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Welcome to our strategic plan
This plan is the culmination of several months of reviewing, thinking, and discussing our future. Our plan
sets out our understanding of ourselves and what the past has taught us, our present and the work we see
we must do, and how we will continue to meet the needs of families in North Cambridge in the future,
developing and growing as a charity.

The Red Hen Project supports our community to raise happy, healthy, and independent
children – working directly with families, promoting positive, confident parenting and
cooperative relationships between schools and families.
In the process of writing this plan we refreshed our vision, mission, and values, reaffirming our dedication
and focus on children and families faced with challenges, and our ambition to work positively and
holistically, embedded in our local communities and with our partners.
Children aged 3-11 and their families are facing unprecedented pressures. The legacy of the Covid
pandemic, high costs of living and stretched local services can leave families struggling. Sadly, in the next
three years we expect the families we work with to have significant challenges from low income (alongside
high cost of living) and mental health concerns. Our plan sets out how we will continue to respond to these
challenges, holding true to our core belief that children can fulfil their lives and engage fully with society
when their parents get the support they need and have positive relationships in their communities.
The Red Hen project reaches out to around 70 new families each year with intensive support, and this
reach has been increasing year on year for some time. During the pandemic we worked differently across
all our activity areas, and as we settle back into more normal times, we plan to review how we record and
track what we do. In our review we learned that we devote around three quarters of team time direct to
work with families, which we found to require substantial background work such as planning, maintaining
case notes and liaising with partner organisations. When we looked at our capacity, we noticed gaps in the
time we have available for some important core functions such as finance and governance.
We found that the Red Hen Project is consistently achieving good outcomes for children, families and
schools. We have evidence of our important impact at a community level also, improving families’
engagement with their communities and reducing the need for statutory interventions.
Our financial review showed that we have been growing steadily but maintaining a good balance of income
and expenditure and relatively high reserves, thanks in part to a particularly successful year of fundraising
in 2020-21. We have a diverse income picture with a wide range of funders. We noticed our large reliance
on a single grant from the Big Lottery. For this reason, some existing reserves are currently earmarked to
support the gap in funding in 2022-23 with the end of the Lottery grant.
We are working in some form of partnership with a very large number of other organisations of all kinds,
and we found that these collaborations are vital to help us deliver a holistic and locally grounded response
to families. We have a particularly strong strategic “fit” to the county council’s Strong Families Strong
Communities strategy with many aims and priorities in common and recognise that we can benefit from
strong engagement with a number of other strategic developments in the City and County.
When we asked our stakeholders their opinion, we heard that the Red Hen Project has important strengths
which we must protect as we move into our next strategic plan:
•
•
•
•
•

Our work with families
Our values
Our motivation and tenacity
Our people
How we communicate with families
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In this strategic plan we aim to address two main challenges that we identified; our external promotion of
The Red Hen Project and establishing clear boundaries about what we can and can’t do for families.
We worked together, with the help of external consultants, taproot, to identify and clarify our plans for the
next three years. We have pleasure in sharing them with you here:
We will protect and strengthen what we do best, by articulating our offer clearly, mapping out and
protecting our capacity and nurturing partnerships
We will reach out to new children and families by working to welcome new and diverse referrals,
and ensuring we continue to develop strong relationships with schools
We will have resilient, measured growth by ensuring we have complete clarity about the costs of
our work and raising funds strategically from a diverse income base.
We will find ourselves a physical home in our community – a fit-for-purpose space to engage with
families
We will improve how we demonstrate and communicate our impact by reviewing how we gather,
analyse, use and share information about our impact
We will continue to invest in our staff and volunteers by ensuring we have sufficient staff capacity
to deliver on this plan, including in “core” roles, by continually reviewing and improving the
experience of working for the Red Hen Project and investing in our board of trustees
We will improve our external communications to raise our profile, by writing and delivering a new
communications strategy which ensures we are sharing the right information with the right people,
especially about the impact and value of what we do.

In an ideal world Red Hen would not need to exist - and yet we find ourselves ‘never more needed’.
Being a parent is hard enough when things are going well but when things become difficult through all sorts
of changes or emergencies, often the first thing to suffer is getting the children to school and ready to learn.
This was the thinking that led to three head teachers setting up this local and very effective charity in 1998.
As we continue our work in Cambridge, consistently named as the most unequal city in the UK, we find that
poverty is becoming more and more of an issue alongside all the other challenges that can make raising a
family overwhelming.
This strategic plan was written with an eye to the future. We need to be financially secure so that we can
continue to support families when and where they need us. Over several months Trustees and staff have
worked with taproot who have very ably and sensitively supported us to clarify our thinking, plan for the
future, and remind ourselves of what we are all about.
Please do take time to read and do contact us if you would like to know more or support our vital work in
any way.

Lesley Ford
Chair
chair@redhenproject.org

Sarah Crick
Project Lead
sarah.crick@redhenproject.org
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1.

Who we are and what we do

The Red Hen Project is a local charity working with
primary schools in Cambridge, supporting children and
their families. We were registered as a charity in 1998 and
in 2019 we became a Charitable Incorporated
Organisation (CIO).

supporting families to raise
happy, healthy and
independent children

Our Vision
•Our vision is a welcoming community where families are supported and empowered
to raise, happy, healthy and independent children who in turn grow up to fulfil their
lives and engage fully with society.

