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Glossary 

Acronym/Key word Definition 

APB Area Planning Boards (APBs) were established in 2010 as part of 

the new arrangements to deliver the ‘Working Together to 

Reduce Harm’ strategy in Wales. APBs are responsible for 

planning, commissioning and managing the performance of 

substance misuse services in Wales. 

CPD Continuing professional development 

CQFW Credit and Qualifications Framework 

CSCS card Construction Skills Certification Scheme card 

CV Curriculum Vitae 

Dual disorders Co-occurring substance misuse and mental health issues 

ESF European Social Funding 

EU European Union 

GP General practitioner 

HR Human resources 

HWW Healthy Working Wales 

IT Information technology 

IWS In-work service 

JSA Jobseekers allowance 

MI Monitoring information, which is reported based on records of 

activities taking place in the programme. It is a process of 

routinely gathering information on all aspects of the project. 

NEET Not in Education, Employment or Training 

NVQ National Vocational Qualification 

OoWS Out of Work Service 

Outcome An outcome evidences the extent of change, measuring actual 

results against their intended or projected target. 

SMART goals Specific, Measurable, Attainable, Relevant and Timely goals. 

‘SMART’ is a mnemonic device giving criteria to guide in the 

setting of objectives to ensure they are well-defined, attainable 

and within reach, can be used to measure progress and are set 

within a clearly defined timeline. 

SPOC Single Point of Contact 

Target Targets are specific goals/objectives set to be achieved within a 

predefined timeframe to guide performance. 

WEFO Welsh European Funding Office 
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Executive Summary 

Introduction and Methodology 

In May 2018, Welsh Government appointed ICF Consulting Services (ICF) and Arad 

Research to evaluate the Out of Work Service (OoWS). The evaluation aimed to assess the 

delivery, performance and perceived impact of the OoWS against the aims, objectives and 

targets set for it. This Final Report updates and advances the findings and 

recommendations presented at the interim stage1, and provides: 

 Further insight into project delivery to date, including the experience and perspective 

of participants, peer mentors and delivery staff, to inform future service delivery; 

 An assessment of programme progress and performance to end of October 2019; 

 Insights into the outcomes, perceived impact and legacy of the OoWS; and 

 Lessons for future development and commissioning.  

The evaluation followed a mixed methods approach. Firstly, area case studies were 

undertaken in five lots at two time points (September to December 2018 and August to 

October 2019) to explore service implementation and performance. Interviewees comprised 

project lead(s) and key staff, peer mentors and employment specialists, delivery partners 

(defined here training providers or referral organisations), participants, and employers (in the 

second fieldwork round). At both time-points a telephone interview with the project lead in the 

two remaining lots was also undertaken to allow findings to be triangulated. Secondly, 

programme monitoring information (MI) was analysed, alongside a sample of soft outcome 

data provided by the projects and findings from the ESF Leaver's Survey. Finally, a half-day 

workshop was held in December 2019 for programme stakeholders and Welsh Government 

representatives to discuss the emerging findings. 

Key Findings 

Delivering the Out of Work Service  

The OoWS is a Welsh Government and European Social Fund (ESF) funded programme 

which began in August 2016. The programme received £17.3 million in funding and at the 

time of writing was funded to the end of August 20202. The service employs peer mentors to 

provide holistic employment support to two target groups: 16-24 year olds Not in Education, 

Employment or Training (NEETs); and those aged 25 and over (who are long-term 

unemployed or economically inactive); who have substance misuse, mental health issues or 

dual disorders (defined as co-occurring substance misuse and mental health issues).  

The service is delivered across seven 'Lots' within the ESF East Wales and West Wales and 

the Valleys programme areas, each of which covers a specific geographical area aligned to 

the then Local Health Board Areas. Two consortiums of providers are responsible for service 

                                            
1 ICF Consulting Services and Arad Research (2019). Evaluation of the Out of Work Service: Interim Report. 
Welsh Government.  
2 Prior to publication, the programme was extended by another two years. 

https://gov.wales/out-work-service-evaluation-interim-report
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delivery: Cyfle Cymru manage delivery in North Wales, Gwent, Dyfed, Western Bay and 

Powys; and Platfform (in partnership with NewLink Wales) in Cardiff and Vale and Cwm Taf. 

The main feature of the service is the use of peer mentors who draw upon their own lived 

experience to provide judgement-free support, guidance and advocacy to participants, whilst 

covering many aspects of ‘traditional’ employment support. The overall model remained 

largely unchanged across the evaluation period, with changes in staffing including: the 

recruitment of new or additional peer mentors, in particular assistant and voluntary peer 

mentors to provide greater capacity; changes in responsibilities, such as Dyfed peer mentors 

delivering employment support following the departure of their employment specialist; and 

restructure in contracts, such as splitting a full-time peer mentor role into two part-time roles 

to increase accessibility.   

A key improvement over the last year has been the increase in project support for 

administrative tasks, which may explain why caseloads (roughly between 20-50 across the 

service) vary between areas. However, there also continues to be a high level of turnover of 

peer mentors, and some reflected that the pressure to meet targets has increased as they 

move towards the end of the contract, and caseloads were affected by external factors 

making it difficult to maintain a consistent caseload.  

The delivery model for the service is described in detail in the Interim Report. This model 

features five stages mapped to a participant’s journey through the service: identification and 

referral; recruitment; assessment and action planning; provision of support; and exiting the 

programme. The final round of data collection focused changes to this model.  

In respect to when a participant first joins the service: 

 Though there have been no major changes to the referral pathways, national policy 

changes (e.g. to Universal Credit and Probation Services) have created some 

challenges. This, and the ‘saturation’ of similar services accessing traditional referral 

pathways in some areas, may explain why peer mentors appear to be more 

proactively trying to obtain referrals from health care services and community settings. 

 Peer mentors remain responsible for participant recruitment across the service. The 

only change relates to the introduction of an area-based model by Platfform for the 

over 25 contract; peer mentors now only work in designated areas to improve 

efficiency. 

 The service as a whole continues to use the same initial assessment procedures and 

action planning processes. 

Provision remains tailored, flexible and responsive, and delivered at the pace of the 

participant – with a 'customer journey' combining standard and tailored components. The 

main changes to the support offered relate to achieving the remaining programme targets:   

 Cyfle Cymru continue to use employment specialists to deliver employment support 

in all areas apart from in Dyfed, where this responsibility has devolved to the peer 

mentors. The only change to Platfform’s employment support model has been the 

move of an employment-focused peer mentor from Cwm Taf to Cardiff and Vale in 

January 2019. 
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 Most areas have made very few changes made to the training package offered to 

participants, as these have proven to be effective and well-received by participants. 

 Participants are meant to have access to 16-hour work placements, but providers 

have struggled to source sufficient suitable opportunities, primarily as there is no clear 

incentive for employers to pay participants. Additionally, for participants, work can feel 

quite overwhelming, and some are fearful their benefits will be affected.  

 Most areas are focusing on increasing the number of volunteering opportunities 

available to participants. Across the service, volunteering placements continue to be 

organised in the same way and a huge range of choice is available. 

 The service also continues to provide additional support to help participants remove 

barriers to their progression, including those relating to their living circumstances or 

financial issues. However, peer mentors remain mindful about the nature and level of 

support they can actually offer and when to signpost elsewhere. 

The same exit policies remain in place across the service so if a participant disengages 

their file will be suspended or closed to help peer mentors better manage their caseloads. 

