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Challenge! Open Governance 2017 Application Form for Citizens &

Students

No. Title II:I/I?lrtrllieci(;)fality
Title of Regional Ube City,
Issue Ideas Promoting Regional Planning Yamaguchi
Prefecture

Name of the Idea | "Cooperative creation with the region’s elderly” - After-school

(disclosure) program with meals.

(*Enter the title of regional issue of the applying municipality as described in COG2017 website.

1. Applicant Informatio

Name of the team

(disclosure) Sakura
Team attribution (" 1. MRICEETF—A (7 2. FH(CLBF—A
(disclosure) C 3. TR PEORRICEZTF—A
Number of
3
members
Name (disclosure) A= F

Team leader (only
the name will be
disclosed)

X Conditions for information disclosure

Information provided in “2. Description of Idea” beginning on the next page will be disclosed under the Creative
Commons Attribution 4.0 International license (CC BY 4.0) after confirmation of its contents. At the request of the

applicant, however, such information will be disclosed under the CC BY-NC (Attribution — Noncommerciali 4.0
International license. Please let us know your preference at the time of application.
(See the specific licensing conditions at https://creativecommons.org/licenses/by/4.0/legalcode.ja, or

https://creativecommons.org/licenses/by-nc/4.0/legalcode.ja. You can also see licensing information from Creative
Commons at https://creativecommons.jp/licenses/)

(Notes)

<Name of the file for application and addressee>

1. Send the file with the filename COG2016_applicationform_teamname municipalityname to the address below. You can also

access this address via the application registration column on the COG2016 website of the Graduate School of Public Policy, The
University of Tokyo: admin_padit cog2016@pp.u-tokyo.ac.jp

<Public or private information>

2. The name of the idea, name of the team, team attribution, name of the team leader, and “description of idea” will be open to the

public.

3. The contents above will be reviewed before disclosure (anything which is harmful to public order, unethical, or making use of a
plagiarized idea will not be disclosed).

4.  The “self-evaluation” column of the application form will not be disclosed. However, if the content is excellent and deemed
useful for other applicants, it may be disclosed after consultation during the advice stage after the open review.

5. If any element associated with an intellectual property right whose holder is not a member of the applying team, such as texts,
photographs, and graphics, is included in the “description of idea,” it should be demarcated stating that it is quoted according to
the relevant laws and regulations or that its use has been approved by the right holder. Please do the same for the “self-
evaluation” column.

<List of the team members>
Submit the list of the team members in the attached Excel file (Any information about members other than the team leader as
specified in 2. above will not be disclosed except to the COG Secretariat. Please see the attachment for details).
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2. Description of the Idea

Fill in three items: (1) content of idea, (2) rationale for idea, and (3) how to realize
it.

(1) content of the idea

Please show the contents of the idea by putting these elements in the idea as to who, what,

where, when, and how it is a public service (activity) to do.

Project Summar
"Cooperative creation with the region’s elderly”—An after-school program with meals.

i

ision
A relaxing, cafe-like after-school club; a space where “After-school children” and “elderly
prone to isolation” can enjoy good conversation and tasty meals. Both groups would have a
positive effect on each other, learning, laughing, and becoming healthy.

Major Feature
A sustainable business model without recourse to government funding and the like.

Flowchart
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/BHEICENTEEY,

=ARUTHg A S#EIRUEI Realizing a mutually-beneficial regional society

AREE The Project BENTEZREERFTFE After-school program with meals. J3z1471

XE Community Café Sakura
B4R Current situation, 2% The Project, f#R Solution

ER#ZIBE After-school children,

IR Current situation : Increased numbers of after-school children. Increased number of

children unable to learn basic living and study skills

A% The Project: Offer a venue where children can enjoy healthy food and can learn from

their elders,

fER Solution: Being able to acquire general education (education, social skills, communication

skills, and resilience) from the elderly and enjoy healthy meals.
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S5 The Elderly

/YK Current situation: Increased numbers of elderly living alone. Lonely lifestyle.
AZEZ The Project: To offer a venue where the elderly can utilize their experience and
expertise to support the education of children in after-school programs.

iR Solution: Make friends, find relief from loneliness and eating alone, gain a sense of
purpose.

