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1.0 
 Project Narrative & Plan

Care farming is the provision of meaningful work on farms, woodlands and market gardens to those most economically and socially excluded in society. People who use the service that care farms provide may be:
• On probation

• Prolific offenders

• Experiencing mental health issues

• Substance misusers

• Excluded or at risk of exclusion from school

• People with special educational needs or autism

• Homeless

• Long term unemployed (over 12 months on Job Seekers Allowance)
Every day provided on a care farm is a genuine working day for participants. The meaningful work focus and structure combined with connection to nature, other people and positive role models address underlying health and lifestyle issues that prevent movement towards economic and social inclusion. E.g. addiction, lack of confidence, lack of skills, unsuitability to mainstream education techniques, burn out, mental health breakdown and isolation. Self esteem and vigour increase significantly for participants combined with reductions in feelings of anger, confusion, depression, fatigue and tension (University of Essex, 2008). 

All care farming participants engage with one or more of the following routes of progression:

• A genuine working day

• Voluntary work

• Training or further education

• Paid employment  

Every day place on a care farm delivers fundamental training necessary for the most excluded to move towards inclusion and employment. This includes:

• Integration with a supportive working day structure
• Working as part of a team

• Working towards set objectives 

Farmers are paid to deliver the working day to participants by the relevant commissioning bodies or through client’s own resources in the form of personal budgets for healthcare. Care farming is still embryonic in the West Midlands and the rest of the UK although the great potential for development has already been proven in Europe, particularly in the Netherlands. 
The development of care farming in the Netherlands was supported by the Dutch national government 10 years ago and they now have over 800 care farms. Care farms in the Netherlands are considered as “examples of innovation in the rural area and contributors to the desired integration of care in society.”(Wageningen University, Netherlands, 2007).  Care farming grew in the Netherlands because the Dutch government funded an organisation to provide care farming infrastructure services and support. Each new care farm in the Netherlands creates another 0.8 of a full time job. 
In the UK the National Care Farming Initiative was set up three years ago to provide a coherent voice for the initial UK care farms and apply political pressure for national policy shift in favour of care farming. Care Farming West Midlands (CFWM) has been formed to develop the model of regional infrastructure necessary to increase the capacity of care farming provision in the West Midlands. CFWM is working in close alignment with the National Care Farming Initiative and will be the pathfinder regional organisation to model the route for other UK regions and countries to follow.
It is important to distinguish between the direct and indirect outputs of CFWM. The working day places provided on care farms may be paid for through other funding applications made by relevant organisations. Direct outputs must not be duplicated. 

CFWM is a capacity building organisation. It will create social enterprises that will deliver economic and social inclusion.
CFWM is a promotional and brokerage organisation between commissioners and care farmers.

Over 3 years CFWM will directly create:

• 20 new social enterprise care farming businesses to facilitate economic and social inclusion for those at the margins of society.

• The 20 new social enterprises will provide a minimum cumulative £777,600 from delivery of care alone to the West Midlands economy over the three years.
• 15 new care farming jobs. 

• The commissioning of PHD research into care farming outcomes. 

• 100 people assisted to get a job.
And indirectly:

• Delivery by these new care farms of a minimum of 17,280 meaningful work day care places.

• 250 people from the most excluded groups assisted to improve skills.
Over 5 years CFWM will directly create:

• 36 new social enterprise care farming businesses.

• Providing a minimum cumulative £3,110,400 to the West Midlands economy.
• 28 new care farming jobs.

• 180 people assisted to get a job.
And indirectly:

• Delivery by these care farms of a minimum of 69,120 meaningful work day care places. 
• 1,000 people from the most excluded groups assisted to improve skills.
On Saturday 12th July 2008, over 20 care farmers and potential care farmers were brought together at Top Barn Farm near Worcester to discuss how to help develop care farming in the West Midlands. What came from that meeting was the message that help, advice and action were being urgently requested by farmers to develop this business model and form the necessary links with local commissioners. CFWM was formed at that meeting and has since incorporated as a social enterprise in the form of a Company Limited by Guarantee. CFWM will be owned by its members with nominal liability limited to £1. 