Our Mission
•To achieve this vision, we support children aged 3-11, their families and communities
in North Cambridge, focusing our attention on those who are experiencing challenges
in their lives. We promote and enable positive, confident parenting and cooperative
relationships between schools and families.

Our Values
•
•
•
•

For children and
their families
this means we:
• are warm and welcoming
• don't judge and are honest
• empower, and help families
connect
• stay with families as long as
needed

We are non- judgemental and respectful
We are kind and trustworthy
We value our local community
We are committed for the long term

For our local
communities and
partners this means we:
• work in partnership
• are honest about what we
can and can't do
• value and protect the
assets in our communities
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For our staff and
volunteers
this means we:
• listen to each other and
share ideas
• value teamwork and invest
in our team
• are inclusive and strive to
be diverse
• collaborate within and
outside the Red Hen project

2.

Learning from our past

In order to understand how we want to develop and change in the future, we have reviewed what we have
done in the past. We have worked together, with the help of taproot, to gather information from our own
monitoring and evaluation systems, from the families we work with, from our colleagues in other
organisations and from our own teams. This chapter tells you what we have found.

Our work
The Red Hen Project works intensively with the children referred from our partner schools and their
families. Our highly skilled and experienced family workers support families for on average 6-9 months,
meeting them in their homes. Almost all referrals are received from four local primary schools using an
online referral form.
Complementing this intensive work, we run a range of outreach support activities:
• Four weekly term-time drop-ins for families to get help from our family workers and build peer
support networks with other families
• Raising Children - an 8-week evidence-based parenting course, and topic workshops as needs arise
– e.g., sibling rivalry, online safety
• Summer family day trips and access to other experiences, enabled by our partners (e.g., theatre
trips, football holiday clubs)
• Volunteer opportunities and the ability for families to ‘earn’ time credits for time given
• Helping families in crisis and in times of stress, including poverty relief (e.g., provision of crisis packs
of food and essentials, assistance with accessing individual grants), ad hoc help and advice on
particular issues (e.g. child behaviour, school relationships)
• Other groups and activities.

Our reach
During the pandemic, we offered the same kinds of support, but we responded with more help to support
those in need. We distributed more food and created a new drop-in to help our families through these
difficult times.
We have analysed our data to review how our reach has changed over recent years:
Families supported intensively per year
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This shows a rise in the number of families receiving intensive support between 2020 and 2021. Outreach
interventions may be delivered several times to the same family. This rose particularly in 2020-21, and has
fallen but remains higher than pre-pandemic levels in 2021-22.
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There are four drop-in groups per week, with average attendance at groups ranging from 4 to 22 families
depending on day and venue. Drop-ins are used by around 70 families in each year.
Raising Children, our accredited parenting course, is typically run in-person over 8 weeks in community
spaces. The course is facilitated by trusted and experienced family workers who understand issues faced by
our families and deliver the training in a way that is non-judgemental and avoids patronising parents and
carers. We go above and beyond to engage families most in need of this intervention and work hard to
remove all barriers to anyone attending (e.g., creche provision, transport).
We also recognise that an 8-week commitment is impossible for some families whose lives may be chaotic
and we therefore offer bite-sized workshops of particular modules (e.g., sibling rivalry), and can deliver the
course individually as part of case work, and to smaller groups of parents. During the pandemic, when
meeting in person was not possible, these alternative models of delivery were used, and we also delivered
online.
Analysis of our reach and activity data for this report made us realise that, while we are good at gathering
information about the work we do, the data is not always easy to analyse and present. We would like to
improve this.

How we are spending our time
We wanted to understand how the time of our staff is being used, so that we can explore how to develop
services sustainably without putting excessive pressure on our team. Over one month, our team audited
the time they spent at work, and we analysed the results. We adjusted for annual leave and part time
working.
The results show us that 77% of the team’ time is spent in direct delivery to families, and 23% is spent on
“core” activities such as fundraising, networking, governance and communications.
The charts below show a more detailed breakdown of the findings of the time audit.
Audit of the team's direct delivery time
Other/Misc
Direct contact

Other admin

Travel

Contact
with
families

Group / project delivery

Team meetings and
discussions

Group / project prep

Activity to
support contact
with families

One-off support

Casenotes / recording

Case related work
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Audit of the team's core time
Other/Misc Finance
Marketing / Comms

Internal meetings

Emails
IT & Systems

HR

Governance &
management

HR

Volunteer coordination &
development

Board / governance

Future charity / project
development

External meetings

Charity
development

Business engagement

Grants

Networks & Networking
Fundraising

While this is a limited audit of our time, we can see we are three quarters of our time in direct work to
families, and of this, about a third is spent in direct contact with families, evenly split between groups and
individual work. Direct contact clearly generates substantial case management time, with at least as much
time needed for keeping notes, planning and discussing the work within the team.
There is substantial investment in fundraising within the core time, alongside HR activities and internal
management such as supporting the board. Please note that this audit was done at a time of high levels of
fundraising activity. A new grants post has since been introduced. During this audit period, little time was
spent on external marketing and communications.
The audit suggests there is a lack of capacity for managing financial tasks in the team.