TS Government and region,

IRIK Current situation: Fiscal difficulties, regional relationships weakening.

A% The Project: Sustainable business model which earns money, without the need to rely
on the government for funding.

fi#R Solution: Solve the problem of regional community decline without relying on
government funds, implement falling-birthrate countermeasures.

(2) Rationale for the idea

Describe the Rationale for the idea (why have you chosen this idea?) with numerical data
(achievements, statistics, or questionnaire results) and evidence (materials, plans, or existing
measures) that support the idea (collectively, the “data”).

The reasons are outlined below from the three perspectives of (1) Children (after-school),
(2) Elderly adults, (3) Government and region

The necessity of the idea from the children’s point of view:

(1) -1 The number of after-school children in increasing nationally, in Yamaguchi Prefecture

Figures for the number of after-school programs nationwide, number of children attending
after-school care, and numbers of children unable to attend.

H5T7#8 /number of programs

FIRATERNOIBESL ((FHEIREZY) number of children unable to attend (number of children
on waiting list)

SERIBELL / number of children registered at a program

NP/ number of places

(AN) / people

10 /1998, 11 £/1999, 12 % / 2000, 134 /2001, 14 & /2002, 15 /2003, 16 &
/2004, 17 & /2005, 18 £/2006, 19 £/2007, 20 & / 2008, 21 & / 2009, 22 £/2010, 23 F /
2011, 244 / 2012, 25 & / 2013, 26 £ / 2014, 27 & / 2015, 28 & / 2016
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Trends indicate that the number of registered children and the number of programs is
increasing.

There has been an increase of 70,000 children compared to the previous year, bringing the
number of registered children to 1,093,085.

The number of children unable to attend programs has also increased by approximately
260, bringing the total to 17,203.

(Source: 2016 Implementation Status of After-school Care Health Promotion Projects (After-
school care programs) {Ministry of Health, Labor and Welfare})

(1)-2 The number of children registered in Yamaguchi Prefecture is high and figures for the

number of waiting children unable to attend a program is the second worst in the nation.

® Number of children in after-school programs by prefecture

H27 H28E R ZESR
e | snREy
ERE (N ano | |FUE
im= 10,768 12,096 876 12.3%
LBE 9,558 10,037 355 5.0%
1R 24,383 25,967 508 6.5%
2H 707,689 750,322 592 6.0%

#ERFE Prefecture , LA Yamaguchi Prefecture, B8 Hiroshima Prefecture, f&REE
Fukuoka Prefecture, £[E Nationwide

H27/2015, ERBEE Number of registered children (AN) (people), H28/2016, E&R/BELL
Number of registered children, A 10 73 AZ1zD per 100,000 people, #UER growth rate

® Number of children unable to attend a program (Children on a waiting list)



ZDOR— T IENE
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J—2 K HHIREE
o H#hERTE AO10HA
JNEfiz
Vi)
1 Py =] 624 43.2
2 Iimy= 415 30.0
3 ERIRHD 3,041 22.1
— ESE 11,577 9.1

J—Z NIEfiZ Worst Rankings, E#RERFIE Prefecture, JA#&82 Okinawa Prefecture, OB
Yamaguchi Prefecture, BR#P Tokyo Prefecture, £[E Nationwide, 1F#/ZE%L Number of
children waiting, A 10 5 AZH7D per 100,000 people

(EARETFERIOWT : [6 28 &£ KRR IRERESERSBE (MEREIBEIST) ORI (E4S
EE) 1 ZzimEEI L)
(Source of the left, right and bottom right figures: Edited from “2016 Implementation Status
of After-school Care Health Promotion Projects (After-school care programs) {Ministry of
Health, Labor and Welfare}")

(1) - 3) In addition, the number of regular after-school program staff is low in Yamaguchi