Cases can always be reopened should a participant’s circumstances change, or they are 

ready to re-engage with the service.  

The service also offers in-work support – this offer varies between the areas, and is 

informed by previous interactions with participants; it can be passive (participants come to 

peer mentors if they need support) or more practical and hands-on. In general, however, only 

a few participants reported accessing in-work support, although most knew their peer mentor 

would continue to support them if needed.  

Service Performance – Participation 

At the end of October 2019, total registration equalled 11,438 participants, equalling 81 per 

cent of the overall target set at the outset (14,134). With only three quarters of service 

delivery left of the current contract, the service as a whole appears to be on track to achieve 

its participation target -  which can be seen as a considerable achievement given the staff 

turnover and recruitment challenges faced in all areas. The continuation of existing, and 

development of new, relationships with referral agencies (particularly jobcentres) has been 

integral to maintaining registrations. 

Participation rates vary across the service, with North Wales being closest to meeting its 

total participation target at the end of October 2019 (91 per cent) and good progress being 

made by other areas. Profiled quarterly targets for participation at the end of October 2019 

were exceeded for both contracts in East Wales (104 per cent and 103 per cent for the 16-24 

and over 25 contracts respectively), and were close to being met for West Wales and the 

Valleys (90 and 96 per cent respectively).  

At the end of October 2019, 41 per cent of those leaving the service (3,462 participants) 

had done so on a planned basis (on achievement of an outcome such as employment or 

entering education), whilst 59 per cent (4,914 participants) left on an unplanned basis 

(commonly due to disengagement or relapse). 
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In respect to participant characteristics, the gender split aligns closely to expectation, and 

the share from Black or Minority Ethnic backgrounds closely reflects the Welsh demographic. 

Throughout this evaluation, it has also been evident that participants face complex, unique 

and interacting barriers which pose particular challenges to entering the labour market. Over 

a third of participants have no previous qualifications (37 per cent), and where qualifications 

were held, they were often low level. Two thirds of participants were from a jobless 

household, and five per cent reported being homeless/housing excluded. Eight per cent 

reported a disability – although as this is based on self-reporting, actual shares may be 

higher. 

In respect to the duration of support, there is no standard limit for how long participants can 

stay with the service. The overall average (mean) duration of participation is around 7.5 

months, though higher in Dyfed and Powys at 10 months. However, participants can stay 

with the service for far longer – for example, for more than 2.5 years for 36 participants, and 

several had been with the service for three years or more. Participants with substance 

misuse histories had a slightly higher mean duration of support (9 months) than those with 

mental health (7 months) and dual diagnosis (8 months) issues. 

Performance to date 

The following results were identified from programme MI to end October 2019: 

 Qualifications/work-relevant certifications – performance is positive with 1,942 

participants achieving a qualification/certification against a target of 2,338 (83 per 

cent). 

 Work experience and volunteering – this outcome remains below target, with 684 

participants recording accessing a work or volunteering experience on exit against a 

target of 2,471 (28 per cent of target). 

 Jobsearch on leaving – performance against target has been strong, with 1,089 

former participants actively jobsearching against a target of 1,101 (99 per cent of 

target).  

 Employment (including self-employment) on leaving – this target is set at 15 per 

cent. Currently 805 individuals were in work on exit (7 per cent of all those recruited 

and 9 per cent of all leavers).  

 Education or training on leaving (16-24 year olds only) – just 89 participants 

entered education or training against a target of 334 (27 per cent of target), reflecting 

the finding that many participants in this group are more interested in work than 

education or training, and those with higher level qualifications do not prioritise further 

study. 

All stakeholders interviewed understood the rationale for the targets, and based on progress 

to date were optimistic that the service could meet or even exceed its job search, work-

related certifications and qualifications targets. This suggests that the general employability 

support being delivered in all areas is working well. The number of volunteering outcomes 

being secured every month is also increasing, and many areas were optimistic about 
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maintaining or improving on this in the next six months. However, the real challenge for the 

service continues to be securing work placements and employment opportunities. 

In addition to questioning the appropriateness of criteria for recognising work placements, 

many stakeholders felt the targets for entry into work and sustained employment felt 

unrealistic and inappropriate for this participant group. Additionally, several stakeholders also 

commented that participants tend to move on, or their contact details change, which makes it 

difficult to evidence a high target of sustained employment. 

Additional 'soft' outcomes were identified based on data collected by the service and the 

participant interviews. These were felt to be particularly important by programme 

stakeholders as they often represent the main benefits for (and possible first achievements 

by) participants. While the service does not formally report on soft outcomes achieved, data 

provided for a sample of participants suggested that many benefited from perceived 

improvements in confidence, self-esteem and social skills, and in some cases health and 

wellbeing – all with positive implications for their continued recovery.  

The available soft outcome data showed that just under half the participants felt their 

confidence was better/much better whilst with the service, and just one that their confidence 

worsened, likely due to difficulties maintaining their recovery and deteriorating mental 

wellbeing. Participants and other stakeholders often stated that improvements in confidence 

and self-esteem were the key, if not main, benefits of the service. This was often linked to the 

confidence to socially interact with others; a number of participants felt that the service had 

encouraged them to ‘get out of their house and meet people’. 

Participants also felt more ‘work-ready’ (in terms of the shares feeling that their position in 

the labour market and likelihood of finding work had improved), and that they were more able 

to access other sources of support. Several participants commented that the programme had 

improved their motivation to find a job. Most were also not aware of any alternative provision 

which could support them into employment in a similar way. 

In addition, participants improved their expectations for their own continued recovery and 

ability to manage their conditions (including drug and alcohol use). Wider stakeholders also 

commonly reflected that participants' resilience and resistance to setbacks had improved. 

Perceived impacts 

Although the share of participants securing and sustaining job outcomes remains low overall, 

the number gaining qualifications and work-related certifications, and receiving support with 

job searching, shows that most participants are being given the opportunity to change their 

circumstances. Many of the perceived impacts reported by participants are apparent, such as 

becoming more work-ready and gaining exposure to the workplace, and increased 

socialisation. The service's ability to respond flexibly was consistently highlighted as a key 

enabler for this. The ability for participants to develop within the service, through various peer 

mentor roles, is also a particular area of success. 

Several stakeholders reflected on the perceived impact of the service for the peer mentors. 

Commonly motivated by 'making a difference to other peoples’ lives', most peer mentors felt 

the job had given them the required skills, experience and confidence to work independently, 
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and some commented how this experience will provide a springboard to other career 

opportunities. However, therein lies a key challenge for the service – delivery of the service 

has often been affected by the turnover in good peer mentors who progress and leave the 

service to better jobs. 

Other benefits resulting for the wider system included the uniqueness of the service, and that 

it represented the only option tailored to the specific needs of its target groups. Some referral 

partners (especially jobcentres) felt that if the service ended it would be very difficult to place 

their clients in provision of a similar quality. Additional system-level impacts included 

improved collaboration and best practice exchange between providers; and improved links 

and working relationships with both statutory and employment support services.  

Interviews with project leads, key staff and stakeholders, highlighted several ways that the 

service is contributing to the ESF cross-cutting themes. All stakeholders reported that 

tackling poverty and social exclusion were central to the programme objectives, and most 

commented on the fact that accessibility was a key strength of the service – both in terms of 

equal opportunities and ensuring those in rural communities are able to access the service. 

Finally, project leads described measures taken to contribute to the environmental 

sustainability and sustainable development theme. 

