down as follows:

Premises: £30,000 per annum

Staff:

3 Level 6 Nursery Teachers @ average £24,000 per annum (£48,000)

4 nursery assistants @ £18,000 (£72,000)

Equipping the premises and carrying out safety checks (£100,000)

Utility Bills (Gas, electric, Water) (£5,000)

Insurance (Property, liability) £2,000

Contingency (£25000)
Expected earnings per year: £312,000 per year (based on 20 full time nursery places each costing £300 per week)
This should see the nursery turning a profit in the first year and with expansion and potentially opening more places, this could increase.

Conclusion

This project plan report has shown the importance of carrying out all the required steps when managing a project.  Ensuring you do not skip any of the steps will almost certainly improvement the likelihood of your project meetings its objectives and the team realising a successful outcome.  The key points to take away from the report are:

Putting together a strong team

Managing Costs

Managing Risks

Communicating with all members of the project team

Communicating and engaging regularly and effectively with stakeholders.
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Quad Chart for the creation of Baby to School Nursery Centre
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