The need for care farming comes from multiple sectors. To begin with the farming community itself, Defra’s Observatory statistics reveal that average net farm income in 2006/7 was only £26,700, with smaller farms under greatest financial strain. Financial pressures are central to farmers and farm managers being the occupational group with the fourth highest risk of suicide in England and Wales (MIND). In the 2007 Farmers' Voice Survey carried out for Defra, there was widespread concern for the state of the farming industry, with around a third of farmers surveyed intending to either give up farming completely or diversifying.
Of the prisoners released from custody in the UK in 2004, 65 per cent re-offended. Unemployed ex-offenders are twice as likely to re-offend as those with jobs, but health issues, low self-esteem, poor education and a lack of skills or work experience mean that many offenders find it difficult to find employment. The resulting Offender Management Bill contains the priority reform to “introduce greater contestability by allowing the private and voluntary sector to provide probation services”.
The London School of Economics stated in 2006 that “40 per cent of all disability (physical and mental) is due to mental illness and roughly 40 per cent of people on Incapacity Benefits are there because of mental illness”. Mental Health charity MIND has commissioned research into ‘ecotherapy’ and consequently is seeking to help develop projects that “will integrate mental health service users into the community via the delivery of environmental projects conducive to good mental and physical health”. MIND specifies the opportunity of care farming but there is no regional infrastructure service to start new care farms anywhere in the UK.
In 2005/06 there were 1,000 school exclusions in the West Midlands. Many of these young people are not suited to the traditional classroom approach to education and require education other than school. 
According to NACRO (a crime reduction charity), as many as 160,000 16-18 year olds are not involved in any form of education, employment or training and these are the young people who are far more likely to get involved in crime than those who attend school or college or have a job. Early interventions are urgently needed to improve their ambitions and aspirations.
In 2007 HM Government delivered the ‘Putting People First’ policy document to drive the expansion of personal budgets for people with long-term health requirements such as special needs. This means that people with special needs can commission their own care where they want to take it. This was a major factor in the expansion of care farming in the Netherlands 10 years ago as people with special needs chose to take their care by working in the supported environment that care farms offer. This aligns well with many Local Area Agreements (LAA’s) in the West Midlands such as Shropshire’s, which cite the strategy for more people with learning difficulties to be given ‘personal budgets’ to buy their own healthcare. Capacity needs to be created for places to people to buy such services. Some current care farms are working well with people with personal budgets which CFWM will be using as exemplars (please see Top Barn Training Centre case study).

The market for CFWM is to provide a service to farmers to help them create new care farming businesses. Through this CFWM will create quality third sector service capacity for commissioners and social enterprises that deliver economic and social inclusion for those most excluded. 

20% of the West Midlands £10bn gap in productivity is attributed to economic exclusion, leading to a lower than average employment rate, currently 72.9% to the UK average of 74.1% (WMES). Each day place on a care farm is a genuine working day for the service user. Care farming introduces the most economically and socially excluded to a working daily structure, operating within a team, rural skills and positive role models. The rural setting combined with meaningful work can significantly improve people’s mental and physical health.  

The health sector and social services need additional options to compliment medical treatments and offer more choices for rehabilitation, therapy and work training. Public health bodies need effective and economical options to tackle emergent health problems. Local authorities need more options for social care. Offender management services and the criminal justice system need further options to facilitate reintegrating offenders into society and employment. Disaffected young people need more alternatives to the traditional schooling environment. Land managers and conservation bodies need more initiatives to enable people to engage with nature. Farmers need new ways to ensure the economic viability of farms, without having to leave farming. (University of Essex, 2007).

The market for CFWM is driven by a combination of economic need for many farmers and pressing health, social and educational requirements for society that statutory bodies are responsible to deliver. Care farming delivers their needs in an innovative manner focussed upon work, whilst also addressing the economic need for farmers through a viable proven business model. Statutory bodies such as probation, the NHS, mental health and educational services are all being driven through national, regional and sub-regional policy to work in conjunction with the third sector to deliver services.

The rationale for CFWM can be summarised by:

• A need for a new economically sustainability business model with economic and social inclusion through meaningful work at its core.
• A need for new, innovative and cost-effective access and delivery of health services, social services, justice and education services for the excluded, especially in rural areas where these services may be lacking.
• A need for a regional model to spread care farming in the UK.
• A need to transfer what is by far the fastest growing area of proven farm diversification from the Netherlands into the West Midlands.