Looking forward – legacy and contract extension 

Stakeholders believed a key legacy of the programme was a greater understanding of how to 

operate a peer mentoring model at scale. Many of the project leads and peer mentors 

reflected on key learning from this project, such as the importance of: being sufficiently 

adaptable and responsive to cater for a range of participants; building effective partnerships 

early on; early training on administrative processes; and effective line management for staff. 

All stakeholders interviewed expressed a desire for the programme to continue, with a 

general feeling that the service was unique in offering this type of support. When asked what 

changes should be made to the service if an extension was granted, suggestions included 

updating the WEFO guidelines, with the complex barriers faced by participants being better 

reflected in the targets. Stakeholders expressed the most frustration for work placements and 

employment targets, arguing for them to be updated with consideration of the wider political 

and economic climate (e.g. Brexit). Many stakeholders argued that Welsh Government 

should take a more proactive role, utilising ‘strong political leadership’ to increase potential 

placement and employment opportunities. 

Conclusions and Recommendations 

Conclusions 

Both the interim and final fieldwork confirmed that the service is unique in Wales, filling an 

important gap in provision for some of those furthest from the labour market. Though most of 

the employment and training support offer is fairly similar to that offered elsewhere, the ability 

for the service to respond quickly and tailor support to a participant’s needs or goals has 

been commended by many external stakeholders. Additionally, unlike other employability 
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provision, the OoWS is led by peer mentors who draw on their own lived experience to 

inspire participants and provide tailored support for them to achieve their goals. 

Where there have been challenges to service delivery and meeting targets, providers have 

mostly dealt with these effectively, for example by increasing the number/range of voluntary 

placements to provide work experience in response to problems organising work 

placements.  

Participants reported being highly satisfied with their experiences and the benefits resulting, 

particularly in terms of how responsive and tailored the support offer was and the quality of 

the peer mentoring. Participants highlighted a range of perceived outcomes and impacts 

achieved, with many citing how different their life would be without the service. While the 

limited number of interviews with participants did not allow insights into the consistency of 

provision in each area, discussions with referral and delivery partners confirmed that 

participants have a very positive experience with the OoWS.  

Recommendations 

Recommendations for the remainder of the current contract were provided, with a focus on 

achieving the programme targets in the remainder of the programme period:  

 Providers should support peer mentors to move into other roles if the contract is not 

extended. To prevent service disruption, aim to retain experienced peer mentors to the 

end of the contract (or during the transition period if contracts are extended). 

 Maximise opportunities for participants to obtain paid work experience by drawing on 

best practice across the service. At a national level, Welsh Government should be 

investing in a strategic approach to employer engagement. 

 If the current contract is not extended, ensure there is a balance between meeting 

participation targets and securing outcomes and signpost participants to other 

services on exit. If the programme is extended, consider updating/re-defining the 

existing metrics. 

 Providers should ensure there is sufficient resource to collect WEFO performance 

data, particularly six-month follow-up data and also continue to capture ‘soft 

outcomes’. 

Recommendations for future peer mentoring programmes for similar target groups included: 

 Promotion of the service from the outset to raise the awareness in the local 

community. 

 Consider increasing the number of peer mentors for complex programmes of this 

scale. 

 Explicitly define a role for employment specialists. 

 Ensure employer engagement is built in from the outset at both local and national 

levels. 

 Ensure there are minimum standards or comparable approaches to peer mentor 

training and support to ensure consistency. 
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 Reflect on the appropriateness, fit and alignment of targets, ensuring they are realistic, 

achievable and align to participant needs and preferences.  

 Review the approach to in-work support, given challenges identified with participants 

not wanting to reveal their situation to an employer.  

 Commission evaluation and learning partners as part of early service development to 

allow formative learning. 
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1. Introduction/Background 

1.1 In May 2018, Welsh Government appointed ICF Consulting Services (ICF) and Arad 

Research to evaluate the Out of Work Service (OoWS). This final report updates 

and advances the findings and recommendations presented at the interim stage, and 

provides: 

 Further insight into project delivery to date, including the experience and 

perspective of participants, peer mentors and delivery staff with the view of 

informing how the service continues to develop; 

 An assessment of progress and performance to end of October 2019; and 

 Insights into the perceived impact of the OoWS as perceived by those engaged in 

the evaluation.  

Background to the Out of Work Service 

1.2 The OoWS is a Welsh Government and European Social Fund (ESF) funded 

programme, which draws heavily upon the experience and underlying principles of 

the previous Substance Misuse Peer Mentoring Project, and the recommendations 

set out in its evaluation3. The main feature of the service is the employment of peer 

mentors who provide holistic employment support to people out of work (which 

includes 16-24 year olds Not in Education, Employment or Training (NEETs) and 

those aged 25 and over who are long-term unemployed or economically inactive), 

and with substance misuse or, mental health issues and dual disorders (defined as 

co-occurring substance misuse and mental health issues). 

1.3 The OoWS began in August 2016 and, at the time of writing, was funded to the end 

of August 20204. The operation has been allocated £17.3 million in funding, of which 

£11.5 million is ESF Funding (specifically £8.8 million in ESF Priority 1 funding 

directed towards tackling poverty through sustainable employment and £2.7 million in 

ESF Priority 3 funding towards youth unemployment). The remainder (£5.8 million) is 

funded by Welsh Government and includes a contribution from Substance Misuse 

Area Planning Boards (APBs).   

1.4 Overall, up to 14,134 individuals are expected to be supported by the service across 

Wales between 2016 and 2020. The service is being delivered across seven 'Lots' 

                                            
3 Maguire, M., Holloway, K. and Bennett, T.H. (2014) Evaluation of the European Social Fund Peer Mentoring 
Wales. Cardiff: Welsh Government.  
4  Prior to the publication of this report, the contract was extended by WEFO for another two years. 

https://gov.wales/evaluation-european-social-fund-peer-mentoring-wales
https://gov.wales/evaluation-european-social-fund-peer-mentoring-wales
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within the ESF East Wales and West Wales and the Valleys programme areas, each 

of which covers a specific geographical area aligned to the Local Health Board 

Areas.  

1.5 Two consortiums of providers are responsible for service delivery: 

 Cyfle Cymru, a partnership of five third-sector providers (Barod, CAIS, Hafal, 

Kaleidoscope, and WCADA), managing delivery in five Lots (North Wales, Gwent, 

Dyfed, Western Bay and Powys); and 

 Platfform (previously Gofal), partnered with NewLink Wales managing delivery 

in two Lots (Cardiff and Vale and Cwm Taf)5.  

Evaluation approach and methodology 

Aims and objectives 

1.6 The aims of this evaluation were to evaluate the delivery, performance and perceived 

impact of the OoWS against the aims, objectives and targets set for it. The specific 

objectives of the evaluation included evaluating service performance and perceived 

impact (including participants' experience of the service); the effectiveness of service 

delivery; the extent to which recommendations from the previous peer mentoring 

evaluation have been adopted; and contribution to the relevant ESF cross cutting 

themes (equal opportunity, sustainable development, and tackling poverty and social 

exclusion). The overall evaluation framework can be found in Annex A. 

1.7 Specific areas for investigation in this report include: the effectiveness of service 

delivery; outcomes achieved to date and perceived programme impacts; the aspects 

of delivery (‘active elements’) which are contributing to success; and lessons for 

future development and commissioning.  

Evaluation approach 

1.8 This report draws on information collected in the three stages of evaluation that took 

place between May 2018 and December 2019.  

