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Objectives: Delivering an enterprise experience to young people within Young Offenders Institutions and Secure Residential Units ensuring that all young people can succeed through enterprise and reach their full potential.

Prior Work: YES has operated for 30 years but has mainly been involved with high achieving 5th and 6th year students with the Company Programme. YES now provides a comprehensive range of programmes for deliver both within and out with the school environment.

Approach: The traditional YES Company Programme had to be significantly altered to suit the client group and the business model adopted relates more to an SME than a Listed Company.  Also a greater emphasis was required on developing softer skills prior to commencing the business activity. The programmes are student focused and do not operate to a strict timetable but are delivered at a pace and for a duration to ensure all students succeed.  Delivered in three phases taking them from a standing start, developing their skills and abilities in team building, communications and understanding of how a business operates to a point to pitch their business plan to obtain their loan. (a bit like Dragons Den), the business then operates and additional support is provided at the end to ensure they are ready for their next stage of their lives.

Results: We are recognised by HMCI Prisions as Best Practice and appeared in the Annual Report as 'good news'.  HMIE has also recognised the value of the work within the secure residential units.

From a learners perspective the following is an extract of a letter the participants at Cornton Vale sent the HMCI for Prisons … "what we have gained so far is quite amazing ... We never imagined we could have come so far and we have, as a group, a team, individually, all joined in and worked hard to make this go the way we want … We know we are the first female prisoners in the UK to be given this opportunity and we want to make it work not just for ourselves but future girls.

Implications: It fits well with the Scottish Executives strategies, Determined to Succeed, More Choices-More Chances and We Can and Must do Better.

Value: The cost to society of young people not engaging in the work place is recognised, this programme provides a practical learning experience which moves young people closer to being ready to enter the work place by reaching their full potential.

INTRODUCTION TO YOUNG ENTERPRISE SCOTLAND

A registered Charity in Scotland with limited liability YES has operated throughout Scotland for over 28 years, during this time we have worked with schools, educationalists and business volunteers to deliver practical learning programmes designed to provide young people with a real-life experience of the world of business, employment and economics.

Traditionally known for operating a single programme with associated activities, the Company Programme.  This programme was aimed at students in their final years in school, most of whom are high achievers, students operated a ‘Listed’ company, participated in trade fairs, sat The Strathclyde University Business School Examination and competed in their local regional competition with the winner going forward to the National Finals. 

Complementing the Scottish Executive’s major initiatives of Determined to Succeed, Smart Successful Scotland, More Chances More Choices and We Can and Must Do Better our vision which is to enable all young people in Scotland access to this valuable learning experience preparing them for their future participation in the labour market and as inclusive citizens.  We have dramatically widened our portfolio of programmes and can now be considered an umbrella type organisation working with all students included those who are disengaged with school and those who are not achieving their full potential.  We are also operating out with the standard school environment particularly in Young Offenders Institution and secure residential Units.

Currently, over 44,000 young people participate annually in our programmes providing in excess of 625,000 hours contact time. We wish to extend this opportunity to more young people especially those marginalised through lack of engagement and attainment with their schooling to support them in progressing to further education, training or employment.

“I am delighted that more young people have benefited from Young Enterprise Scotland but we must go further, got to get there sooner, must be faster.”

Nicol Stephen

Deputy First Minister

Minister for Enterprise and Life Long Learning

November 2006

AN OVERVIEW OF THE MEAN BUSINESS PROGRAMME

YES have operated a very successful business education and training programme in HMP Polmont Young Offenders Institution for the past two years and HMP Cornton Vale (female offenders) for the last year.  Based on the outcomes of providing these programmes both these establishments have now included this learning as part of their education and rehabilitation work. 

Whilst the concept of the programme is based on an enterprise training programme it also encompasses the delivery of other associated subjects to enhance the participants’ core skills of team working, communications, numeracy and IT. It has also been proved that it raises their self confidence and self esteem.

The ‘Mean Business’ programme operates best with a maximum group size of 10 participants who undertake three phases to successfully complete the programme.  It is important to note that whilst each phase has a notional duration for delivery the actual duration is flexible and depends on the level of achievement of the group.  It is therefore very much participant focused and each participant is given support to ensure they successfully complete the programme.

Phase 1 takes the group from a standing start to a point where the group present their Business Plan to the Governor and Chief Executive of YES (a bit like ‘Dragon’s Den’) to obtain funding to purchase materials necessary for the business to move forward.

Phase 2 is very much the production of the product and the commencement of marketing, dependent upon the complexity of the product sales can be achieved within a few weeks.  Phase two provides the participants with the hands on experience of operating a business.  The rules and regulations which apply within the prison provide realistic problems that require to be overcome similar to issues in the real business world.