Prefecture (third worst in the nation), so the current situation is that support has been unable

to keep up with the sudden increase in registered children in Ube City.
m Figures and percentages for after-school program staff

I TIRER

g | PUBR | SHEES | SERAR| —As00

\

i BRREY
1 KIRAT 32,324 182 177.6
2 |mEe 7,570 76 99.6
3 |uoe 12,096 129 93.8
—  |em 750,322| 23068 32.5

J—Z MIEfiZ Worst Rankings, #BERFTFIE Prefecture, APRAT Osaka Prefecture, Z4EL2 Ehime
Prefecture, LA Yamaguchi Prefecture, £[E Nationally, #'2&%% Number of children
waiting, EEEKE 2L Number of permanently employed staff, EEEEEC— AHIDOESR IR ELL
Number of registered children per permanently employed staff.

(EROHFT : EEREERKR)
(Source: as above)

® Number of registered children in Ube City and number of programs
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(BRI : FEfhI FEBE 6 FREOFIRAEE IZREINT)
(Source: Edited from Ube City’s “After-school program usage figures for the past 6 years”)

It is a dangerous situation where support for facility programs is unable to keep up with the
demand, despite the increase in after-school children.

The necessity of the idea from the elderly’s point of view:

(2) - 1) The number of households with single elderly adults has increased nationwide, and
in Ube City more than half of the elderly women live alone.

m Percentages for adults over 65 years by household type

BBfS5 60 F¥m2 7 12 17 18 19 20 21 22 23 24 25 26 27
1980) (1985) (1990) (1995) (2000) (2005) (2006) (2007) (2008) (2009) (2010) (2011) (2012) (2013) (2014) (2015) (&

L2 g EROHDOHEW FELEME T OfeDOME L WE FMmEME

BZ#0 Showa Era, ¥ A% Heisei Era, Bt Single households, XkimDH DT couple-only
households, F#t¢[E/E parents living with children, Z0ftiOREEEE living with other relatives,
IEFRFRLREE living with non-relatives

(Source for left figure: Cabinet “2017 White Paper on Aging Society”)

® Single adults over 65 years in Ube City by gender
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52.3%

39.1%

20.8%
E=lis

E% Men, &M% Women, £44& Total

g3 2K

(Source for right figure: Edited data from Ube City)

There are increasing numbers of single elderly adults, and the rich experience and expertise of
elderly adults is not being utilized.

(3) The necessity of this idea from the point of view of the region and government:
3) - 1) The countermeasures and budget regarding the nation's falling birthrate
continue unresolved, and the budget for after-school programs cannot be alleged to be

satisfactory.

m Government budget relating to falling-birthrate countermeasures

FHE M)
4.5

4

3
25
2 -
15
1
0.5
0
22 23 24

25 26 (FE)

FE%E (JKM) Budget amount (Trillion ¥), £EE Financial Year, 22 §/2010, 23 % / 2011, 24
& /2012, 25 / 2013, 26 & / 2014

® Budget relating to falling-birthrate countermeasures (compared with the top three items)
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Billion ¥, H24 / 2012, H25 / 2013, H26 / 2014
IREFY Child allowance, RBFMEEE Childcare operating costs, BERAEZADIEFSZIE Senior
School Student Support, BERE \ZEEREBKEFESE After-school care programs

(Source for left and right figures: Edited from the cabinet’s “Choosing the future” Office
Committee: Council for Economic and Fiscal Policy)

m Amid this, Ube City is also unresolved regarding revenue, with sluggish resident tax and
regional consumer grants. Meanwhile, the fiscal situation is tight, with a trend to increasing

social security related expenses.

The government fails to divert satisfactory funds to after-school care countermeasures, and
relationships within the region continue to weaken.

This project will solve each of the issues for children, elderly adults, and the region.

(3) how to realize it.

Describe the process and milestones, etc.

Overview of the idea.