 In Stage 1 (inception and scoping) the evaluation team reviewed literature and 

available data; refined the evaluation framework and methodological approach; 

and produced research tools for use in Stage 2. This was presented to Welsh 

Government in an inception report (unpublished). 

                                            
5 Part of the service in Cwm Taf (16-24 year old provision only) has been subsequently subcontracted to Barod. 
For the purposes of this report, this partnership is referred to as ‘Platfform’. 
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 In Stage 2, the evaluation team conducted the first round of data collection 

(November 2018 – February 2019) and analysed monitoring information (MI) 

provided by Welsh Government (up to Q106). Early findings and 

recommendations are presented in an Interim Report, which includes a detailed 

description of the programme and delivery model; review of implementation and 

performance to date; and participant, peer mentor and stakeholder perceptions 

on emerging outcomes and impacts. 

 In Stage 3 the evaluation team updated the research tools, undertook a second 

round of data collection (August – November 2019) and analysed updates to the 

MI data provided by Welsh Government (up to Q13). Findings from this round are 

captured in this report, and build upon the findings from the first round of fieldwork 

as reported in the interim report. 

Methodology 

1.9 The evaluation followed a mixed methods approach, drawing on qualitative and 

quantitative techniques to provide the evidence underpinning the report findings.  

1.10 Firstly, area case studies were undertaken to explore service implementation and 

performance at provider level in five Lots. These were selected to provide 

appropriate coverage of the ESF East Wales and West Wales and the Valleys 

programme areas and a geographical and rural/urban cross-section; and the 

providers delivering the service. The area case studies were undertaken at two time 

points: September to December 2018 and August to October 2019. In both rounds, 

the evaluation team interviewed a range of stakeholders using semi-structured topic 

guides (based on the respondent type and their experience with the service) – 

though telephone interviews were used in the second round to increase flexibility for 

those being interviewed.  

  

                                            
6 For the purposes of data collection, service delivery is split into quarters defined according to the start date. 
This does not align to financial quarters. For example, Q1 ran to October 2016, Q2 ran to January 2017, Q3 ran 
to April 2017, Q4 ran to July 2017 and so on. 

https://gov.wales/out-work-service-evaluation-interim-report
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Table 1.1: Qualitative interviews undertaken during the case studies 

Group Interviews – First Round Interviews – Second Round 

Project staff interviews 13 7 

Peer mentors  17 13 

Employment specialists (North 

Wales and Western Bay only) 
0 2 

Delivery partners 16 11 

Participants 30 20 

Employer interviews - 2 

1.11 Table 1.1 provides an overview of the number and profile of the stakeholders 

interviewed at each stage of case study fieldwork. This shows that interviewees in 

each round of case study fieldwork comprised: 

 Project lead(s) and key staff: In both rounds, project lead(s) and other key staff 

were interviewed to understand their perceptions of the service, with second 

round interviews focusing on changes made to delivery, and to explore their 

views on outcomes, impacts and programme legacy. 

 Peer mentors and employment specialists: Peer mentors were interviewed to 

capture their perspectives of the support they were delivering, and the support 

they were receiving to enable them to undertake their role. In the second round, 

the evaluation team aimed to speak to 10-14 peer mentors across the service, as 

well as employment specialists in the three Cyfle Cymru case study areas7 . 

 Delivery partners: Delivery partners are defined here as training providers or 

referral organisations. Building on interviews with 16 delivery partners in the first 

round, the evaluation team aimed to interview two to three delivery partners in 

each area (combining follow-up interviews with consultees from the first round 

and new partners). Overall, nine referral partners (from job centres, the probation 

service, and health and community teams) and two training partners were 

interviewed in the second round of area case studies. 

 Employers: In the second round, the aim was to engage two employers in each 

case study area who had provided work placements or employment to 

participants (and are fully aware of the service and the service target groups). 

 Participants: In the first round 30 active participants were interviewed. In the 

second round, targets were set to interview between eight and twelve participants 

                                            
7 During the first round of data collection and as described in the interim report, the evaluation team determined 
the differences in responsibilities of peer mentors and employment specialists in the Cyfle Cymru areas. 
Employment specialists were therefore engaged in the second round to understand their perspectives. A 
dedicated employment specialist role does not exist in Platfform – employability and employment support is 
provided by peer mentors, as an extension of their core engagement and support role. 
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per area, comprising participants interviewed in the first round agreeing to be re-

contacted and a new sample of participants who had left the service on a planned 

exit basis. Providers were asked to provide the new list of participants (providing 

broad representation by target group, age, employment and health history, and 

outcomes achieved) to select a sample to interview. While this might have 

introduced potential bias, this method was deemed to be most suitable for 

protecting sensitive data and ensuring providers were able to seek informed 

participant consent from participants prior to them being contacted. 

1.12 In addition to the case studies, interviews with the project lead in Powys and Gwent 

were also conducted at both stages to understand service delivery in these areas. 

1.13 The quantitative component of the evaluation comprised the analysis of programme 

MI provided by Welsh Government, a sample of soft outcome data provided by the 

projects, and findings from the ESF Leaver's Survey: 

 For this report, MI to the end of Q13 (October 2019) was analysed to explore the 

profile of participants and their progress on the programme, and to provide a 

detailed picture of participation in the service (overall and by area), the proportion 

exiting as planned or leaving early, and progress against programme targets.  

 Soft outcome data is collected by the providers, although it is not a standardised 

process and the data is not subject to the same scrutiny as the programme MI. 

Participant data was provided by the Cyfle Cymru and Platfform services for a 

sample of 1,094 participants drawn from across all seven areas. Importantly, 

access to baseline assessments is not available, so it was not possible to assess 

the ‘distance travelled’ by each participant. Differences in the approaches to soft 

outcome data collection also mean that area comparison is not possible. Instead 

the available data has been aggregated and triangulated with the qualitative 

findings to demonstrate additional outcomes that may be achieved by 

participants. 

 Six-month follow-up participant data collected for the ESF leavers survey 

(undertaken by OB3 Research and IFF Research) was also reviewed, which was 

available for 13 participants interviewed between 2015-2018. 

1.14 Finally, a half-day workshop event was held in December 2019 for programme 

stakeholders and Welsh Government representatives, to present and discuss 

findings  and potential conclusions/recommendations from the second round of 

fieldwork. 



 

 
18 

 

Methodological considerations 

1.15 Several methodological considerations are worthy of note. First, the evaluation was 

completed and reported while service delivery was ongoing, which meant it can only 

report on activities and performance to date. However, this means the evaluation has 

the potential to inform subsequent delivery (given the potential of a two-year 

extension to the programme) or the development of similar provision in future. 

1.16 Second, the absence of a control group, due to the all-Wales coverage of the 

service, limited the potential to establish the counterfactual. Instead qualitative data 

was used to explore participant and stakeholder experiences, and their perceptions 

of the outcomes and impacts of the service. To preserve the anonymity of those who 

participated in the study, any names cited in this report have been changed (if not 

removed) and have not been attributed to their service area. 

1.17 Third, the evaluation team also encountered a series of challenges conducting the 

case study research which impacted on the robustness of evidence generated.  

 The main challenge was engaging employers – despite providers (and Welsh 

Government) repeatedly encouraging their participation, only two employers in 

one case study area agreed to take part, significantly limiting the information 

available to assess employer views of the service.  

 A second challenge was reaching the target participant interviews. As in the first 

round, providers were asked to make initial contact with participants to give their 

consent (or to be contacted by a member of the study team) and to check they 

were at an appropriate stage in recovery to take part. Very few participants 

appeared to want to engage in the study when providers attempted to contact 

them. Additionally, even when contact details were provided and consent 

granted, some participants could not be contacted despite repeated attempts.  