Phase 3 involves the winding up of the business venture in a controlled manner and at this time participants are encouraged to identify any additional skills or training required to support them upon release.  These are provided by either YES continued involvement or by staff within the prison.

“…seven young women have been engaged in the process of setting up a small business, “Destiny’s Design” which will manufacture and sell gift boxes.  The project provides valuable business experience, but it also makes a very significant contribution to the development of communication skills, self-confidence and self-esteem in these young women.”.” 
Dr Andrew McLellan

HM Chief Inspector of Prisons

THE OPERATION OF THE PROGRAMME

The programme was delivered through the Inclusion Agenda of the Establishment as

opposed to the structured education programme which is delivered by a Further

Education College. HM YOI Polmont have sought to incorporate the learning

outcomes to dovetail with the institution’s "Learning, Skills and Employability Policy”

which seeks to reduce re-offending by equipping young people with the necessary

skills to find employment upon release. HM YOI Polmont is committed to providing a

range of opportunities to allow offenders to participate in learning for a variety of

reasons.

The Inclusion team at HMI Polmont provides;

“A range of co-ordinated activities and interventions that address prisoner needs and develops the skills, knowledge, attitudes and behaviours for offenders to access education, training and employment opportunities on release.”

Working in partnership with the staff at HM YOI Polmont, the YES Mean Business

programme has built on this work and has engaged different groups of Young

Offenders with a variety of projects and is now being delivered at HMP YOI Cornton

Vale. 
COURSE STRUCTURE

As a result of meetings and collaboration with staff the Establishments the structure of the initial pilot course was agreed. 

Having drawn from other proven YES Courses, the overall course structure lent to establishing a small business and bringing about an awareness of ancillary and associated procedures, it was also felt that the YES Small Business Programme YES2SME.com would provide additional support in the form of distance learning and encouragement for students wishing to take their study to an advanced level. Although of merit, this aspect could not be facilitated due to the limited access the students had to computers and a compromise was reached whereby students would be provided with a copy of the CD on their release or transfer from the establishment. 

Given the nature of the course and the expected participation levels, it was agreed to limit course numbers to ten. Students were volunteers selected by SPS staff.

The YES facilitators were drawn from YES employees who had previous and substantial knowledge and experience in business and industry, supported by volunteers from the business sector who provided both practical and anecdotal input.

Initially, the course inputs of two hours duration were delivered on consecutive days, Monday, Tuesday and Wednesday. It was quickly realised that students were not meeting or working out with the scheduled classroom time and the gap encountered between the Wednesday and Monday inputs proved to be a negative aspect. In consequence, meetings were re-scheduled to Monday Wednesday and Friday. That said, every effort was made to meet with the students curricular requirement and work patterns and facilitators often delivered inputs as required, including public holidays.

Account was taken of the varying educational attainments of potential students, and a high degree of flexibility was included. This factor ensured that facilitators were better enabled to vary the content of individual modules according to need. It also proved to be of particular benefit throughout the pilot courses and the resultant flexibility enabled a consistency of learning across the student group.

It was evident from the outset that group dynamics affected the participation level of students with a majority failing to interact and/or participate at the required level. Tuition on a near one-to-one basis, supported by additional team building inputs/exercises helped overcome this obstacle.

Initially, facilitators occasionally faced difficulties with the provision of basic equipment such as pens and notepads to students. It was quickly realised that rules and regulations pertaining to safety and security had an impact in this area. However, this aspect was resolved after discussion with SPS staff. Even so, given the nature of the course input and the encouragement provided to students to work independently out with the classroom environment when possible innovative solutions were found with the participants offering to purchase their own equipment from their funds.
COURSE CONTENT

In creating the required inputs, and in an effort to balance the level of pre-learning required with active and practical student participation, some course modules were based on previously tested YES inputs, from the Effective Teams Programme, Franchise Company and Project Business.

The course centred upon running a small business, including sourcing and costing materials, accounts and bookkeeping and selling at profit. At all stages, the input was practical and factual. Anecdotal evidence was used only to support theory and/or provide working examples. This proved to be a strength of the course and students were found to relate to ‘real life’ examples.

The business theory section of the course contained inputs on the following;

· Team Building

· Holding Meetings

· Problem Solving

· Brainstorming

· Negotiation

· Product Choice

· Product Costing

· Market Research

· Competitive Analysis

· Compiling a Business Plan

· Customer Satisfaction

· Sales Plan

· Company closure

A substantial time was spent on Presentation Skills. This was linked to the compilation of the Company Business Plan and students were required to formally present their Business Plan to the prison Governor and Chief Executive of Young Enterprise Scotland in application for a business loan to start the company.