Participating people and organisations will include:
• Farmers

• Social services

• Probation services

• Mental health services

• Substance Misuse Action Teams
• Pupil referral units (PRU’s)
• Homeless charities
The direct 3 year objective of CFWM is to stimulate the creation of 20 new social enterprise businesses to deliver care farming in the West Mercia counties of Herefordshire, Worcestershire and Shropshire. It will do this by spreading the awareness of care farming as a viable business opportunity for farmers and a cost-effective service to commissioners that delivers for them and service users. CFWM will provide professional support to potential care farmers, linking commissioners and providers and helping to create the necessary infrastructure and network to develop care farming in West Mercia.  
We believe that these care farms will develop in a similar manner to those in the Netherlands. Each new care farm in the Netherlands creates another 0.8 of a full time job. It is expected that in the second year of trading care farms will reach providing the average number of meaningful work day places per week found on Dutch care farms, 24.  We also expect similar average number of clients per week, currently 15.6 in the Netherlands. Care farmers are already delivering some personal budget healthcare in the UK at around £45. We expect this to be an average for care farming income per person per day. 
We expect care farms to be open for business at least 45 weeks of the year:

24 day places per week x 45 weeks = 1,080 meaningful work day places per care farm
1,080 day places x £45 = £48,600 average income per care farm

To avoid over-estimation and allow for a suitable start-up process for care farmers, care farm income generated, number of people assisted and day places delivered have been calculated for the forthcoming years after a new care farm has been operational for 12 months.

These 20 new care farm businesses will deliver over 17,280 meaningful work day places for those most economically and socially excluded. 
There is currently no research available for average length of time a client stays engaged with a care farm. The differences per client group will be significant. E.g. a person with demanding special educational needs will often be engaged long-term on a care farm whereas somebody recovering from depression may only need a comparatively short engagement prior to return to paid work.  For the purposes of estimation for this project, an average length of engagement has been taken at 12 months. When this is combined with the Dutch average of 15.6 service users per care farm per week, then over three years this project will improve the skills and employability of 250 of the most excluded people. Over 5 years this figure will rise to over 1,000.

Care farming seeks to engage with those most socially excluded in society. In so doing care farmers are often working with people that are not yet near to the bottom rungs of recognised measures of progression. Initial care farming activity utilises the daily structure and focus of meaningful work to provide simple life stabilisation. This provides a platform from which participants can build and progress from. 
The range of client groups that use care farms has been detailed in research from University of Essex (2007), detailed below. The chart shows the percentage of care farms that are dealing with a particular client group. It shows two key points. Firstly, that many care farms intentionally mix client groups as it has extra therapeutic effect (e.g. mixing excluded youth with people with special needs often draws out empathetic communication from the excluded youth). Secondly, it shows that care farms mixing client groups is good for the financial sustainability of care farming. This is because each client group will be attached to a particular funding stream. If this funding stream is subject to policy shift from Government, then the care farm can move the focus of its clients with that shift and so maintain income. However, it should also be noted that some client groups are not subject to mixing due to issues often referred to as ‘contamination’. An example of this may be groups of substance misusers.
Care farming will initially develop in line with established funding streams, where care farming is already operating in a manner that is replicable (e.g. people with special needs or with mental health issues). Focus will be needed from CFWM to develop care farming for client bases where care farming activity is very embryonic and has not, as yet, had dedicated funding attached (e.g. for those on probation and for the homeless).   
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People attending care farms, University of Essex (2007).
One of the key strengths of care farming is that the farming environment provides routes to constant progression that few other environments can match. For example, care farming requires simple and practical tasks that stabilise many people in need, such as bedding down of animals or turning compost. Importantly, these tasks have real meaning and people who use the service are working within a process focussed upon creation rather than destruction of life. However, care farming also provides the next steps towards social and economic inclusion such as the social skills from working in groups and practical land based training. People using care farms may even find themselves ending up working in the farm office prior to moving back into paid employment.

CFWM will also seek to actively work with organisations that provide established progression routes for specific clients groups. For example, following time spent on a care farm a young person may wish to move through the Prince’s Trust programme towards employment or a person with learning difficulties may seek to engage with MENCAP’s pathway to employment service. CFWM will also work with organisations such as these to facilitate them using care farming environments to deliver their own objectives.    
To grow this practice, care farming will be promoted by CFWM at presentations and events at a regional and sub-regional level, with follow-up advocacy, guidance and support for farmers and to commissioning bodies. Further detail is given in section 10 of this document – communications and marketing.

CFWM will provide information, training opportunities and guidance to potential and current care farmers as detailed below:

• Developing a ‘Starter Pack’ that includes guidance and signposting related to health and safety, insurance, legal set-up and record keeping
• Taking potential care farmers through a supported logical development process

• Creating the network and developing delivery guidance in conjunction with commissioners related to specific client groups. E.g. probation and social services

• Organising work experience days on care farms for potential care farmers

• Offering paperwork training days for potential care farmers

• Giving guidance for interaction and contracting with commissioning agencies

• Working with Business Link to develop business planning and reviews

CFWM will locate in an office at Top Barn Business Centre at Holt, Worcestershire. Top Barn Farm is centrally located in the West Midlands with good road access and a mainline railway station located 6 miles away at Worcester. Top Barn farm has two very successful and established care farms on site. This allows close connection with the needs of practicing care farmers and ease of site visit to advocate care farming to relevant invited visitors. 
The CFWM office has already been set-up at Top Barn and will continue subject to successful funding application. It is currently being funded to match West Mercia Probation monies by the owner of Top Barn Farm, David Harper. County level care farming development officers will primarily work from home. 
Funding for CFWM will largely cover staff costs and related travel. Income into the project will increase as care farming expands and is proven as a successful vehicle for social and economic inclusion. As care farming develops in the West Midlands we will form strong links with the private sector through our capacity to deliver their Corporate Social Responsibility agendas. 