 Finally, only two employment specialists were ultimately interviewed in Cyfle 

Cymru as this role does not exist any longer in Dyfed. 

1.18 Despite these limitations, the area case studies still contain rich information on how 

the service is operating at the local level, alongside the perspectives of the range of 

stakeholders and participants consulted.  
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Structure of this report 

1.19 The remainder of this report is structured as follows.  

 Chapter 2 provides an overview and update on service delivery, and how 

changes in approach over the last year might affect performance going forward. 

 Chapters 3 and 4 examine service performance, in terms of participation in the 

programme and the outcomes achieved (both ESF and soft outcomes). 

 Chapter 5 outlines the perceived programme impacts for participants, peer 

mentors and more widely, focusing on what might have contributed to these 

impacts and what would have happened in the absence of the service. This 

section also takes a look at the possible extension to the programme and its 

future legacy. 

 Chapter 6 provides our final conclusions and sets out key recommendations for 

the service for the remainder of the current contract, and for future provision 

which utilises a peer mentoring model. 

2. Delivering the Out of Work Service 

2.1 This chapter provides an update to the OoWS delivery model, with a full description 

of the service's rationale, aims and structure being provided in the interim report.  

Peer mentors 

2.2 The main feature of the service is the use of peer mentors who draw upon their own 

lived experience to provide judgement-free support, guidance and advocacy to 

participants, whilst covering many aspects of ‘traditional’ employment support. One 

peer mentor explained “I have very much relied and found it useful that I could turn 

around and say… I've been through this, I've experienced this… I've had [anxiety 

and depression]. The walls come down because they know that I'm not just following 

a script, I actually kind of resonate with how they're feeling and can offer them advice 

of what I found works for me”. The peer mentors interviewed in both rounds of 

fieldwork agreed that their role has a reciprocal benefit, in them being able to ‘give 

something back’, and because their work leads to improvements to their own 

confidence, mental health and skillset. 

Recruitment and retention 

2.3 Table 2.1 shows the number of peer mentors in each area, and the way in which 

projects have structured their peer mentor support.  



 

 
20 

 

Table 2.1: Peer mentors and employment specialists (at the start of December 2019) 

Area 
Full-time peer 

mentors 
Part-time peer 

mentors 
Assistant and volunteer 

peer mentors 

North Wales 15 2 4 

Gwent 10 0 1 

Dyfed 7 4 0 

Western Bay 14 2 4 

Cwm Taf 5 0 1 

Powys 2 4 0 

Cardiff and Vale 6 0 0 
Source: Data collected from service providers 

2.4 The overall model remains largely unchanged, despite some changes in staffing 

including the recruitment of new or additional peer mentors, in particular assistant 

and voluntary peer mentors to provide greater capacity; changes in responsibilities, 

such as Dyfed peer mentors delivering employment support following the departure 

of their employment specialist; and restructure in contracts, such as splitting a full-

time peer mentor role into two part-time roles to increase accessibility. 

2.5 Peer mentors continue to be recruited from a range of backgrounds – some start with 

little work experience, some have worked in similar roles and have transferable 

skillsets, whilst others have completely different employment histories (such as 

working for the military or in sales). A number of peer mentors, and most assistant or 

voluntary mentors, have come through the Out of Work Service itself. 

Tommy has a history of mental health and substance misuse. As a participant with 

the Cyfle Cymru service, he helped organise volunteering events which led to an 

opportunity to work for CAIS. After three months in this role, he applied for a peer 

mentoring job advertised by Hafal. Tommy felt he was well-supported by other peer 

mentors throughout the application process and when he first started his role. 

Mark accessed the OoWS after developing an alcohol dependence while studying 

for a master’s degree. Shortly after joining the service, he started helping Cyfle 

Cymru in a voluntary capacity. In March 2019 he was taken on as an assistant peer 

mentor, contracted over a 12-week period. He then applied for a vacancy at CAIS to 

cover maternity leave, which became a full-time post in late 2019. 

George had been a volunteer peer mentor for two months at the time of interview. 

He decided to become a volunteer following a peer mentoring course, with the 

aspiration to become a full-time peer mentor. He reflected that it is interesting to be 

'on the other side’ and to know that he is helping someone, as well as helping him to 

understand his own feelings at the time he first joined the service. 
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2.6 There continues to be a high turnover of experienced peer mentors, with many 

leaving for positive reasons such as new job opportunities or re-entering education. 

However, some peer mentors still leave for less positive reasons, such as personal 

health issues (including stress caused by the role and in some cases relapse) and 

not having the right skills/competencies for the role. Pay was mentioned as another 

possible reason for turnover by both project staff and peer mentors at both the 

interim and final stage of the evaluation. 

Caseloads and caseload management 

2.7 Generally, peer mentors look after a caseload of between 20-50 active participants at 

any one time, though assistant and newly recruited peer mentors tend to have lower 

caseloads, and outliers were reported by some peer mentors (for example, one peer 

mentor reported currently supporting over 100 participants). A key improvement in 

the service over the last year has been the increase in project support for 

administrative tasks which may explain higher peer mentor caseloads. 

2.8 Peer mentors support participants whose levels of need vary – those starting the 

service need more intensive support, whilst those who have been on the service for 

a while tend to need less frequent support. To cope with this, providers continue to 

use caseload management strategies, such as the Red Amber Green (RAG) coding 

system in Cyfle Cymru. Some peer mentors reported also developing their own 

personal time and caseload management strategies, such as protecting time in their 

calendars to be able to see as many participants as possible in a single day. 

2.9 Nevertheless, two key challenges were reported by peer mentors in this round of 

fieldwork. Firstly, as the programme moves towards the end of the current contract 

and the pressure to meet targets increases, it has been difficult to maintain a balance 

between recruitment of new participants, and working with those already with the 

service. An experienced peer mentor with a caseload of over 60 participants 

reflected: “I get [my caseload] to a reasonable level and then it goes up and I need to 

get it down, I find it difficult. We have targets to sign people up and it just means the 

case load is always increasing. You need to keep on top of it”.  

2.10 Secondly, caseloads are often affected by external factors (e.g. staff shortages, 

referral partners signposting participants, etc.) and this level of unpredictability 

makes it difficult to maintain a consistent caseload. One peer mentor’s caseload 

increased to 90 participants after a boost in referrals from the jobcentre and she 
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explained: “I am essentially doing the caseload of two people and if I went off sick or 

if I left then [the service] wouldn’t accept this caseload for one person… so I feel like 

we’re hitting targets but now we’re facing problems [with capacity]”. 

Supporting peer mentors in their role 

2.11 The importance of training/supporting peer mentors to apply their lived experience to 

best effect, whilst protecting their own recovery, is well-recognised by the service.  

2.12 As described in the interim report, Cyfle Cymru have their own Peer Mentoring 

Academy – a programme of continued professional development (CPD) structured 

around three tiers of qualifications and a gradually increasing number of peer 

mentoring hours. The Academy has won a Royal Princess Training Award, and, as 

one stakeholder described, is viewed as “a real strength of the service”. In Platfform, 

peer mentors have access to a rolling programme of in-house training delivered 

through NewLink Wales, as well as an induction programme for new starters, which 

includes two weeks work shadowing. Throughout 2019, a key focus has been 

implementing restorative approach training in both Cwm Taf and Cardiff and Vale, 

which has been well-received by all of the peer mentors interviewed. A few peer 

mentors from both Cyfle Cymru and Platfform had suggestions for how training might 

be further improved. Examples include offering more practical support for handling 

challenging situations and more specialist training related to the complexities of their 

work, for example, suicide prevention training. 