What has been the impact for the families we have worked with?
The Red Hen Project gathers information about outcomes from all the children and families we work with.
The outcome areas that we are routinely gathering information about are:
•
•
•
•

Outcome 1: Children experiencing trauma, crisis or challenging behaviour to have improved
emotional and physical wellbeing and improved engagement with their education.
Outcome 2: Parents will have improved family relationships, through developing effective,
responsible parenting skills.
Outcome 3: Families will have improved engagement with the community, and reduced isolation.
Outcome 4: Families to have improved links with others in their communities and are better able to
support others with similar problems.

In addition to measuring indicators of these outcomes, we gather feedback, case studies and comments.
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In our evaluations, The Red Hen Project achieves good results across these routinely measured outcomes
and receives positive feedback. For example, in 2020:
Children report:
• Happier going to
school (95%)
• Feeling better after
sharing their feelings
(95%)
• Parents were happier
with how things were
going (95%)
• Life is better at home
(100%)

Parents/carers report:
• Increased confidence in
their parenting (96%)
• Improvement in family life
(96%)
• Accessing other support
available (96%)
• Improvement in general
confidence and wellbeing
(91%)

Schools report:
• Improved contact
between school and
family (95%)
• Improved behaviour,
relationships, attitude to
work and emotional and
physical wellbeing (93%)

Evaluations have shown that the Red Hen Project is effective at helping to prevent family breakdown and
children entering into care. We reduce the need for, and cost of, major statutory interventions such as child
protection plans. Around three quarters of families referred to the service for casework remain engaged
with the project through outreach activities, such as the weekly coffee morning, trips, and workshops.
The Red Hen Project is an important and knowledgeable partner in delivering improvements to the lives of
families with “multiple complex needs”, and the trust our communities have in us acts as an important
bridge for them when they are needing help from statutory agencies.

Our quality
We meet the criteria required of
evidence-based programmes
including a clear theory of change
underpinned by evidenced
theories and a practice
methodology found to be
effective in meta-analysis of
research studies of family support
services.
Evidence from schools and service
users confirms that we deliver the
hallmarks of effective support,
including intensive family support
within the family home, focussing
on goals set with the families with
an emphasis on practical
emotional and relational support,
and activities delivered by trained
and committed staff supported
through regular supervision.

WHAT THIS TELLS US
We work intensively with around 70 new families each year,
an increase on previous years. During the pandemic we
worked differently across all our activity areas and tracking
patterns of delivery across the last three years is of little
value for our strategic plan. However, we note that we want
to review how we analyse and use our performance data.
Around three quarters of team time is spent in direct delivery
while a quarter is spent on “core activites such as
governance, finance, and human resources. Direct contact
time with families required substantial background work
such as keeping notes and planning work. The time spent on
“core work” is spent in large part on fundraising, with less
time for project management and governance.
The Red Hen Project is consistently achieving good outcomes
for children, families, and schools. We have been evaluated
as having an important impact at a community level also,
improving families’ engagement with their communities and
reducing the need for statutory interventions.

7

How have we managed money
Red Hen Income and Expenditure
£250,000

£223,584

£214,399

£200,000
£150,000

£116,201

£114,321

18-19

19-20

£100,000
£50,000
£-

20-21

21-22
(unaudited)

In this section we review our financial
performance over the last few years, in
order to better understand our financial
health, resilience, opportunities and threats.
The Red Hen Project has had steady income
and expenditure over 2018-19 and 2019-20
with a small surplus each year.
The 2020-21 financial year saw a more
substantial increase in donations, grants and
school contributions which amounted to a
£98,620 surplus, increasing overall reserves
to £138,059. Though 2021-22 looks to have
a slight decrease in overall income it still
remains considerably higher than
expenditure.

Projected reserves at the end of this financial year would cover around 12 months running costs based on
2021-22 expenditure. Charities typically hold 3-6 months of running costs in reserve, though each charity
must make its own judgement about the size of reserves they keep, based on their needs.
The chart below shows more detail on this changing income. The majority of donations (83%) were given
without restriction on use, leaving us freedom to consider how to use these funds.
Income Breakdown
£250,000

£200,000
Donations and Fundraising
Grants - for Individuals

£150,000

Grants - Other
School Contributions

£100,000

Grants - Statutory
Grants - Lottery

£50,000

£-

18-19

19-20

20-21

21-22 (unaudited)

Between 2020 and 2021 school contributions also increased, by 64% from £13,666 to £23,394.
Turning now to expenditure, our largest expense is on paid staff. Staff costs have shifted from 84-87% in
2018-20 down to 61% of operating costs in 2020-21. This reduction in the proportionate salary cost was a
result of some extended staff sickness, restructure of staffing and a change to pension liabilities.
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Expenditure Breakdown
£200,000
£180,000
£160,000

Insurance

£140,000

Training

£120,000

Outreach

£100,000

Professional Fees

£80,000

Grants to Individuals

£60,000

Projects

£40,000

Office Costs
Paid Staff

£20,000
£-

18-19

19-20

20-21

21-22 (unaudited)

There has been a rise in equipment and office running costs in the past year. Office costs have risen from 34% in 2018-2020 to 7-10% of turnover in the last two years, due to a move to a more accessible office and
storage space, alongside modernising our IT systems and upgrading our equipment. Over the period there
has been an increase in staff members from 3 to 8 and the associated technology that needed purchasing
for use in service delivery.
Project costs have also risen in the past year as we have secured funding for projects, and specifically as
The Red Hen Project has taken on activities addressing poverty and emergency provisions relating to the
pandemic. Project costs have gone from 2-3% historically to 16% of operating costs in 2020-21, being
generally attached to specific funding.