New care farmers will pay £75 to join CFWM per annum. This will allow them to promote their services on the West Midlands section of the national website. It will also allow them access to on-going advice and support as appropriate from the CFWM office.

CFWM will become financially sustainable after 3 years of operation. This will be achieved by a combination of the following:

Corporate sponsorship – CFWM will be the identity for the development of a large scale delivery vehicle for social and economic inclusion in the West Midlands.  CFWM will be highly attractive to sponsorship from large companies seeking to deliver their corporate social responsibility objectives and from the added value that association with CFWM can bring (especially in food retailers). The social value of products has given rise to the fastest growing market area for food (Fairtrade). A supermarket will gain significant sales leverage through promoting aspirational social values through association with care farming. CFWM will seek corporate sponsorship to cover the Project Manager costs as a minimum. CFWM will use the contacts of its Board of Directors to gain access to key business decision makers. Specific corporate focussed promotional events will be run to allow them to grasp the potential of care farming association for their businesses.  Close links with Business in the Community West Midlands will be sought.
Local Area Agreements – as the work of CFWM develops and awareness of care farming grows it will become an important stakeholder in the delivery of multiple outputs of Local Area Agreements (LAA’s). We believe that this will present an opportunity for funding the County Level Development Officers. CFWM will seek to sit on the LAA groups and ensure the objectives of the project are communicated and updated. We aim to have one development officer funded through an LAA in FY2, two in FY3 and by FY4 to also have the development officer manager employed through a LAA. 
Commissioning body support – as care farms grow in number throughout the West Midlands their role within commissioning strategies for statutory and public bodies will move from the position of innovation towards being understood as a mainstream method of health and social care delivery. As this takes place the relevant commissioning bodies such as the NHS, Social Services and Probation will have great interest that CFWM is well supported in their work. It will be more cost-effective that the CFWM service is delivered through the third sector rather than in-house by commissioners. Commissioners will recognise the value of funding support and from providing close interaction from their own complementary staff, as specialist secondments to CFWM. Funding towards staff costs will be sought from the NHS at a regional level as care farming begins to deliver their required health outputs in a sustainable and long-term manner.
It is also apparent that the nature of the work to develop care farming will change over the period of the project. The first 3 years of development of care farming in West Mercia will require high intensity awareness raising and initial formation of the relationships between care farmers, commissioners and clients.  This modelling process will become smoother over time as care farming becomes more established. The resources will become developed in electronic format and be shared on the West Midlands section of the National website. This part of the process will become less labour intensive. This will give CFWM the option of reducing costs or refocusing development officers. This may be towards developing care farms in other counties of the West Midlands not covered by the initial funding or helping recently started care farms develop their services into such areas as offering qualified training, educational and mentoring resources. 
The long term sustainability of care farming development in the West Midlands is very closely linked to the number of successful operational care farms. CFWM expect that after the first 3 year outputs are met, care farming will begin to enter mass awareness and much greater self-replication. 
CFWM has formed an influential and experienced interim management committee to deliver this project. It is expected that these people will become directors of CFWM at the inaugural AGM on December 17th 2008. 
They are:  
Roger Murray has agreed to Chair the CFWM Management Committee by request. Roger was formally Chief Operating Officer of Midlands Electricity plc and responsible for all eight of its UK companies.

Rev Dr. Gordon Gatward OBE, BD, PhD, FRAgS, FIAgriM is from a rural background with a wide experience of practical livestock farming. Since June 1999 Gordon has been employed by the Royal Agricultural Society of England (RASE) as the Director of the Arthur Rank Centre and as Honorary Chaplain to the RASE. In 2007 he took on the additional role as the Director of Charitable Activities for the RASE. He is one of the founding members of the National Care Farming Initiative and currently chairs its steering group. He was awarded the OBE in 2004 for services to the farming community.