Information regarding the personnel structure, and product and service content
Because the main enterprise, an after-school program (the yellow section below is aimed at
children), is a low-revenue service, we intend to offer a high revenue service aimed at a
similar audience during other available hours.

Low-cost meals will be offered to the elderly who volunteer in the after-school program.

A pre-paid ticketing system will be employed so that children will not have to carry cash.
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X(EH : HIIOEKRE : BRKAE - AR, FFEOEKRE NERMADOBE (ARBEFFEOHESRE)

*1: Use as a private-hire venue for hobby clubs, seminars, morning tea groups making
friends and lifelong learning, by appointment only (Once or twice a week)

*2: Have a set day (different from *1) for people with small children to come and relax

*3: Sundays and public holidays are business holidays, however, operating as a private-hire
venue also available based on demand. Provision of a space where everyone, from children to
the elderly, can all enjoy for use as a venue for small after-match meals, family
events/celebrations.

*4: Available for use after 10:00 p.m. as a second venue bar, in the case of end of year
parties or class reunions (karaoke available)

*Qther: Café Holidays: Sunday, Monday, After-school program holidays: Elementary School
Holidays (Only after-school program running on Mondays).

10 BF—12 BF 10:00 a.m.—12:00 Noon, 11:30 p.m.—2:00 p.m., 12:00 noon—3:00 p.m.,
3:00 p.m.—6:00 p.m., 6:00 p.m.—10:00 p.m.

- H—EX Products and Services

(ATEHA) Irregular Schedule, EUYIDH Private Hire (once/twice per week), once/twice per
week, Parents and babies time *2, >F Lunch, /A& Break, BEt TE3HERETFFE*3 After-
school program with meals*3, T4777Jh Takeaway, & (HifE) *4 Dinner time (Alcohol)*4.

A—4Swh Target,

mEZ Within town, EEHMEE Neighborhood residents,

BFEEY. $2BMDEDHD N Someone with few financial and time constraints. ZFL4I'BENDA
People with young children, ZL4h)2i1FE73 A People who like young children, HIEDIFER 40 AXET
#0FEIF Housewives (40-yrs-old or so) who like chatting, HER&/ZE After-school program
children, Stit& (IIE#H) Elderly adults (solving the problem of eating alone), & CJ73U—
Families raising children, W&DH3FAEFHEA Older people with few financial and time constraints.

INZSET )L Profit Model,



FIZRZ Profit rate, ZEiii Average visitor spending, & medium,{& low,#
Foy Nl ticket system,700 F ¥700, 1000 F9¥1000, 2000 F3¥2000.

AERHI Staff Organization

Myself, son, daughter, part-time staff, family, volunteers

Financial Aspect

= DOR— T IENE

We will continue to operate profitably, to avoid needing government funding.

i FryLaT0—HE G
%8 | 3%H | 5&H
%= L & 10132] 11,016] 11,604

— 0% 38% 5%
Tt R 4,053] 4186 4,061
TR 6079 6830 7,543
£ g 0 0 0
THAA 0 0 0
g | BEERAR 1480] 1480 1480
' A # R 2055  3274] 3792
B | KEARE 1200 1.200] 1,200
B R R 60 60 60
2 B 150] 150 150
ZOmER 600]  600] 600
& B & &t 6.445| 6764  7.282
E % 7 & 366 66| 261
Fyooaoa— 1114] 1586] 1741

B2R - Fv>17J0-5tE Profit and Loss/Cashflow Plan
(FFM) (¥1000)