WHAT THIS TELLS US
We have had steady income and expenditure for a number of years, with a growth in income
in 2020-21, largely fuelled by an increase in donations and fundraising, which we hope to
sustain. Our reserves are currently higher than you might expect for a charity of our size.
Our financial review shows a relatively diverse income picture with a wide range of funders.
A key risk was our large reliance on a single grant from the Big Lottery. For this reason, our
existing reserves are currently earmarked to support the gap in funding in 2022-23 with the
end of the Lottery grant.
Our expenditure has been tightly managed in the last three years.
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What are we good at?
To help us write our strategic priorities for 2022 to 2025 we asked our stakeholders to share with us their
thoughts about our strengths and weaknesses. We also considered any feedback or findings from external
evaluations and reviews.
An independent evaluation of our work completed in 2021 showed:
•
•
•
•
•
•

That we are positively regarded and appreciated by parents, schools and other organisations
We have successfully built relationships with families and has provided them with support tailored
to their needs
We have a clear and shared value base
We can engage with parents who often find it challenging to access support in other way
We achieved good outcomes for parents including more confidence and ability in parenting and
better self-esteem
We have good relationships with other organisations

When we asked for feedback from our stakeholders, we found that these are the main strengths of The Red
Hen Project in their view:
•

Our work with families: Unsurprisingly, the quality and impact of our work was seen as our major
strength. Families comment on their enjoyment and liking of the activities and our impact on their
children’s wellbeing.
“I love the groups they put on”
“My child loves doing all activities to do with the Red Hen Project she really
enjoys it, and the staff are nice and friendly”

•

Our values: Our stakeholders value our organisation. There were also numerous comments about the
friendly and non-judgmental attitude of the staff, and our willingness to be flexible and practical,
working alongside people to overcome barriers to them thriving.
“Red Hen makes you feel important and included.”
“Approachable and embedded in the local community. You work alongside
people and try and understand the issues from their perspective. You also work
holistically understanding that nothing happens in isolation - a hungry or
anxious child is not ready to learn.”

•

Our motivation and tenacity: We were told that people value our willingness to “go the extra mile”
with passionate and motivated staff and volunteers who have a “can-do” attitude.
“If you don't attend for any reason, they always send a polite caring message
asking if you're ok, without sounding like they're prying”
“always happy to talk and help find solutions”
“going above and beyond for me to make sure myself and children are okay”
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•

Our people: we heard from our stakeholders how important the skills and approach of our staff and
volunteers is to them.
“My impression is that project workers are tenacious, caring, practical, well
organised and well supported”
“Good team. Very responsive to suggestions and needs of volunteers. I like that
you encourage a large diverse group of volunteers and use their different
strengths and abilities”

•

How we communicate: Stakeholders told us that they valued the proactive, reliable and consistent
communication from the team to families and colleagues in other organisations.
“When they say they will contact you with info or dates for meeting you will
get that call, that email, that text message”
“The team has always had excellent communication with families and school
workers”

Other strengths that we have been told about are:
•
•
•

Our partnership working with schools and other organisations
Our local feel and knowledge about our communities
Our ability to help families help each other

WHAT THIS TELLS US
The Red Hen Project has important strengths which we must protect as we move into
our next strategic plan:
•
•
•
•
•

Our work with families
Our values
Our motivation and tenacity
Our people
How we communicate with families
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What are issues or concerns for us?
As well as understanding our strengths, we also wanted to know from stakeholders about any areas that
they thought we needed to improve. We were pleased to learn that the most common response was
“Nothing”, but there were some important messages in the things people told us:
•

How we promote ourselves: While our communication with families was a strength (see above) we
were also told that there were some problems with other communication. This was almost exclusively
about self-promotion, be it through social media, attendance at events, promotion to local donors or
being a visible community presence.
“Social Media could do with a boost, and advertising of events”
“Through the year would like to see activities to support, donate to”
“Red Hen could do with promoting themselves more in the local business
community”

•

Overstretching: There were a handful of comments about the team doing too much. This seemed to be
the flipside of the strength whereby the team “go the extra mile”. Stakeholders were concerned that
the team might be overloaded or stretched, and that families might become over-dependent on the
help of the project. There was some acknowledgement that this issue is being addressed.
“Some families become reliant on support. It has been interesting to see how
you have started to manage this”
“Perhaps sometimes we are too kind/generous? That may be to the detriment of
the workers - creating unrealistic workloads”

An additional impact of this overstretching was possible understaffing.

WHAT THIS TELLS US
In this strategic plan we need to address two main weaknesses; our external promotion of
The Red Hen Project and establishing clear boundaries about what we can and can’t do for
families.
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3.