The Presentation Skills input had a mixed reception among students. The facilitators experienced difficulty with some individuals within the various groups displaying reticence to project themselves in front of their peers, but overall, and having gained their confidence by impressing upon them the benefits of good presentation and interview skills, the majority of students rose to the challenge and acquitted themselves well. Indeed, there has been very positive feedback from both students and members of staff who attended the presentation of the various Business Plans. In retrospect, this input has proven to be very successful and appears to be a catalyst in helping restore self-esteem and respect among the groups and individual group members, more especially when linked to the course inputs pertaining to Team Building, Brainstorming and Meetings.

The aforementioned course inputs necessitated a high level of ‘hands-on’ work and close interaction with the students. Participation levels varied among the individual course groups, but overall, this section of the theory input was well received. It was noted that students did not too enthusiastically look upon the inputs relating to Market Research and Product Costing, but this outcome was anticipated by the facilitators and emphasis was placed upon the need to be aware of the overall business structure.

As stated, the course centred upon two main stages, Business Theory and Production and Sales. The main part of the theory input led to the compilation and presentation of a Business Plan. This section of the course encompassed all aspects from notional weeks one to six and, in addition to providing practical experience to the students, it served to evaluate learning and formed a basis upon which to launch the second [production] phase of the programme

The Production and Sales section of the course presented the majority of challenges. Given the nature of the enterprise, students were encouraged to select their product independently but as a group, taking account of their research. That said, YES staff provided advice as required to ensure that copyright and SPS regulations were not breached.

AN Overview of Courses

The summary of some of the courses is detailed below which highlights some of the problems encountered. Although each had an effect of the workings and dynamics within the various groups, it would be unfair and unwise to say that they were particularly debilitating. As each problem presented, the facilitators likened it to a problem in the business world and encouraged the group to find a solution. In the majority of cases this approach proved successful and, in many ways, helped consolidate the group as a unit. A brief overview of the pilot course may be summarised as follows;

The first group of students were selected from an ongoing study group within the establishment. The group was ten in number and it was believed the individual members had shown the required level of commitment and ability to progress to the Mean Business Programme. This in fact proved to be the case, however, a drop out rate was soon evident due to inmates being transferred to other parts of the establishment as part of training programmes prior to release and liberation on conclusion of their sentence. As a result, the programme concluded with only two original members remaining. That said, it was deemed a success as all members of the group completed the theory and administration phase and a majority of them remained for a proportionate time into the production stage. A number of positive outcomes were reported, not least of which was evidenced by one participant who had previously embarked upon a Business Study Course and stated that his previous studies now  “…..fell into place and made sense.”
Another positive aspect was that participants appeared to gain in confidence and self esteem. This was evidenced in the presentation module of the programme and commented upon by senior management within the establishment.

Due to a lack of understanding on the part of the facilitators, there were a number of frustrations experienced by what seemed to be minor problems, e.g. transfer of money between prisoner’s accounts. Given that this was the first of the courses, this was put down to ‘teething problems’ and a lack of awareness on the part of the facilitators [and participants] of the regulations impacting on the Scottish Prison Service. Nonetheless, such problems were likened to running a business in the commercial world and a positive slant taken on finding ways to overcome the difficulties presented.

Given the nature of the minor problems evidenced at this early stage, it was recommended that regular meetings should take place between YES and SPS staff. 

Being the initial pilot course, staff from HMI Polmont closely monitored the young offenders who started this course. Senior management report that of the seven who completed the course and produced CD clocks as their product, six progressed to top-end conditions within the establishment. Furthermore, records indicate that all eight initial participants showed a reduction in ‘Governor Reports’ over the three-month period since completion. There was also an observed increase in confidence and self-esteem within this group.

Another group comprised students from Crammond Hall. It is of note that Crammond inmates are segregated from the mainstream of the institution and, in some respects, are held in low esteem by other inmates. Despite this, the Crammond group proved to be the most successful of all the pilot courses. Initially ten in number, there was only one participant who ‘dropped-out’ at an early stage and this was due to his return to the mainstream prison environment. Another factor that may have contributed to the success of this group was the fact that all participants came from the same landing/wing within their hall. 

Despite the lessons learned from the previous courses and the overall positive aspect of the group from Crammond Hall, the group witnessed difficulties arising from the fact that prisoner movement and access to mainstream facilities was severely limited. Were it not for the volunteer actions of the officer in charge of the joiner workshop, there is some doubt as how the group would have achieved the success they did.

In the main, difficulties were encountered in a number of aspects viz;

· Access to facilities due to students being kept apart from other inmates.

· Purchasing and delivery of raw material [wood]. YES staff took up this point and, in an effort to drive the programme forward the facilitator purchased and delivered the materials.