2.13 In addition to training, some areas have improved the support they offer to peer 

mentors to manage job stress, including having more regular or structured team or 

one-on-one supervision meetings. As one project lead summarised, “Because peer 

mentors have either lived experience of mental health or substance misuse, they are 

technically like my service users. From the offset, I have an open conversation with 

them around wellbeing, and check in regularly so I know they are doing okay… they 

know they can come to me and there will be no judgement”. In the last year, 

Platfform have also introduced clinical supervision through their in-house 

counselling service, Breathe. One peer mentor remarked on the importance of this 

service: “clinical supervision is helping… switching off is quite hard for me, the first 

thing I think of when I wake up at night is what I can do for this person or that.” 
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Service delivery model 

2.14 The remainder of this chapter charts the 'participant journey', building on the interim 

findings and describing key changes to the delivery of the service in the last year. 

Planned identification and referral 

2.15 Most stakeholders felt that the appropriateness of referrals had stayed the same or 

improved over the evaluation period, and there was a good understanding across the 

service and among partners of the programme eligibility criteria. A few 

stakeholders explained cases where participants were still being referred to the 

service despite their needs being too complex, but also noted there were established 

procedures to signpost them back into recovery or onto other support. 

2.16 Overall, there have been no major changes to the referral pathways, however, 

national policy changes have created some challenges for the service. Firstly, whilst 

Jobcentre Plus continues to be the most popular source of referrals – and in some 

areas there are now more frequent weekly 'drop-in' sessions to reach and engage 

potential participants – a recent change in Universal Credit rules has created 

difficulties in engaging participants potentially eligible for the service as they no 

longer have to attend the job centre in person. Secondly, a few stakeholders also 

noted challenges with Probation Service referrals in some areas, as the recent 

nationalisation of probation service contracts has disrupted existing relationships 

where staff have changed roles and/or new staff have been recruited. 

2.17 In the last year, peer mentors appear to be more proactively trying to obtain referrals 

from health care services, as illustrated in the examples in the box below. One 

project lead emphasised the importance of this referral pathway: “There is a 

demographic who are going to doctors with low level mental health issues but need 

employment support. We want the surgeries to signpost to us, if they are suffering 

because of not being in work or having qualifications… it is how social prescribing is 

meant to work”. Despite concerted effort, the service continues to struggle to get 

many referrals from health care services. For example, a peer mentor remarked that 

Community Mental Health Services in his area “refer for two months, and then use 

other services”.  

In Cwm Taf, a peer mentor is using connections from a previous tenancy support 

role to establish referrals from local GP surgeries and the Community Mental 

Health Team (CMHT). A social worker who develops care plans for CMHT patients 
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explained how she recently referred a patient to the Cwm Taf service. The patient 

was keen to go back to work after four years away following a severe mental health 

relapse. This participant has a high level of anxiety and obsessive traits, so the 

peer mentor has focused their first few meetings on understanding what type of job 

role might suit him best. Feedback from the participant is positive, particularly that 

he feels listened to and that the process so far has been collaborative. 

The Integrated Autism Service (IAS) is funded through Welsh Government and 

helps individuals with their diagnosis of autism, including arranging behaviour, 

anxiety, training and awareness sessions, and working with CAIS, mental health 

and disability teams across the NHS. A peer mentor from the North Wales service 

presented to IAS participants, describing their approach to helping participants find 

work which aligned to their own model. IAS have since referred around six 

individuals - three of whom are now in full-time work and coping independently. 

2.18 Additionally, in part due to the ‘saturation’ of similar services accessing traditional 

referral pathways, some areas have started to actively focus on community settings 

(such as food banks and community centres). As one peer mentor working for the 

Platfform service explained, the aim is to capture people not accessing support from 

statutory services: "A lot of people who are socially isolated don’t go out, but might 

go into community hubs or cafes, the places I go to now for meeting participants”. 

However, some stakeholders remarked that participants recruited through this route 

are likely to have far more complex barriers to resolve, and so it will continue to be 

important to also maintain referrals from elsewhere to help meet targets. 

2.19 Finally, the service primarily continues to be promoted at face-to-face meetings, job 

fairs and other events. The Gwent project also explained how they use social media 

platforms to advertise new training sessions or showcase videos (for example, with 

peer mentors explaining their roles to increase awareness of the service and to 

advertise available peer mentoring jobs). In some areas, however, the service is 

being promoted less frequently to referral partners than before, potentially as most 

areas are now meeting (or close to meeting) their participation targets and the focus 

is shifting towards promoting the service to employers to meet targets. Nonetheless, 

there was a general awareness among some of the peer mentors interviewed that 

they needed to invest in regular promotion to maintain high quality referrals. This was 

also recommended at the interim stage of this evaluation. 
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Participant recruitment 

2.20 Peer mentors remain responsible for recruitment across the service. The only 

change relates to the introduction of an area-based model in the two Platfform areas 

for the over 25 contract. Instead of participants being allocated at the weekly team 

meeting, peer mentors now only recruit and sign-up participants from their 

designated geographical areas – with more than one peer mentor in areas of high 

referral such as Barry. This has found to improve efficiency (e.g. by reducing time 

spent travelling) and the team meetings can be used more purposefully, with a 

restorative approach taken (e.g. for performance reviews, to exchange good 

practice, discuss solutions for complex cases, and redefine personal boundaries).  

2.21 The change has been well-received, as one staff member remarked: “Peer mentors 

have liked the idea of being in one place for a day, and if people know they are there, 

they can have potential participants dropping in”. This model also enables long-term 

relationships with referral partners to be built up, and they can work more flexibly 

with participants. At the time of the final fieldwork, this model was still being 

embedded: 

“All the peer mentors now work with everyone they can because they 

essentially have to… the mentors sign up anyone in their geographical area, 

and participants come to the same person. That has been a big change for a lot 

of the guys, as they have had to learn new skills in meeting and dealing with 

people they didn’t previously work with“. (Project Staff) 

2.22 As before, in both Cyfle Cymru and Platfform, peer mentors are matched with a 

range of participant groups based on their availability. Reallocation only occurs if 

requested by a participant or if this is felt to be appropriate (given a participant’s 

characteristics or needs) after initial registration. For example, one participant 

explained: “I didn’t have a lot to do with [the first peer mentor], she was great and 

registered me, but it was actually [someone else] who I got my main help from. I 

have had a pretty experienced career, I am older, and so I related to him, and he 

realised he could step in and help me. He was more suitable to help me”.  

Initial assessment and action planning 
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2.23 The service as a whole continues to use the same initial assessment procedures8 

outlined in the interim report. The general view was expressed by many peer 

mentors, during both phases of the evaluation, was that as long as a participant can 

demonstrate they are willing to engage with the peer mentors, the service will not 

turn them away, regardless of how complex their needs might be.  

2.24 Following assessment peer mentors meet with participants to complete an action 

planning process, which has stayed the same in both areas: Cyfle Cymru areas use 

the Employment Wheel to baseline and measure progress against job-related 

outcomes; and Platfform use the Foundation for Change process, which results in a 

non-accredited qualification and helps participants identify key goals. More 

information on these tools can be found in Annex C. Throughout this evaluation, 

participants have expressed a high level of satisfaction with the action planning 

stage. For example, one participant noted how collaborative the process was and 

liked being able to track/review progress against the plan every two months. 