Considering our future

We have worked as a team of trustees and staff to listen to and understand local data and listen to the
views of children, families, colleagues and staff/volunteers about our future. This information has helped us
to consider what is important about in our next three years.

The changing needs of children, families and communities
We estimate there are around 3,300 children aged 3-11 in Kings Hedges, Arbury, East Chesterton and
Orchard Park. The Red Hen Project worked with families of children going Arbury, Chesterton, Kings
Hedges, Orchard Park, Shirley, St. Laurence and The Grove Schools, and there were a total of 2067 children
on the rolls of these schools.
At the time of writing, there are huge social and economic changes underway in Cambridge, the UK and
around the world, and these are having, and will continue to have a significant impact on the children and
families we work with, and on us as a charity. In the wake of the global pandemic and the current costs of
living crisis, many of these changes cannot be predicted easily.

Poverty
Central to our mission is the ambition to reach out to those who are facing challenges in their lives, and one
of the most common of these challenges in the areas we work is financial deprivation.
Nationally, a total of 22% – or around 14 million people – live in poverty, a figure that has remained
reasonably stable since the mid-2000s and lower than the 24–25% experienced during the 1990s. The child
poverty rate fell from 34% to 28% between 1998/99–2004/05. This is considered to be as a result of social
policy success, such as Child Tax Credit. The child poverty rate has remained at around 30% since 2005/06
with a fall in 2010/11, largely due to median income falling after the financial crisis. Before the pandemic,
child poverty was forecast to rise, driven by the phasing in of the policy of limiting some social security
payments to two children (The Health Foundation 2020).
The impact of the pandemic on children living in financial hardship is, as yet, not fully clear. But there are
reports that inequality has increased with relative poverty growing while absolute poverty remains more
stable 1.
According to the Income Deprivation Affecting Children Index (IDACI) from 2015, from both national data
(Office of National Statistics) and local analysis done by Cambridge Insight, Arbury, East Chesterton, Kings
Hedges and Orchard Park are among the most deprived areas of Cambridge. 13 out of 19 (68%) LSOAs
(Lower Super Output Areas) in the wards are in the bottom two deciles of deprivation compared to LSOAs
across Cambridgeshire. 10 out of 19 (53%) LSOAs in the wards are in the bottom 3 deciles compared to
LSOAs nationally.
From the more recent 2019 IDACI scores, there is relatively little change in the wards relative poverty
compared to LSOAs nationally, with 16 out of 19 (84%) LSOAs seeing a shift of one decile or less compared
to LSOAs nationally, including 7 improving up one decile and 5 falling down 1 decile in relative poverty since
the 2015 index.
Cambridge City overall is in the seventh decile, meaning it is among the 30% least deprived areas nationally.
When coupled with the relative poverty across the Northeast of the city presented above, this presents a
clear picture of the disparity that children and families face in the wards that The Red Hen Project supports.

Relative poverty is measured against the current average income in the UK, whereas absolute poverty is measured
against a baseline average income (usually from 2011), which is adjusted each year with inflation.

1
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Mental Health
Recent national and local policy is particularly concerned about the mental health needs of children.
Because most children and young people with mental health problems will not be diagnosed, we need to
use estimates to know how many we could expect there to be in the area. Estimates about children’s
mental health are generally made using the national Mental Health of Children and Young People Survey.
The most recent full survey was done in 2017. There have been smaller, follow-up surveys with the same
children and young people in 2020 and 2021 and this helps us to understand how children and young
people’s mental health has changed during the pandemic.
During middle childhood, children’s developing mental health is sensitive to family and environmental risk
and protective factors. However, most children in this age group also experience daily exposure to school.
Primary schools can provide new nourishing and potentially protective experiences promoting a child’s
mental health. They can also expose children to new risks. Schools can also be the context within which
children’s mental health or neurodevelopmental difficulties first begin to surface or become entrenched
(Khan 2016).
In the wards of Kings Hedges, Arbury, East Chesterton and Orchard Park, based in the national survey, we
would expect there to be these children with mental health problems:
• Over 315 children aged 3-11 with any mental health problem reaching diagnostic thresholds
• Of these, about 130 with anxiety type problems
• And about 160 with behavioural type problems
These estimates are based on 2017 rates. Based on 2021 estimates, we would expect a further 250 children
who did not have a diagnosable mental health problem before the pandemic to have developed mental
health problems during the pandemic. Children aged 6-11 have had the worst impact on their mental
health (as compared to other age groups) during the pandemic (NHS Digital 2021).

Domestic Abuse
Local schools report to us rising logged concerns about domestic abuse affecting children. Demand on
domestic abuse helplines increased in the year ending March 2021 with a 22% increase in people
supported by the National Domestic Abuse Helpline in England; this is not necessarily indicative of an
increase in the number of victims, but perhaps an increase in the severity of abuse being experienced, and
a lack of available coping mechanisms. Nationally, the number of police recorded domestic abuse-related
crimes in England and Wales rose 6% in the year ending March 2021; this follows increases seen in previous
years and may reflect improved recording by the police alongside increased reporting by victims.

