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Introduction

This report provides an overview of the one day conference held on the 24™ February 2007 at
Shires Farm, Hawford, Worcester.

Background to the Conference

West Midlands Area of Young Farmers*“"—Clubs a
Michelle Harrison —in 2006. Mi ¢ h e | | etd work with ithe fivé cdunties in the region
(Herefordshire, Shropshire, Staffordshire, Warwickshire, and Worcestershire) to develop

the regional identity of YFC, increase capacity through greater co-ordination of best

practice and resources; and provide a strong link to the National Federation of Young

Farmers Clubs. Michelle embarked on this ambitious project in late 2006 and identified a

5 year timescale to achieve a range of outcomes for the region. The project was named

West Midlands YFC 2011 to reflect the focus on this period.

The timeframe was deemed sufficient to enable all the activity planned to be reviewed and
monitored effectively. It is important that this project is sustainable and will not be a series
ofone-of f i nitiatives and “ gqui cekthatwhissflexibleAn app!
should be sustainable and provide medium to long term direction for the region.

Developing the 5 Year Vision

Michelle spent late 2006 and early 2007 visiting many clubs in the region and attended
county meetings. Through these Michelle collected key information about the issues YFC
members and employees feel are key to the future success of the organisation, and some
of the difficulties they face. These meetings informed the design of a one day conference:
West Midlands YFC 2011 — Developing Our 5 Year Vision. The purpose of the
Conference was to start the process of shaping regional activity, and was in itself an
important landmark event as it was the first time representatives from all the counties had
been brought together to work on regional issues.

The Conference was attended by 56 YFC members, employees and a range of
stakeholders from partner organisations. A full attendance list is included at Appendix
One. The event was organised by Michelle Harrison, and was part funded by a £1500
contribution arranged by Jamie Inglis of Advantage West Midlands (AWM) through
Government Office West Midlands (GOWM).

Facilitation of the Conference was provided by Alan Brown and Brian Parfitt of Infrastruct
Limited, Michelle Harrison and Sharon Palmer of Regional Action West Midlands.

The following themes were set for the Conference:

e To increase capacity through sharing best practice
e To look for opportunities for partnership working

e To explore training needs

e To discuss vision and values

e To develop the focus of the region on diversity

It was intended that the outcome of the conference would be to provide the basis fora 5
year Action Plan to develop the regional YFC.
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Feedback from the Conference

The next part of this report describes the feedback from each group activity at the
Conference. Delegates were divided into 7 groups. Each group comprised a mix of YFC and
partner organisation delegates. Where relevant you are signposted to full notes of flipcharts
or participant notes in the relevant Appendix.

Key Priorities
The groups were set the following questions:

A |yaur groups consider what the key priorities are for West Midlands YFC over the next 5
years. This might include building on existing good practice and success stories,
attracting new funding, or addressing any ga

Full feedback from the groups has been compiled and is presented in Appendix Two.

The feedback on the key priorities involved a lively discussion at the conference. Themes
which emerged requiring regional input are given below:

e Funding was identified as a key issue. Conference delegates were keen to
receive additional support both in identifying suitable funding and completing
funding applications. The discussion focused on keeping funding applications in
the right context, ensuring that funding was pursued that supported the
organisation”s aims rather than chasing any source of money. The danger of
“mi ssion creep” was raised, representing
obtains funding that requires it to change its activity to meet the funding criteria and
as a consequence loses its original purpose.

The best type of funding was described as attracting income to deliver a partner
organisations out comes where these can be del i ve
provision or where it is a natural extension of existing provision.

e Sustainability was a key issue and an acknowledgement that funding often is
short term and should not be over relied upon.

e Linked to funding was Action Planning. There was good practice in parts of the
region with regard to Action Planning and evaluation of activity. Delegates saw an
opportunity to develop best practice across the region on planning, monitoring and
evaluation.

e Membership issues were seen as another area where the region could provide
support. There is a role for the region in promoting YFC and attracting new
members. Promotional activity should not just reach the usual audiences but should
be part of a targeted strategy that reaches wider groups. As part of promoting the
organisation to new members it will be important to sell the benefits of membership
which are wider than social activity. The delegates thought that presenting YFC as
a rural organisation rather than a purely farming organisation was a key point.
There was support for retaining membership at regional level through maintaining
contacts with ex-members and encouraging their future participation. The region
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could also pick up issues relating to age requirements for membership and
maintain a dialogue with the National Federation.

e Legislation was discussed by delegates and a there was a broad consensus in
favour of a role for the region in helping clubs to understand and comply with
legislation and to think through how to make the requirements work at an
operational level. At times delegates found legislative requirements restrictive and
whilst understanding the requirement to operate within them, there is a role for the
region to represent the YFC"s at National
lobby for changes.

e The region was seen as having a potential role in communication and
networking both internally with YFC and with outside organisations. This could
include building alliances with other rural organisations and raising the profile of
YFC in general.

e The role of the region in having a strategic influence was raised. The region can
provide a collective voice that can influence regional policy.