Support and service provision 

2.25 All stakeholders emphasised that being able to tailor support to the participant was a 

key feature of the service, and a similar approach to this is taken in each area. As 

summarised by a peer mentor in Dyfed, this covers the following. 

1. Get them busy – change participants' behaviour patterns to stop relapse through 

encouraging involvement in various activities. This also helps bring structure into 

participants' days and improves their confidence and self-worth. 

2. Encourage participants to take up some form of training or education - in areas of 

interest that will improve their skills, knowledge and qualifications.  

3. Improve employability skills and support individuals into paid employment or 

volunteering opportunities - which can involve helping them learn how to do on-

line job searches and applications, improving CVs and interview skills, etc.  

4. If progressing into employment, continue to provide support until the participant 

feels this is no longer needed.  

2.26 In the last year, the main changes to the overall support offered across the service 

relate to the need to meet targets as the current contract comes to an end. For 

example, Western Bay have invested in providing all participants with an interactive 

                                            
8 Peer mentors have to complete a series of forms (P1 Initial Eligibility, P2 Full Needs Assessment, P2.1 
Participant Monitoring Matrix and P2.2 Risk Assessment) to trigger the payment process. 
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workbook and access to a workshop to prepare them for the job market, the 

application and interview process, as well as ‘basics’ such as what to wear to work or 

travel to work. The service is also exploring delivering an accredited employment 

pathway to participants in a group setting (in an accessible place like a jobcentre), to 

increase the scale of what they already deliver. 

2.27 Cyfle Cymru continue to use employment specialists to deliver employment 

support in all areas apart from in Dyfed, where this responsibility has devolved to 

the peer mentors. It was felt that the process of transferring participants to a 

dedicated employment specialist was disruptive as specialists have to build 

relationships from scratch with participants. It is too early to understand how this may 

affect employment outcomes, though there are perceived risks with changing the 

model at this stage – particularly, putting more pressure on peer mentors.  

2.28 However, peer mentors have been used to deliver employment support by Platfform 

since the start of the programme, and project leads have felt this has worked well as 

peer mentors often want to continue to support their participants into employment. 

The only change to Platfform’s overall employment support model has been the 

move of a peer mentor, who focused primarily on delivering employment support, 

from Cwm Taf to Cardiff and Vale in January 2019, which has left the remaining 

Cwm Taf peer mentors having to focus more on delivering employment support than 

before. 

2.29 Most areas have made very few changes to the training package offered to 

participants, as these were believed to be effective and well-received by participants. 

In Platfform, the service primarily continues to work with the same training providers 

(for example, Action in Caerau & Ely (ACE) and Barry Training Services in Cardiff 

and Vale) and is tailored to the participant. Hence, in addition to offering popular 

certifications (for construction skills and security licenses) they also enrol participants 

on specifically requested courses such as Spanish and Dog First Aid. In Cyfle 

Cymru, areas continue to primarily offer in-house training, though some external 

provision is also available. For example, Dyfed works with Adult Learning Wales and 

Western Bay also purchased new courses from iHASCO (an e-learning company 

specialising in Online Health and Safety and HR Compliance Training).  

2.30 Participants are meant to have access to 16-hour work placements, but it has 

remained difficult for providers to source suitable opportunities primarily as there is 
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no clear incentive for employers to pay participants. Additionally, for participants, 

work can feel quite overwhelming and some are fearful their benefits will be affected. 

2.31 Stakeholders have argued that the way this outcome is defined is also outdated, as 

under the new Universal Credit system it is possible to carry on receiving jobseeker 

benefits even if a participant does more than 16 hours of paid work per week. During 

the final round of fieldwork, one stakeholder also argued the outcome should be 

updated to “‘earning the equivalent of 16 hours a week at the minimum wage” which 

is used elsewhere. Another stakeholder argued work placements should be shorter 

to reflect that participants also achieve other outcomes (such as training or work-

related certifications). As described later in Chapter 4, some areas are trying to 

encourage employer participation, but this could be vastly improved and better 

coordinated for the service as a whole. 

2.32 Given the challenges with obtaining work placements, most areas are focusing on 

increasing the number of volunteering opportunities available to participants. As 

one peer mentor described, this is more appropriate for those who have “got a long-

term goal of employment but they've got no experience. Some people want more of a 

staggered approach to employment, so they'll like look at volunteering especially as 

they're not going to lose their benefits, but they still get into the routine of work”. 

Across the service, volunteering placements continue to be organised in the same 

way – a huge range of choice is available including volunteering with the service 

providers themselves, external placements (from food banks to visitor attractions), 

and engaging with community activities (such as maintaining allotments). 

2.33 Finally, the service also continues to provide additional support to help participants 

remove barriers to their progression, including those relating to living circumstances 

or financial issues. However, peer mentors remain mindful about the degree of 

support they can actually offer and when to signpost elsewhere: 

“Sometimes you get a lot of people asking you to fill out forms for their benefits 

and that which I don’t tend to do, it is not part of our remit… [if] it all goes wrong 

because we’re not experienced in this then it’ll come back to you. And that’s not 

what we’re about anyway, there’s certain things we can and can’t do… we have 

to define our role. We are not support workers; we are purely peer mentors.” 

(Peer Mentor) 
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Exit arrangements 

2.34 The process for closing a participant file remains unchanged – peer mentors 

complete an exit form and update MI records. Based on this information, at the end 

of Q13, 41 per cent of those leaving the service (3,462 participants) had done so on 

a planned basis (on achievement of an outcome such as employment or entering 

education), whilst 59 per cent (4,914 participants) had left on an unplanned basis 

(commonly due to disengagement or relapse). The planned exit procedure has 

stayed the same across the service, although since the interim fieldwork exit 

procedures appear more commonly adhered to, indicated in the improvements in the 

range, quality and timeliness of data provided to Welsh Government. 

2.35 As before, there is a high degree of variation in the number of early or unplanned 

leavers recorded in each area (ranging from 10 per cent of all leavers in Cardiff and 

Vale to 70 per cent in Powys), despite each area operating a similar ‘exit’ policy 

including repeat contacts to participants by phone and by letter. One peer mentor in 

North Wales remarked that disengagement rates are likely to fall over time as 

participants and referral bodies become familiar with the scope of the service prior to 

engaging with it. However, the most common reasons for disengagement still appear 

to be relapse and external barriers, as illustrated by the examples below. 

Disengagement through relapse: Fred was referred to the service by WCADA 

after being supported for alcohol misuse. He met his peer mentor fortnightly, took 

part in activities (walks and colouring groups), completed training courses and 

received employability support (CV development and searching). Fred was very 

positive about his time with the project, particularly as he had never worked before: 

“I think things changed, I kept my drinking down, and they gave me all the support 

they could give me”. However, Fred relapsed and was told he could not continue 

participating: “they said I was drinking a lot, and I went down one day, and they 

sent me back home”. Fred is now focusing on getting his drinking under control, 

and hopes to return to the service; he cannot see how he will get a job otherwise. “I 

am an alcoholic so no one will take me on. They have referred me twice for rehab – 

I was off for six month and went downhill again”.  