WHAT THIS TELLS US
In the next three years we expect the families we work with to have significant challenges
from low income (alongside high cost of living) and mental health concerns. We would expect
there to be over 300 children in our wards who have mental health problems that reach
diagnostic thresholds (the majority of whom will not be treated by the NHS), and many more
with symptoms of mental distress.
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Changes to children and families’ services
The Red Hen Project works closely with a wide range of partners, and it is important for us to be aware of
their current situations and priorities. Below is a summary of some current strategic changes that we
should be aware of.
Integrated care systems (ICSs) are new partnerships between the organisations that meet health and
care needs across an area, brought in nationally to coordinate services and to plan in a way that
improves population health and reduces inequalities between different groups. The new ICS structure
in Cambridgeshire and Peterborough has not been finalised. However, it is indicated that children and
young people’s services will be within one sub-committee and mental health and learning disability
within another. While the change will create an upheaval in the governance of children and young
people’s services, there is potential improvement in joined up planning and commissioning of services.
Best Start in Life is a 5-year strategy which aims to improve life chances of children (pre-birth to 5
years) in Cambridgeshire and Peterborough by addressing inequalities, narrowing the gap in attainment
and improving outcomes for all children, including disadvantaged children and families.
The Best Start in Life strategy focusses on three key outcomes which represent these ambitions for
children in Cambridgeshire and Peterborough.
• Children live healthy lives
• Children are safe from harm
• Children are confident and resilient with an aptitude and enthusiasm for learning.
The strategy sets some important outcomes for young children with a strong focus on health,
safety from harm and school readiness.
The Strong Families Strong Communities strategy sets out a partnership vision and action plan for Early
Help across Cambridgeshire and Peterborough from 2021 to 2026. The strategy’s goals, which flow
from the three Best Start in Life headline goals, are that:
• Children and young people are safe from harm
• Children and young people lead healthy lives
• Children and young people are confident, resilient and thrive in their learning
• Children and young people engage positively and actively in their communities
The priorities in the strategy include the following that are relevant to The Red Hen Project:
1. Develop a new model of blended support for families bringing together the best of virtual
and face to face interactions.
2. Harness the full potential of children and families’ centres, building on the principles of
Best Start in Life.
3. Address the areas of need that have been exacerbated through the pandemic including
financial hardship and domestic abuse.
4. Support children aged 9 to 12 to make a successful transition to adolescence.
5. Improve outcomes for children and young people presenting to early help with challenging
behaviour.
6. Actively support children and young people to re-engage with learning, positive activities
and employment in response to the pandemic.
7. Create more opportunities for high quality preventative work with at-risk adolescents and
their younger siblings particularly targeting those at risk of involvement in serious crime,
violence or exploitation.
8. Provide support earlier for children and young people experiencing poor emotional
wellbeing to stop issues from becoming entrenched.
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9. Enable families to adopt healthy lifestyles and good health routines including improved
nutrition, more physical activity, better oral health and keeping up immunisations.
10. Work with children and young people to embed an understanding of safe, healthy and kind
relationships and make a successful transition into adulthood.
These present a close fit for The Red Hen Project with the Stronger Families Stronger Communities plans,
and it is important for us to proactively engage with Early Help Services to ensure we are working with
councils.
The five-year (2021-2026) All Age Autism Strategy supports the aim for Cambridgeshire and
Peterborough to be an autism friendly place where children and adults with autism can live full, healthy
and rewarding lives, within a society that accepts and understands them. The Making SEND
Everybody's Business strategy runs from 2019-2024 and has a vision that Special Educational Needs
and Disabilities (SEND) is Everybody’s Business.
These two strategies present an opportunity for The Red Hen project to join in the wider children and
young people’s system’s ambition to respond better to disabled and neurodiverse children, and we
should stay connected to the opportunities for learning and development they will create.

Partnerships and Collaborations
We aim to work well with other organisations and add value to the lives of the families we work with by
engaging them with help from others. We have audited our relationships and partnerships and we are
aware that we work with around 50 organisations spanning multiple sectors:
•
•
•
•
•
•
•
•

Education – our partner schools
Food – e.g. Foodbank, local FareShare partner supermarkets, and Food Poverty Alliance partners
Mental health – e.g. Blue Smile, Acorn, Cogwheel, Illuminate
Community Groups – e.g. churches, uniformed clubs
Arts - e.g. Kettle’s Yard, The Junction
Businesses – e.g. Cambridge Fruit Company, Bradfield Centre, Mathworks
Charities – Romsey Mill, Beesom, Cambridge Aid, NCCP, KHFSP,
Local Networks – financial capabilities, food poverty alliance, Cambridge mental health, GET (Guidance
Education & Training)

These collaborations have a number of benefits
for the Red Hen Project and our families, such as:
•
•
•
•
•

Virtual budget cookery programme delivered
with Cambridge City Foodbank
Free theatre tickets for families
Access for older children to support from the
Romsey Mill youth work team
Boxes of fruit and vegetables for families
going through a crisis
Grants for individuals for appliances (ovens,
fridges), beds, school uniforms etc

WHAT THIS TELLS US
We are working in some form of partnership, or
alongside around fifty other organisations, and
these collaborations are vital to help us deliver
a holistic and locally grounded response to
families.
We have a particularly strong strategic “fit” to
the county council’s Strong Families Strong
Communities strategy with many aims and
priorities in common. We can benefit from
strong engagement with a number of other
strategic developments in the City and County.
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Opportunities
We know that we should be looking for any opportunities to develop over the next three years, and we
asked our stakeholders to tell us what was important to them. Here is what they told us:
•