David Harper OBE has been farming all his life and was a pioneer in farm diversification at Top Barn Farm near Worcester. Top Barn Training Centre was started in 1999, and is a care farm providing therapeutic land based education for those with special needs, with five full time staff. The Good Soil project is on a separate site on the farm, and is a care farm run in conjunction with the Probation Trust for local prolific offenders, frequently with drug problems. David was awarded the OBE in 1997 for services to agricultural development work in Africa.

Julia Evans is a farmer, running a 180 acre organic beef and sheep farm on the Herefordshire/Worcestershire border. Julia has been Chair of Herefordshire Rural Hub, still sitting on the committee and was Chair of Herefordshire NFU 2006-7. Currently Chair of the NFU Regional Communications and Promotions Group and NFU Regional Vice Chair. Julia has been running a Riding for the Disabled Group based at the farm for the last 17 years.

Georgina Britten-Long DL, has had involvement for some 20 yrs in Worcestershire countryside and county matters at committee level. Georgina is Trustee of West Mercia Probation Care Trust and various local charities and organisations and is President of Worcestershire CLA. Georgina was involved with Monty Don in 2005, with the initial setting up of the Good Soil project in Herefordshire, and has continued involvement as the project moved to Top Barn. Georgina has also been involved with Top Barn Training for 5 years, helping with obtaining funding.

Kim A. Jobst MA. DM. MRCP. MFHom. DipAc. is a Physician dedicated to Healing and Holistic Healthcare. Kim is Editor-in-Chief of the leading science journal in integrated medicine, the Journal of Alternative & Complementary Medicine. Dr. Jobst runs his own consultancy, with his clinical practice in London and Hereford. Dr. Jobst was a founding member of The Prince of Wales’s Foundation for Integrated Healthcare and is a founding member of The National Care Farm Initiative (UK).

Jack Randall is a Chartered Accountant, practicing in Worcestershire for 40 years and specialising in farming accountancy. From 1990 to 2002 Jack was a partner in a National Firm of Chartered Accountants, also becoming Treasurer of St Richards Hospice in Worcester in 1998 until retiring in 2003. Jack has also been Treasurer of Noah’s Ark Trust from 2003 to 2008, which is a local Worcestershire Charity providing bereavement support. From 2002 to 2006 Jack served as Vice Chairman of Worcestershire County Cricket Club.

Noelle Wilson has 29 years experience teaching agriculture, horticulture and sustainability in schools and colleges. Noelle developed farming work for people with special needs at Hartpury College which led on to setting up and managing Top Barn Training Centre in Worcestershire. Top Barn Training Centre is one of the leading care farms in the UK, a not for profit social enterprise working with young people and adults with special needs and challenging behaviour, mainstream schools and pre -school playgroups.
2.0 Project Management Plan Objectives & Scope

Please complete the following statement and include it in your Project Management Plan as part of your Full Application:

This project management plan forms part of our project application for the Care Farming West Midlands (CFWM) project dated 8th December 2008 and sets out our detailed definition of the project and our plans to deliver it. Any resultant funding agreement will include cost and funding profiles and our arrangements for the project’s management and control.  

NB: If we approve project funding, we will replace your statement above with the following to make it part of the funding agreement.
The purpose of this project management plan is to ensure the successful delivery of the
Care Farming West Midlands Project to the time, quality and cost and forms part of the Grant Funding Agreement/Contract No       dated Date.

3.0 Project Roles, Responsibilities & Governance
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Providing advice and guidance as representatives from key commissioners and stakeholders:
• Social services
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• Agencies for the homeless 
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• Business Link West Midlands

 Stakeholders will be invited to attend and feed into relevant board meetings.  
Directors – responsible to membership

• Includes current care farmers

• Provide strategic influence and direction
Project Manager 1.0 – responsible to directors – 32k
Responsible for the successful delivery of the project.

Resource allocation, policy, promotion, advocacy, strategy:

• Presentations, events and personal advocacy designed to inspire commissioning bodies and agents to seek the use of care farms.

• Monitoring of and influencing relevant regional and sub-regional policy to encourage the development of care farming.

• Feeding regional experience to the National body to affect long-term national strategic change.

• Presentations, events and personal advocacy to the farming and care communities to demonstrate the new opportunities that care farming provides.

• Forming the development guidelines and information package to assist networkers bringing aspiring care farmers through start-up.

• Engagement with potential major regional business sponsors.

• Administration, monitoring and alignment of project with overall project funds and under the guidelines of CFWM internal controls.

• Monitoring of project outputs through close liason with University of Worcester.

Development Manager 0.7 – responsible to project manager – 32k pro rata
Regional network building and responsibility for one County:

• Forming and maintaining close working relationships with Rural Hubs.
• Guiding the approach of development officers to commissioners and farmers. 
• Providing expertise and training for development officers to guide farmers through start-up process.