· Scheduling of meetings was in some instances, erratic. This was overcome by facilitators meeting with the group, or in some instances representatives from the group, in the Crammond Hall dining area.

· Access to information technology facilities. Again, this arose in the main due to segregation and/or security rules, however difficulties were commonplace in this area and, on at least one occasion facilitators purchased and delivered IT supplies. Additionally, on a number of occasions facilitators provided IT support/back-up which should have been available and accessible by students.

· As stated, inmates of Crammond Hall are in some respects marginalized by the mainstream prison population. This had an effect on the market potential of their manufactured goods and decreased the potential for support among their peers.

Due to the location of these offenders it is difficult to evidence their progression within the estate establishment. That said, management report that six of the seven members of the group who completed the programme have maintained their incentives and privileges status and have not incurred increased misconduct reports. They have also shown an improvement in self-esteem, confidence and a willingness to engage with other opportunities.

Another course was drawn from the mainstream prison population. YES staff encountered difficulties with this group from the outset. They failed to bond as a unit and would not work as a team. In view of this, the facilitators embarked upon additional team building exercises and this appeared to provide a solution…albeit short lived.

The group were tutored in teamwork and presentation skills and also formed part of the group that represented HMI Polmont in the World International Youth Congress that was held in the institution during August 2005. Despite a positive input from the vast majority of the group, on their return to the Mean Business Programme they failed to adopt the required work ethic.

Such was the extent of concern that facilitators sought advice and support from other YES staff. Unfortunately the students failed to respond and cited hold-ups in the production process brought about by major building work within the establishment as the main reason for their indifference. As a result, four [40%] of the course resigned. The remainder have the continued support of YES and SPS staff. 

There can be no doubt that this course did not achieve the level of success witnessed by the previous groups and, whilst not wishing to abrogate responsibility, YES staff have discussed this matter at length and have come to the conclusion that group dynamics was the prime cause of the failure of this group. From the outset difficulties were experienced and staff had to eject two students from the group at a very early stage. This appeared to consolidate the remaining students but only for a short period. 

As a learning outcome, rather than selection being on an ad-hoc basis and/or depending on availability, a more formal selection process was introduced.

LEARNING OUTCOMES AND PERFORMANCE INDICATORS
A significant proportion of the course leant toward the theory and administrative side of running a small business, although in the main, the course was delivered in a practical manner, taking examples from everyday working practice.

Feedback relating to the individual course inputs was provided as each course developed.  An independent evaluation was conducted which has allowed YES to gauge the effectiveness of the learning outcomes and knowledge checks inbuilt to the programme curriculum. This, aligned to continual monitoring of students participation as they progress on the course is the present criterion of effectiveness.

As indicated, there has been much positive comment from students and from SPS Management. It appears that most students have gained in confidence and self-esteem and the presentation skills developed have enabled them to present a more positive image of themselves. 

· It may prove likely that the negotiation, meetings and management inputs have helped in the development of students on a social and behavioural scale and evidence of this may be found by monitoring their conduct within the establishment, but no formal benchmark has been established. 
CONCLUSION

Given the fact that the courses were part of a pilot project, there can be no doubt that each provided varying levels of success. Apart from the ethos of running a small business, students improved their communication skills and self-confidence. They were introduced to the process of written reports and small-scale financial management and learned to respect different viewpoints while working as part of a team.

Although an element of frustration was witnessed in each of the groups, overall there were many positive outcomes and, in the majority of cases, the students were supportive and willing to learn.

The YES facilitators and volunteers found the course inputs challenging and, in many instances, demanding. All have stated the opinion that the course is worthwhile. Furthermore, it is their opinion that from the inception of each course to its conclusion, there is a marked improvement in the conduct and confidence of the students.

Senior management at HMI Polmont are of the opinion that the Mean Business Programme is an exciting initiative that has caught the imagination of Polmont staff and young offenders alike. There is a belief that the partnership between YES and HM YOI Polmont can be developed further to evidence real change in these young people, and any further development of the YES/HMI Polmont Mean Business Programme should incorporate a full evaluation to follow course participants upon release to evidence if skills learned have transferred productively into the community.

“Many of the 600 boys here are suffering from low self-esteem.  What was so rewarding about the clocks project was not that it actually proved profit-making – although that was a welcome result – but that it did help to increase self-esteem among those who took part.  They really benefited from working together in a team, and seeing how there was a consequence, a positive consequence, from their actions. This kind of initiative won’t work for all. But if even small groups of boys can increase their self-confidence, learn to take responsibility and accept accountability, then it is going to boost the rehabilitation process and hopefully prevent them offending again and that has got to be worthwhile.” 


Bill Middleton, Polmont’s Deputy Governor
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