Extend our existing model of work to do more: We know that the work we do is both valued and
effective, and our stakeholders most common wish for us was for us to do more of the same. We are
being encouraged to reach out to more families, and to offer more to the families we already work
with. The kinds of developments suggested included working with families for longer, doing more of
certain kinds of activities (e.g. clap and sing, peer-to-peer, drop-ins, extending to weekends and school
holidays, more creative activities to offset school curriculum changes, more support or training for
adults in the family.
“Could we support children for longer, through secondary school for instance”
“Run groups during school holidays. The need to get out of the house isn't just
term time only”
“Offer support to a wider area”

•

Have a venue: our stakeholders wanted us to have a base in the communities where we work which
was accessible for families and which allowed the teams to work together, though the importance of
working in different venues and home working was also important.
“Have a community base where families can drop in and we see each other more
as a team - although the flexibility is great”

These were other opportunities our stakeholders wanted us to take account of:
•
•
•
•

A focus on impacting the independence and resilience of families in our work
Improve our promotion and networking
Increase staffing
Plan for our future more strategically

Threats and risks
When we plan, we should also be considering the potential changes in our environment which put us at
risk. While we are constantly assessing risks around us, we also asked our stakeholders to share with us
any risks they saw as a threat to The Red Hen Project:
•

Lack of funding: The Red Hen Project is reliant on a mixture of statutory and trust and grant funding, as
well as donations. By far the biggest concern facing the charity from our stakeholders’ point of view
was threats to these funds. There were concerns that there would be a squeeze on public finances
alongside rising costs and need.
“Where is the bigger level of funding going to come from?”
“It’s going to be hard over the next few years because of covid to raise funds so
lots of awareness needed”
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•

Rising demand: There was a strong perception amongst our stakeholders that times are hard and
getting harder for the families that The Red Hen Project is here to support. This is anticipated to result
both in more families needing help, and for their needs to be higher or more complex. Stakeholders
saw a need to prepare for this rising need.
“The Red Hens future worries me a lot I think it’s because the help I received
when I did really help me. I know there are families out there that still need help
but get it yet and if the Red Hen wasn’t about anymore what would happen to
those children and families”
“I think there will be a greater need for Red Hen services as people struggle more
with money and housing”

•

Not being strategic about the future: Some stakeholders recognised that the world around The Red
Hen Project is changing, and this requires a strategic response. Relevant issues were the move to online
working, upcoming changes to education policy, and changes to government investment.
“Needing a clear direction from the strategic plan to keep us focussed”
“too much reliance on schools makes you vulnerable to changes in educational
policy”

Other threats to The Red Hen Project that were identified were:
•
•
•
•

Lack of venue/space
Staffing availability/ retention
Lack of visibility
Competition from other organisations.

WHAT THIS TELLS US
Our next strategic plan needs to make sure we:
• are well positioned to develop and extend our current way of working while
maintaining our successful model
• find a base for our team where families can access us
• maintain and sustain our income
• Are equipped to respond to rising need in our communities
• are focused on careful planning and control over our direction of travel.
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4.

Our strategic aims for 2022-2025
Aim 1: We will protect and strengthen what we do best

Why this aim?
We know from our evaluations and our stakeholder feedback that our current model works well. Local
families want us to continue what we are doing. The model of delivery has evolved in the past three years,
partly because we were developing the offering anyway, and partly because we responded to the Covid-19
pandemic.
We know that families in our area are likely to be increasingly affected by poverty, high cost of living and by
mental health problems in the next three years, and this will result in a high demand for our help.
We will continue to offer our existing, successful model of help to children and families, with a continued
focus on poverty and mental health.
To deliver on this aim we will:
1. Clearly articulate and explain all the elements of the Red Hen Project offer; intensive direct family
work support with our partner schools, drop-in and group support, parenting courses and issuebased sessions, poverty relief, summer trips and other experiences
2. Map out exactly the capacity we need in our team (front-line and back-office) and other resources
required to support each child and family, so that we can maintain our quality and avoid becoming
over-stretched
3. Nurture relationships with key local partners who work to reduce and mitigate poverty and to
improve mental health, developing partnership and signposting relationships

Aim 2: We will reach out to new children and families
Why this aim?
We know from our research, as well as our engagement with local stakeholders, that more children and
families need our help. We also want to broaden our income base so as to protect our work with families
from unexpected changes to funding (see aim 3).
While we know our existing model is effective, we want to reach out to a more diverse range of children
and families, and those who may not be referred by schools, though we acknowledge that we will always
need to work closely with the education provider of each child we work with.
To deliver on this aim we will:
1. In each year of this plan, identify a new referral source and fundraise in order to take referrals from
this source
2. At the end of each year of this plan, review the success of more diverse referral routes, embedding
any learning in the model of delivery
3. We will ensure that for all new referral routes we have negotiated a working relationship with the
education provider for the child
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Aim 3: We will have resilient, measured growth
Why this aim?
Again, we are responding to the needs in our communities and are open to considering growth into other
areas of Cambridge or age groups where we are needed, provided there is no equivalent service in these
areas.
However, we are aware of the risks associated with growth that were articulated in the previous chapter.
We do not want to stretch our teams, jeopardise our good quality or be too reliant on too few income
sources.
To deliver on this aim we will:
1. Restructure our budgets to a full-cost recovery model which clearly shows how much it costs to
provide different kinds of support for each child and family
2. Write a funding strategy that ensures we are seeking income, in line with aims 1 and 2 above, from
a wide range of school, philanthropic, statutory (local authority and health), donor and corporate
sources
3. Designate and use a portion of reserves to provide longer term fundraising capacity into the team