• Providing support to county development officers.

• Building regional network information.

County Development Officers 0.5 – responsible to development manager – 

25k pro rata
Sub-regional network building and hand-holding. Development officers will cover the other 2 counties not covered by the Development Manager.

• Providing the initial localised point of contact for potential care farmers.

• Responsible for building up contact knowledge from care farmer to care farmer and from care farmer to the relevant localised commissioners.

• Hand-holding the potential care farmers through the start-up process structure

• Brokering initial meetings with commissioners.

• Helping to create, feed into and improve the information resources to encourage the development of care farming, with special focus upon working in conjunction with Rural Hubs.

• Building the localised database and internet resource.

• Helping new care farmers develop their promotional literature and care farming website presence.
Administrator / Training Organiser – responsible to project manager – 20k
Office management, organising and booking events for care farmers and potential care farmers:

• Organisation of open days on care farms

• Organisation of follow-up work experience days working alongside care farmers and clients.

• Office management.

• Record keeping of project funding and invoicing.  

Accreditation Partner – responsible to CFWM, commissioners, care farmers and clients
• Delivering certified accreditation training for care farmers.
4.0 Project Monitoring, Reporting & Control

The Board will set down and approve normal reporting and control procedures for adoption at Board meeting in early 2009.
Project costs and income will be monitored against level of adherence to the financial year projections given as part of this bid.

Project delivery progress will be monitored against level of adherence to the project Gantt chart and milestones. 
Income, costs and progress will be subject to scrutiny by Directors of CFWM at regular meetings, held every 3 months.

The Chair of CFWM will be regularly verbally updated on project progress (minimum of once every week). If CFWM is considered to be underperforming then Directors of CFWM will be called to meet and resolve any issues preventing successful delivery of the CFWM project.

The success of the project will be monitored by the number of new care farms that are in business 12 months following their first day receiving clients. CFWM will ask all new care farms to monitor their delivery of care farming. At the end of each financial year we will ask them to feedback:

• Number of clients

• Number of care farm days delivered

• Number of care farm days delivered per client group
• Income from each client group

• Number of clients entering or completing further education or training

• Number of clients entering paid employment

• Full and part-time jobs created from care farming business

• Training provided

This information will be treat in confidence as to which care farm it came from by CFWM but will be amalgamated into end of year statistics to share between care farmers and feed into the National body to show the development results in West Mercia as a result of the CFWM project.
All CFWM communication channels will carry the relevant AWM logo. I.e. presentations, letters, e-mails, promotional leaflets and literature.
Tried and trusted problem and dispute resolution practices will be used where the need arises in respect of employment, project management and other operational matters.

This project will provide the subject matter for PHD research for the project audit and evaluation. Discussions are currently taking place between the Chairman of CFWM and University of Worcester on this matter. 
5.0 Assuring Project Quality

Quality assurance of care farms is paramount and CFWM will be guiding new care farmers towards using the Countryside Educational Visits Accreditation Scheme (CEVAS). This will ensure a high standard of provision due to providing training in quality assurance in such areas as health and safety and risk assessment. The check necessary for a farm to become accredited by CEVAS is conducted by an independent consultancy body. 
CEVAS accreditation will be offered for ‘free’ to the first 19 new care farmers in FY 1 and FY 2. This will allow for feedback on effectiveness. The costs for a farmer to undertake the CEVAS accreditation are £250 + VAT. We have looked into health and safety accreditation from other farming consultancies. However, the CEVAS scheme is already set-up, working well and looking likely to be adopted as the accreditation programme of choice by the National Care Farming Initiative. It is well subsidised and so offers a professional service with good value.

CFWM has discussed creating a specific care farming module within CEVAS with the group of organisations that have come together to develop CEVAS – known as Access To Farms (ATF). ATF have said they will help to deliver a specific care farm module within CEVAS costing £1,300. This will be an important development for CFWM and we have costed it into our start-up phase pre April 2009.
CEVAS is not intended as a complete quality assurance system for all commissioners. It is intended as a generic baseline quality assurance system that commissioners can add their relevant ‘bolt-on’ requirements. CFWM is already consulting with West Mercia Probation towards these ends.

6.0 Recruitment and Training

In the first instance we will focus upon acquiring experienced, suitably qualified personnel with knowledge of care farming. Advertising for staff will take place shortly after funding is secured through internet and relevant county newspapers. Staff will be initially employed on a 12 month contract to prevent redundancy should the break clause be enacted. Staff will be inducted to:

• Become familiar with the current status and potential of care farming in the Netherlands and the UK.