¢ Finally, the region was seen as being able to have an impact on the quality and
provision of training. Regionally organised training would have economies of scale
and could tap into expertise that exists in different counties.

Training Needs
The groups were set the following questions:

Consider the following questions in relation to training needs.
1. Are there gaps in training provision?

2. How can the West Midlands YFC work together to deliver the identified training needs?
How can the Regional Office support you?

Full feedback from the groups has been compiled and is presented in Appendix Two.
The whole group discussion raised some key issues that will be a priority for the region.

e Legislation was a recurring theme. Delegates identified a demand for training in
legislation and emphasised that the training needs practical application and should
be supported beyond delivery to ensure it is put into practice effectively in the
organisation.

e Linked to legislation - but wider - was the role of officers. Officers do not always
fully understand the remit and responsibilities of their roles and should be
supported by appropriate training.

e Consistency in training was raised and there is a need to ensure training is
delivered to a good standard across the region and that the content is consistent.

e Co-ordination of resources across the region was seen as important to maximise
efficiency and create economies of scale. In addition to programme co-ordination,
a need was identified to develop a database of resources to support training.
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e Training in strategy and funding issues was a key area and there is demand for
training in how to plan, monitor and evaluate activity, and in gaining funding.

e There were suggestions to motivate clubs and individuals to take part in training.
For example it was suggested that training should be linked to proficiency
competitions.

A whole range of specific training needs were identified and are listed in the Appendix.
These included rural skil | Baningieegolyasdni p and
diversity was identified by one group.

Equality and Diversity

The Conference included a short update on equality legislation. As a context for this it
was recognised that this will be important in supporting the outcomes of partner
organisations. The conference also included a group discussion on social drivers for
change in terms of equality and there was a quiz on equality facts and figures.

Feedback was not organised in a formal way as with other activities on the day but there
was a lively and productive group discussion.

Awareness of equality and diversity issues was good but group discussion did indicate
that equality and diversity is not managed by individual clubs in a proactive way. This not
to say they are not inclusive, but is by accident rather than by design and there should be
some concern that the clubs are not as accessible to some equality groups as they could
be.

The region can play an important role in promoting YFC to groups that currently are under
represented in the membership, developing awareness of equality issues amongst the
organisation and ensuring the organisation is as inclusive as possible.

Stakeholders

The groups did a short exercise to focus on who their existing and potential stakeholders
are. Full feedback is provided in Appendix Four.

There was a short group discussion about the results of this exercise. The delegates had
identified a wide range of existing and potential stakeholders. The potential benefits for
YFC and stakeholders included funding for YFC, opportunities to increase membership,
delivering outcomes for other agencies (e.g. developing rural skills) and obtaining positive
publicity for YFC. A strong theme was the potential for YFC to lead on developing the
understanding of rural issues with other organisations. Group discussion identified that
YFC was well placed to champion environmental issues and make links with Conservation
Groups.

The role of the region was seen clearly as developing and sharing best practice, and
providing the strong collective voice for the organisation.

Vision

The groups had a discussion on the Vision for the YFC. The starting point was the
National Federation Vision. The group considered the following questions:
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e How can you as an organisation further the Vision of the organisation?

e What Values do you think underpin your Vision Statement?

Full feedback is provided in Appendix Five.

Group discussion about the Vision of the organisation was lively. There was consensus
that the region must adopt the Vision of the National YFC although there was a view that
the Vision as currently written is lacking clarity and it would be better if the Vision was
separated out from the Values of the organisation.

It would be inappropriate for the region to develop its own Vision and should use the
National YFC Vision. However, it might be appropriate to consider how to build the
National Vision into the regions work by identifying the values of the clubs in the region
and matching this to activity organised in the region.
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Summary and Conclusions

The event has identified an exciting and demanding set of areas for the West Midlands to
work on at regional level.

These should now be prioritised and action plans built around each area. The action
plans could be separate plans for each area or form an overarching action plan. The
action plan should have clear objectives over a time period to 2011, with regular
milestones to enable monitoring.