Aim 4: We will find ourselves a physical home in our community
– a fit-for-purpose space to engage with families
Why this aim?
We know we have the best engagement with families when we are easy to access. When we were based in
‘the bungalow’ families were free to come and go, dropping in to seek help and advice. Once we moved
into a school setting this became much more challenging. It also created a mental barrier to those parents
and carers whose own experience of school had not been positive.
Over the past three years we have upgraded our technology and systems and become fully ‘cloud-based’.
This means the team can work anywhere. We have three difference spaces where desk work can be
undertaken, and the aim is always to try to use public community spaces in between visits where possible
(i.e. community centres). This increases our visibility and accessibility in our community.
Our stakeholders and staff team have told us how important a fixed base for the Project, in the heart of our
community is, allowing families and stakeholders to have easy access to us, and for our team to work
effectively together.
To deliver on this aim we will:
•
•

Identify a new base for the team to engage with families - visible, accessible, a place where families
can come and get support, but also volunteer
Ensure there are appropriate facilities and sufficient storage in every venue that our teams deliver
services from
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Aim 5: We will improve how we demonstrate and communicate our impact
Why this aim?
While evaluations have shown that we are having good impact on outcomes for children, families and
schools, and we know from our stakeholder feedback that our impact is valued, we know that we are
currently not easily able to visualise and make best use of the impact data we are gathering. We want to be
able to easily see the outcomes we are having both for individuals and as a whole, and also want to be able
to clearly track and share this impact more widely.
To deliver on this aim we will:
1. Review our outcome framework and outcome measures, ensuring they are appropriate and
proportionate
2. Review our current systems for receiving and allocating referrals and recording our work and create
a monitoring and evaluation dashboard, ensuring that we have quick and easy access to reports
drawn from our data that show our reach and impact
3. Continue to broaden the range of ways that we gather information about impact, including stories,
case studies, videos and children’s participation.

Aim 6: We will continue to invest in our staff and volunteers
Why this aim?
We know that our team are our most important asset. We also know that the team are at risk of stress and
overwork, due to their ongoing motivation to “go the extra mile” for the children and families we work
with, and the charity in general. In a recent time audit, we have been able to quantify the amount of time
needed to deliver each hour of support to a family, and this will be used to ensure that we adequately
resource each strand of work.
We will work to ensure that our staff feel enabled and equipped to continue to do their great work, but
also that they are clear about their role and are supported to manage excellent boundaries. We want each
staff member and volunteer to feel motivated and included, confident and skilled, happy in their work and
their team and to have opportunities to progress and develop.
To deliver on this aim we will:
1. Building on aim 1, review the team structure to ensure there is sufficient and balanced capacity for
front-line work, line management, back-office functions, fundraising, and strategic leadership, now
and in the context of steady growth, ensuring that roles and responsibilities are clear and that
there is enough capacity to support the development and growth in this plan
2. Ensure all staff are able to plan for absence including time for professional development
3. Seek more diversity in the teams in terms of gender and other protected characteristics
4. Ensure the team have capacity for and access to good quality professional development, continue
team meetings, supervision, work appraisals, ad-hoc line management support and team-building
activities and maintain a flexible, family-friendly working arrangements as far as is possible
5. Invest in the development and support of our board.
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Aim 7: We will improve our external communications to raise our profile
Why this aim?
While The Red Hen Project has an excellent local reputation, formalised external communications activity
has only begun in recent years. It has been very successful however, and appears to be resulting in more
donations and profile for the charity, and this is an opportunity we want to build on.
To deliver on this aim we will:
1. Write a communications, marketing and digital media strategy, matching message and
communications platform to our key audiences such as funders and donors, referrers and local
communities.
2. Ensure we are communicating about the impact we are having for children and families
3. Across staff and trustees, review our relationships and equip staff and volunteers to communicate
clearly about The Red Hen Project, with clear calls to action for different audiences
4. Clarify the required resources to deliver on the communications, marketing and digital media
strategy and identify these resources, including for volunteer and pro-bono help.
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HOW CAN YOU SUPPORT THIS PLAN,
AND THE FUTURE OF RED HEN?
•

Donate funds – a one off, or even better, a regular donation to secure our service

•

Volunteer – your time, skills, and expertise

•

Fund us – we deliver impressive impact for grant givers, trusts, and foundations

•

Partner with us - to make a difference to children and families in our community

•

Commission our service – to save money spent on more intensive intervention later
Get in touch to discuss to arrange a chat to explore how you or your
organisation can join us making a difference to children’s lives

givesupport@redhenproject.org

www.redhenproject.org