18 1% year. 34H 3" Year. 548 5" Year

75L& Sales volume

5t LIRfffi Sales costs

St E#FIZR Gross profit

Z#LFE Interest expense

JMi{EZNE Depreciation costs

A& Personnel expenses

KEFEE Utilities Costs

BR{E&E Advertising Expenses

{RB% Insurance

Z0fth#RE Other operating costs

#¥& Operating costs

XEAET Total operating costs

EEFZE Business profit

Fv>17J0- Cashflow
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SEEOE LM
Bl %] 18 | 1nH m &M

r—Ftybk 7501 6 4,500 18,000(4 8/ A (FHIKYED) 216,000
7V F 1,000 6 6,000 24,000|48 /8 (FRIEYD 288,000
7V F 700] 10 7,000| 140,000(208/A8 1,680,000
+KyY>Y 150 8 1,200 24,000|208/8 288,000
TFTH—b 200 4| 800 16,000(208/8 192,000
DAz 600 6 3,600 72,000|208/R 864,000
4 ® 700] 10 7,000] 140,000(208/A8 1,680,000
TFAOFIb 7001 7 4,900 98,000|1208/8 1,176,000
] ] 500 5 2,500 50,000(208/A8 600,000
Aty 3,000 3 9,000 72,000| 8B/A 120B/4% 1,080,000
B 4,000 5| 20,000 80,000|4[El/F 60E/4 1,200,000
N R 9,264,000
FTFERR 7,000 4 28,000 28,000 336,000
FTERER 50001 6 30,000 30,000 360,000
FFE(FELND) 200 3 600 12,000(208/R 144,000
FFE(PFE) 300 6 1,800 36,000|208/8 432,000
FFEKXA) 5001 4 2,000 40,000|208/A 480,000
N R 1,752,000
Bt 11,016,000

3™ Year Sales Details

Bi{ffi Price, #% Number, —H per day,1 "8 per month, R[] per year,

r—Ftzwh Cake Set,5>F Lunch,+ RU>% + Drink, 7F¥7H—k Small Dessert, ZD4thhJ1 Other café
items, & Dinner,714777Jh Takeaway, ;&% Alcoholic beverages, X3+v% Bar, EUYID Private-
hire, /\§t Sub-total, FFESHE After-school program membership, FFE (F#/\)  After-
school program (elementary). FFE (P&=4%) After-school program (Middle-school. High
school). FF=E (KA) After-school program (adults), 4 H/B 4 days per month, (FEIEUY)
N) (Morning Private-hire), 20 H/B 20 days per month, 8 H/H 8 days per month, 120 H-%
120 days per year, 4 [Bl/H 4 times per month, 60 [El/Z 60 times per year, 5t Total

@ Rationale for High Sales Prediction

Attached local government housing has 238 households, with approximately 530 residents; in
addition, there are three local government housing complexes with over 200 households
located within walking distance, which will form the basis for the revenue.

Furthermore, participation from PTA friends and so forth, business enterprise seminars from
within the prefecture and various organizations, project PR (runner up in the Yamaguchi
Prefectural Social Business Contest), also factor under consideration.

Moreover, families which help are younger, so recruitment via blogs and SNS will be carried
out.

® Rationale for sales costs

Cost rate will be high due to use of healthy ingredients and low-prices during volunteer shifts.
Average cost rate for the food and beverage industry is 35%, with an ideal of 30%, however,
given that the business has just started and that we want to use healthy ingredients, cost rate
for the first year has been set at 40%.

In five years’ time, we plan to have the cost rate down to 35% by continuing efforts to keep
the buying price low and asking for increased cooperation from those willing to support
volunteer activities (e.g., non-standard vegetables, home gardens, food banks).

Rationale for operating costs such as rent and labor costs; cooperation from family (i.e.,
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husband, married brother and his wife, sister and brother)

Labor cost savings from the cooperation of family and others willing to support the project.
The major characteristic of this business is that it is no-cost in terms of general education of
the children, which will be undertaken primarily by the elderly adults present, so compared to
child-care which has two adults per 35 children, in after-school programs, more adults are
available to care for the children (20 children per day).

® Procurement of funds is outlined in the figure on the left.