The Action Plan should address:

e The Key Priorities identified in the report

¢ A planned programme of activity to improve the quality, co-ordination and delivery
of training across the region

e Steps to improve Equality and Diversity including awareness raising and actions to
widen participation in YFC by equality group

e Steps to build stronger and mutually beneficial relationships with stakeholders

e Delivering all objectives in the context of the National YFC Vision, and fulfilling the
valuesofthe YFC"s in the region

We would suggest that the action plan is developed by a subgroup of those who attended
the Vision Conference. Progress against the Action Plan should be reported to periodic
Regional Conferences. A recall conference has been set for September 2007 and an
annual regional conference should then be held to report on action and refine targets.

In conclusion, the Vision Conference identified a true commitment amongst all present to
develop the region. In particular there was a commitment to follow the consensus of
regional decisions even where these were divergent to the views of individual members or
counties. This commitment is a firm foundation to establish a successful and effective
regional organisation.
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Appendix One: Attendance at West Midlands YFC 2011 Vision
Conference (24™ February 2007)

Facilitators

Alan Brown
Brian Parfitt
Sharon Palmer

West Midlands YEC

John Farrell
Suzanne Shuard

Herefordshire:

Billy Hanson
Mike Lewis

Matt Price
Lucinda Rees
Richard Thomas
Gareth Watkins
Sarah Wells

Staffordshire

Rob Atkin

Lucy Hill

Toby Lawton
Bryce McKellar
Lisa Parker

Vanessa Rowlinson

Jon Sarsfield
Trevor Shelley
Julia Taylor
Donna Tavernor
Ruth Turnock
Katie Winfield

Worcestershire

Will Davies
Dene Hazelwood
Claire Griffin
Rob Lancaster
Serena Marshall
Hannah Talbot
lan Wormington
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Organiser

Michelle Harrison

Shropshire

Becky Davies
Megan Jones
Lee Preece
Pete Richards
Louise Roberts
Dan Webster

Warwickshire

Mike Allton
James Chapman
Jo Eddleston
Dave Green

Bert Mitchell

National Federation YFC

Kate Cross
Lionel Hill MBE
Sarah Palmer



Other Agencies Attendees

Frances Beatty Regional Director Country Land & Business Association

Mark Davies Head of Marketing & Events-Business Link West Mercia

Merlynne Francique  National Youth Agency Development Officer

David Howatson Head of Sustainability & Rural Affairs GOWM

Jamie Inglis AWM (Advantage West Midlands) Food & Farming Team Manager
Dave Phillips National Youth Agency

Nick Read Chairman WMRAF (West Midland Rural Affairs Forum)

Geoff Sansome Natural England

Other Attendees

The RT Reverend John Oliver
Phil Shuard

Total Attendees 56
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Appendix Two: Feedback on Key Priorities

Key priorities identified were:

Funding & Monitoring

e To retain financial independence through setting appropriate fees for members and
fundraising

e Establishing sustainable funding and access to new funding. Ensure that funding for
employees is long term. Ensure funding gained does not require the organisation to
lose sight of its core purpose. Look for funding that matches the outcomes of other
organisations where these coincide with YFC existing activity.

¢ Maximise funding opportunities through developing bids and creating better
understanding of funding sources. Recognise different targets such as education.
Professional help may be needed to develop funding expertise.

e Need to cover core costs of running clubs and training and employee costs

e Develop capacity in YFC to Action Plan. Build on models used by some counties
where they have a traffic light system of reporting and monitoring.

e Ful filling the plrdnMdattl erssof (|, &aremiyngh& ach
economic well being, safety, making a contribution)

Membership and Social Aspects

e Maintaining the social aspects of YFC and ensuring it remains fun

e Ensure personal development, and achievement in a fun environment where new
friends can be made

e Attracting new members and considering age banding for members

e Positive promotion - marketing the organisation to a wider community, not just rural
communities

e To retain and build upon being a democratic young per s o n s organi sati on

¢ Running own clubs and listening to members to ensure interest is gained and
maintained

e More attention to be paid to 18+ age group. Especially 20+ and those who return from
university. Think about retention of members.

e Check that we are providing members with what they want — there are misconceptions
about what YFC does

e Promote as a rural organisation to attract new members — not just about farming

Legislation

e Improve understanding of legislation and how to implement it, and as a region work
with the National Federation to Lobby for changes.

Communication and Networking — Internal and External

e Establishing links with other countryside groups, for example, RSPB
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Share information and resources

Collaboration and Communication — between counties and across the region

Through publicity strategy raise profile of YFC and increase credibility with partners.
Stress education, and skill development as well as fun. Build better links with schools.
Regional office can be a voice for the whole region and represent YFC in many
forums.