• Become familiar with the current status and potential of care farming in the West Midlands and West Mercia.

• Become clear on the strategy of CFWM to create new care farming businesses and their role within it. 
7.0 Document Management

Computers will be issued to each member of staff (laptops for Development Officers). Standard Microsoft software applications will be used to store all data. E.g MS Word, Excel, Powerpoint. Copies will be held on 2 desktop office computers and on 3 laptops. Each month all staff will be required to back up their work on an external hard drive kept in the office for this purpose. This, in turn will be backed-up onto another external hard drive kept in a separate location. In this way, CFWM will maintain data recovery in light of any emergency situation.  

CFWM will upload and organise the content on the West Midlands section of the new National Care Farming Initiative’s website (to be launched Spring 2009). This will include mapping of care farms by county in the region and relevant West Midlands focussed resources and contacts. This will enable effective advertising of care farms to potential service users and commissioners and allow promotion of CFWM’s services.

Operating and feeding into the West Midlands section of the national website is beneficial to both parties. It benefits care farming nationally as it allows other UK regions and countries to follow the development of the West Midlands as pathfinder. It also allows the West Midlands to benefit from the national identity provided by the umbrella of the National Care Farming Initiative.  
8.0 Financial Management

See appendices C and D1-2.
Staff costs have been established by consultation between the management committee of CFWM of availability and current market rates for suitable staff. Office costs have been established through quotation from CFWM’s current office provider. Consumables, legal fees and project audit costs have been established through discussion between management committee. 

CFWM will have its own business controls which will be available to all staff. Finances for this project will be held in CFWM’s bank account. The Project Manager will be authorised (as stated in section 4.0) to sign cheques to the value of £500. All other payments will require the signature of the Project Manager and a designated director of CFWM.

Each director’s meeting will include an update of CFWM’s financial situation. The Director responsible, who is a Chartered Accountant, will prepare a comprehensive set of management accounts. Statutory accounts will be prepared annually, audited and filed.  

9.0 Procurement Management

Procurement will be guided by the relevant CFWM policies and procedures approved by the Board of Directors. 
Care farm accreditation provided through CEVAS will be purchased and undertaken by new care farmers. CFWM will reimburse the first 19 care farmers that undertake this accreditation (FY 0 and FY 1 planned development). By guiding care farmers towards procurement of the already establish CEVAS accreditation service, care farmers and CFWM will both benefit. CFWM will benefit from not undertake the extensive cost expense and time involved of setting up a new accreditation system. Care farmers benefit from a subsidised accreditation system that can be evidenced to commissioners as quality control. 
10.0 Communications & Marketing

Care farming will be promoted by CFWM at presentations and events at a regional and sub-regional level. For the farming community, interest for these events will be generated through established and trusted routes such as the Rural Hubs in conjunction with Business Link and the database of the National Care farming Initiative. CFWM has already run two events in the West Midlands in the second half of 2008 with great success. The first offer of a presentation to outline the potential of care farming in the West Midlands attracted over 20 potential care farmers and an event in conjunction with Herefordshire Farming and Wildlife Action Group (FWAG) delivered to 43 very interested farmers. From these events and our own networks we have over 12 farmers waiting for our help to start care farming. The project manager will lead the presentations at these events. Interested farmers at a county level will then be passed onto the county level development officers to take them through a logical development process to create new care farm social enterprises. The project manager and relevant development officers will follow up with commissioners to form strong links and communication pathways. CFWM will work closely with Business Link to guide potential care farmers through business planning and review.  

Events targeted at commissioners will integrate with tours around working care farms. People who use the care farming service are excellent advocates for its further development. We will be drawing on the recommendation and experience of key commissioners at a sub-regional level to spread to the rest of the West Midlands. For example, West Mercia’s Chief Probation Officer David Chantler and Chief Constable Paul West have been involved with very successful care farming pilot projects and are keen supporters. David Chantler authorised the pump-priming funding of CFWM from West Mercia Probation to allow it to develop a full funding bid. 

Each promotional event has been assigned £1,350 in the CFWM budget. This will cover venue rental, refreshments and speakers. The CFWM Project Manager will be the main speaker, supported by relevant commissioners and care farmers. These events will run well in simple rural locations such as village halls, keeping costs to a minimum.    

Care farming will benefit from being promoted to the farming community ‘in the round’. In this way farmers can be presented with all of the care farming client group options, allowing potential care farmers to make an informed decision of which group or groups they would like to provide for. Successful care farms often work with more than one client group and funding stream and state that this is positive for economic sustainability. CFWM will work closely with commissioners and farmers to ensure successful models are developed.