Rt il ] Em &&EtE Financing Plan, (FF) (¥1000), ®HE&
#l m:ta%;ﬁﬁ SwETRe it & Necessary Funds, &% Amount,  FhESE
§ g;sz;m ZI%E%%:%@% ?833 Procurement method, EIZ&<%E Establishment Funds,
BERSAH 13,900 REE interior expenses, B2 &% personal funds,
2 Eﬁim 2§§ [EIE#EZR Kitchen _machinery, A& Loan (FRi%)
% :ﬁéﬁ 100 (Relatives) fmm-s%{@& Fixtures and equipment
mﬁggggﬁﬁ e Z?gg costs, LLUO##BNE Yamaguchi Prefecture Subsidy, &0
& # 16000 & & 16000) ftfh Others, EIZEEESET Total Establishment Costs,

E#RE® Running Costs, {TAN , A& Personnel Expenses, KBYEE Utilities expenses,
{RB% Insurance, 4t and others EEME Vehicle costs [LEEREBEE Advertising and
Communications costs, 4 others EEREEEET Total running costs, &5t Total

Broad overvie
Milestones to realization

The schedule below is being followed in the lead up to opening in April 2017.

Currently, in December 2016, venue preparations are complete (see photo right).

In the final three months, we are carrying out PR activities and holding after-school program
trials.

10R8 1A 128 18 2R 3R 4R 10 B
TRTF— LR EE (ARt S— g R (HAEGEe RE SR - [ BFHE- 7970727 -PTAM) X
; ; "| October, 11 B
SRR RS T TPHE ; SHLEFEGHRORD
8- 24 E Tl $FEPR(FIUEM) November, 12
| FE P - S R D —
BETFIA ERET ; ; 2AR% H December, 1
SoA—T | | A January, 2
*FUSD |k DrSU—@t SR IKSLFRY-ESFEM xS FEEM
; FALFOr B | H February, 3
A= 2 — i -t A BRER R H March, 4 B
RS BHE (12 - RS | L ; April
PR(OOS- 75 &%) iR— s R—- SNS-TOY ! ) =

Bk &N Support
Team Formation and activities, ([RELZ>45—-hi53218:% Community Center Regional Support
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Division-tt & 1&ftiH:E= Social Welfare Council- R4Z&& Welfare Officer- £

Maternal/Child Health Promotion: 747473 =7 Active Seniors-PTA 11 PTA and others fit) ,

[E&85ER Venue complete, MR3>717EE Volunteer recruitment, H:XUFFE After-school
program trial (F20%&3£) (Grandchild’s friends), R&-£2%J Insurance / Contracts, FF/ZE PR

(F>>Hcfm) After-school program PR (Leaflet distribution), ###Fiiz5AD Health Promotion
Department Inspection, E%5F7] Receive business operating license, JEPIEED - fBmEE R
Shop fittings and equipment, £E5% Member recruitment, JLA—7> Pre-open trading,
begin offering *RU>% drinks  *JyzU—mIlF~ 8B Family-friendly dinner, 742772 KNEN and take-
away, *3>F-8UYID-3F—ENl Begin offering lunch, private-hire and seminar use, *FF=ZEi&
h0 Begin after-school program, XZ1—#E -t ABED Decide the menu and establish lines of
supply, ZAvIJHE (GRIR-BchESEEd) Staff training (cooking and table—setting practice), PR

(O3=-F3> ) PR (word-of-mouth and flier distribution), R—AXR—>-SNS-J04J
(Homepage, SNS, blogs)

Long-term Development

Strive toward long-term further improvement of the project and horizontal development.

1. Improvement of the project: expand collaboration within the region

Jz3471 #XE Community Café Sakura, 17 Government,
s HatEUtFES Social Welfare Council. #320D% Dads’ Club,
#1757 Mums’ Club, B3A% Residents’ Association. RXE4ZE
8 School District Welfare Officer. MUs{REIEASTIETF — A
Regional Health & Welfare Support Team. %#E&E Kindergarten.
REE Childcare. #5€%&%= Parents and Guardians Association.
. ¥R PTA /School PTA. UAR7574J>=7457 Yamaguchi Active
Seniors’ Club

HEREIBE After-school children, Stisg the
elderly, 1T Government and region, B

ENTEZGERETF TE After-school program
with meals.
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