Strategic Influence

Developing regional impact (building on ACORN and influence regional policy — AWM

and GOWM)

Access clear direction and strategy from our national organisation.

A credible organisation that has a regional impact

All of the YFC in the region should buy in to regional activity / vision and go with
consensus of opinion ratherthan,, cherry pick" aspects they
relevant

Training

Training provision — high quality training needed
Roll out training across the region
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Appendix Three: Discussion of Training Needs.

Key priorities identified were:

Training on the , rirv@viedirbgifig amdfficer -euaderstandingb i | i t

legislation around being a trustee and requirements of Charities Commission. Training
in legislation was a common theme for all groups.

More regional training to create viable numbers for courses such as Food Hygiene

Ensuring that training in areas such as Child Protection is followed through into
practice

Training in risk assessment and child protection
Training in rural skills

Public relations / media training

IT skills

Ensuring there is sufficient funding for training

Training in how to produce Action Plans — developing strategies, planning
implementation and monitoring

Training on —sexitakgholangdregsa f e ”

Scope to share expertise across region and build resource pool of trainers, materials
and facilities

Develop consistency in training across the region

Training in how to apply for funding — develop knowledge and share best practice
across the region

Skills training should be part of club proficiency competitions

Accessing funding for training could be co-ordinated by the region. Access as one
larger organisation.

Arrange line management training at regional level
Training in confidence building and team working
Training in quality, equality and diversity
Marketing skills

Build more partnerships with organisations such as Duke of Edinburgh, County
Colleges and Universities
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Appendix Four: Stakeholder Mapping

Key relationships identified were:

e Schools and colleges are a potential stakeholder in YFC and would; provide an
opportunity to market YFC membership. It would also provide an opportunity to
share values of YFC with people from different backgrounds and raise awareness
about rural issues

¢ A range of stakeholders could provide opportunities for networking and joint
initiatives — inc. NFU, LEAF, Duke of Edinburgh, farming Organisations

e County Councils

e Business is a potential stakeholder and could be used for sponsorship but also to
develop work placements for YFC members. Links could also be made with
entrepreneurial organisations such as 7y (farming co-op)

e Olympics 2012 — YFC could base competitions around 2012 activities in return for
publicity

e Advantage West Midlands. AWM can provide funding for training initiatives for
YFC members.

¢ YFC members themselves as a key stakeholder with a vested interest in services
and opportunities provided

e The police can support YFC with areas such as awareness around drugs and child
protection

e Organisations such as Natural England. YFC can provide the skill base and
countryside management skills

¢ Local Strategic Partnerships

e Learning and Skills Council

e HEFF — Heart of England Fine Foods

e ACORN Project

e The media — we can build links to maximise publicity
e Local people

¢ National Federation of YFC

¢ Youth Service — financial benefits and can use for CRB checks
e Conservation groups

¢ West Midlands Show Society

e Young people who do not currently belong to YFC

e Government Departments
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Appendix Five: Vision and Values

Vision and the issues identified:

Should incorporate a sense of strategic direction and link to an action plan

Existing statement is too long

Vision links to key priorities

Need t o br oadeoencompassrutal/ esidsuke “

Simplify to ,an organisation
Important that the region reflects the national vision
Needs to include exciting statement of the future

Emphasis on caring for the rural environment

Values underpinning the Vision and issues relating:

Honesty, integrity, democracy, generosity, accountability, quality services,

public relations, life competence, personal development
Fun, friends, learn and achieve

No strategy behind the vision e.g. relating to sustainability
Should YFC be champion for climate change

Self motivation and enthusiastic are missing values in statement
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Appendix Six: Summary of Evaluations

Delegates were asked to complete an evaluation form at the close of the event. They were

asked to mark each point from 1 (low level of satisfaction) to 5 (highest level).

46 delegates returned forms. In each box below is the total number of delegates giving this

score.
Low High
This event should have: 1 2 3 4 5
a. | Provided an opportunity to discuss 1 12 22 11
how to develop capacity through
best practice
b. | Looked at opportunities for 1 1 16 21 7
partnership working
c. | Explored training needs 2 13 19 10
d. | Developed our focus on diversity 5 19 15 7
e. | Discussed our vision and values 4 9 23 13
Overall, rating of the standard of the event.
1 2 3 4 5
6 32 8

Have you enjoyed today and would you like to take part in future similar events?

1

N
w
N
(6]
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