Membership of CFWM will allow care farms to advertise their services on the new National care farming website that will be available in Spring 2009. As awareness of care farming grows this will become an excellent method to advertise services, supporting economic growth of care farms. 
11.0 Change Management

Change of the CFWM project will be defined as:
• Number of care farms created and expected number of care farms created in relation to CFWM Gantt chart.
• Changes from expected CFWM milestones.

• Change in project staffing requirements.

Any changes to the above will necessitate a review of the Project Management Plan by the Project Manager under the supervision of the CFWM Chair. This will then be submitted for approval or feedback to our AWM project manager.

The Project Manager and the Development Manager are the key project staff for CFWM. Both staff will be subject to an 8 week notice period to allow for any handover. Potential staff with care farming experience at either strategic or delivery level are currently few in number. However, as this project progresses and the care farming concept develops, so will the pool of potential employees. 
12.0 Risk & Issue Management

Current perceived risks, impact, probability of occurrence and priority have been identified through discussion between the CFWM management committee. This group has also assigned people responsible.

CFWM’s Chair has actioned that all current and future risks perceived by members of the management committee, future Directors and special advisors must be communicated to the Chair with immediate effect. All current and future risks perceived by future members of staff are to be communicated through the project manager and also relayed to the Chair. The Chair will decide who is responsible for risks arising to prevent them becoming issues. If they become issues then again, the Chair will take responsibility for deciding who is responsible for taking the necessary remedial action to effect closure.
All risks and issues and their ongoing action until closure will be documented in the CFWM risk and issue log. 

Current Risks

Sustainability of Organisation 

Although CFWM has a Board of Directors with extensive records of business success, CFWM in itself is a new organisation without any track record of delivery to date. This is a risk to funders of the CFWM project. In order to overcome this risk a 12 month break clause will be built into any funding contract between CFWM and AWM. This break clause will be related to delivery of project outputs and securing non-AWM income. To avoid enactment of break clause, CFWM will need to secure agreement to 50% of FY2 non-AWM funding (set at £18,025) by the end of the ninth month of FY 1 following project commencement. 

The evaluation of the CFWM project will be conducted through PHD research at the University of Worcester. This 3 year research will be funded partly by CFWM and partly by University of Worcester. This part of a funding agreement with AWM will have to be excluded from the break clause, to allow the commitment to attract and fund a PHD student. If the break clause for the CFWM project becomes enacted, the funding for the PHD will be maintained by AWM in conjunction with University of Worcester. Research into the effects of care farming can continue on established care farms. If the break clause is enacted, then part of the PHD research will be to detail why the project was unsuccessful in delivering the specified outputs.    
The research will be conducted in line with the AWM evaluation framework and will include detail of individual client’s moving through the care farming process.
If CFWM fulfils project outputs then it will seek funding of development officers in Staffordshire and Warwickshire. By this point awareness of care farming and evidence of potential will have grown to a point whereby LAA’s will seek to directly fund positions rather than CFWM seeking further Agency or charitable funding. If the CFWM business plan were not to be successful, then again, further AWM monies would not be sought. 

Sufficient staff resource in line with demand 
Chair and Project Manager to monitor level of demand for services coming in to CFWM during FY 0. If demand is higher than expected then extra human resource will need to be planned.
Not attracting corporate sponsorship

Chair to ensure appropriate level of corporate connection with care farming.

Difficulty recruiting people with care farming skills

Directors using their contacts to make sure there is a wide communication of CFWM jobs with sufficient salaries.
Political risk

Directors using their own political weight to ensure continued and growing cross-party support for care farming (following up the House of Commons debate on care farming, November 2008).
Not secured statutory body funding

CFWM needs to prove and communicate its worth to relevant statutory bodies and associations such as the NHS, Probation and access funds through Local Area Agreements.

Care farming quality assurance model not developed

CEVAS currently offers an excellent generic accreditation system for care farmers. Care farmers will benefit from introduction of a specific care farming module. This has been agreed to work upon in the first 6 months of 2009.

13.0 Declaration

	I confirm that Care Farming West Midlands Project will be managed in accordance with the requirements of this Project Management Plan.

	Signed on behalf of   


__________________________________________
	Date  

	Name   Roger Murray
	Position  Chairman


Appendix A and B – Project Gantt Chart, Key Milestones And Work Breakdown Structure (WBS)
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Appendix C – Funding Profile
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Appendix D – Cost Profile
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Appendix D1 – Capital Cost Profile
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Appendix D2 – Revenue Cost Profile
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Appendix E – Deliverables Profile
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Appendix F – Issue Log
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Appendix G – Risk Log
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