Disengagement as a result of moving away: Harry was referred to the OoWS by 

a probation hostel worker, following release from prison. He has been to develop 

his CV and find paid work experience (with a delivery partner). However, Harry was 

encouraged to move on from the probation hostel which meant he had to 
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disengage with the service before he was able to find a job. “I made him [the peer 

mentor] aware before I had to finish. He understands the situation and how it 

works”. Though he was offered the opportunity to re-join the service in the area he 

moved to, he declined this due to having too much on at the time, but was still able 

to independently apply for jobs using his new CV. He is now working in a corner 

shop and has been able to move into shared accommodation. 

2.36 The same exit policies remain in place across the service so if a participant 

disengages their file will be suspended or closed to help peer mentors better manage 

their caseloads. Cases can always be reopened should a participant’s circumstances 

change, or they are ready to re-engage with the service.  

2.37 Those leaving on a planned basis and into employment, continue to be offered ad-

hoc ‘in-work’ support for up to six months, to give participants a ‘soft landing’, which 

is important as “some people haven’t been employed for a number of years, even if 

they have someone to talk to, finding solutions to issues can help – if someone has 

anxiety a new work place is daunting and takes a lot of courage” (Peer Mentor). 

2.38 The in-work support offer varies between the areas, and is informed by previous 

interactions with participants – it can be passive (participants come to peer mentors if 

they need support) or more practical and hands-on. For example, one peer mentor 

sat down with a participant to plan their commute to work when he first started a job, 

and a participant interviewed in the final stage of fieldwork described that his peer 

mentor helped him get workwear: “She knew I had the interview coming up, so I 

texted her to tell her I got the job and she asked if she could help me get anything I 

needed”. In general, however, only a few participants reported accessing in-work 

support, although most knew their peer mentor would continue to support them if 

needed.   
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3. Service Performance – Participation 

3.1 This chapter examines overall participation in the programme, progress against its 

Q13 and overall targets, and the characteristics of programme participants. Efforts to 

raise participant numbers since the interim stage are also discussed. 

Participant rates 

3.2 Figure 3.1 (below) shows the number of active programme participants to the end of 

October 2019 (end of Q13 of programme delivery). 998 participants registered with 

the service in Q13, a slight decrease from 1,101 in Q12 but in line with the average 

(988 since Year 2 of the programme, when processes were fully embedded). This 

brought total registration up to 11,438, equalling 81 per cent of the overall target set 

at the outset (14,134). With only three quarters left in the current contract, the service 

as a whole appears to be on track to achieve its participation target.  

Figure 3.1: Number of participant sign-ups by area over time – headline statistics 

 

Source: Programme MI, Q1-13 
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3.3 As shown in Figure 3.1, at the end of Q13, there was a decline in participation rates 

in all areas apart from Western Bay (where rates increased) and Cwm Taf (which 

stayed consistent). The graph further shows that registration peaked in Cardiff and 

Vale and Powys in Q12, before sharply declining to Q10 levels in Q13. A similar 

decline in the last three months was also noted in North Wales and Gwent. In Dyfed, 

there has been a steady decline in participation since Q11, possibly due to changes 

outlined in Chapter 2 in the staffing of the service. 

3.4 Figure 3.1 also shows that participation varies throughout the year. This may be due 

to external factors. For example, a reasonable explanation for why there are fewer 

sign-ups in Q10 (in all areas) is that this covers the Christmas holiday period during 

which time peer mentors and referral partners are more likely to be off work (and 

often at the same time), and prospective participants may be waiting until after the 

holiday period to engage.  

3.5 Table 3.1 shows the number of participants at the end of Q13, and those leaving on 

a planned or unplanned basis. This highlights both Platfform areas currently have 

more active participants than leavers, whilst the Cyfle Cymru areas have fewer active 

participants in general. 

Table 3.1: Number of active participants and leavers 

 
Total 

Registrations 
Active 

Participants 
Total 

Leavers 
Planned 
Leavers 

Unplanned 
Leavers 

North Wales 3,930 450 3,480 1,142 2,338 

Gwent 1,321 249 1,072 441 631 

Dyfed 1,014 332 682 185 497 

Western Bay 2,225 481 1,744 667 1,077 

Cwm Taf 1,064 617 447 340 107 

Powys 396 108 288 87 201 

Cardiff and Vale 1,488 825 663 600 63 

Total 11,438 3,062 8,376 3,462 4,914 

Source: Programme MI, Q1-13 

3.6 Profiled targets for participation at the end of Q13 were exceeded for both contracts 

in East Wales (104 per cent and 103 per cent for the 16-24 and over 25 contracts 

respectively), and were close to being met for West Wales and the Valleys (90 and 

96 per cent respectively). Performance by area is explored in further detail below. 
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East Wales – 16-24 contract 

Table 3.2: Progress against participation targets – East Wales, 16-24 

Lot Actuals 
Q13 

Target 
% Q13 
Target 

Overall 
Target 

% Overall 
Target 

Overall 
Balance 

North Wales 315 265 119% 310 102% -5 

Gwent 121 160 76% 191 63% 70 

Powys 89 102 87% 117 76% 28 

Cardiff and Vale 329 294 112% 526 63% 197 

Total 854 821 104% 1,144 75% 290 

Source: Programme MI, Q1-13 

3.7 Table 3.2 summarises progress against participation targets for the 16-24 contract in 

East Wales. North Wales and Cardiff and Vale recruited an additional 50 and 35 

participants respectively between Q10 and Q13, with North Wales now surpassing its 

original programme target. Historically, Cardiff and Vale have struggled to meet its 

targets for the 16-24 contract, although a recent change in peer mentors appears to 

be responsible for the increase in participant numbers. The service purposefully 

recruited two mentors with very different backgrounds – one in mental health with 

experience of mentoring, and the second who was familiar with working in a target-

based environment (selling car insurance) but with no other directly relevant work 

experience. As a project staff member described: 

“Another person had target experience and we went for them; it was a risk as 

he didn’t have a background [in this] but we thought we can mould him into 

what we want him to do… it has worked out really well, referrals have doubled 

as he is quite competitive. Having a mix is really good as at the end of the day 

it is a funded programme and we have got to hit targets”. 

3.8 Gwent and Powys were behind at the end of Q13 (at 76 and 87 per cent of target 

respectively), with both areas suffering high turnover of peer mentors for the 16-24 

contract. In Gwent, a recent restructuring of young people’s services in Newport has 

meant that the service cannot attend agency meetings until new arrangements are in 

place; this has been delayed for a range of reasons including establishing GDPR 

compliance. As Newport has the highest number of NEETs in East Gwent, the 

project has continued to try and increase referrals (e.g. through contact with the 

youth engagement progression coordinator) but have had limited success to date.  
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East Wales – 25+ contract 

Table 3.3: Progress against participation targets – East Wales, 25+ 

Lot Actuals 
Q13 

Target 
% Q13 
Target 

Overall 
Target 

% Overall 
Target 

Overall 
Balance 

North Wales 885 866 102% 960 92% 75 

Gwent 560 515 109% 590 95% 30 

Powys 307 323 95% 363 85% 56 

Cardiff and Vale 1,159 1,122 103% 1,628 71% 469 

Total 2,911 2,826 103% 3,541 82% 630 

Source: Programme MI, Q1-13 

3.9 As shown in Table 3.3., altogether, North Wales, Gwent and Cardiff and Vale 

recruited 101 additional participants to the service than originally planned for the end 

of Q13, whilst Powys was close to achieving its target. If North Wales and Gwent 

continue to match their Q13 performance, they will exceed their programme targets 

by the end of Q15. Cardiff and Vale have further to go but have drastically increased 

the number of sign-ups in the last year (587 participants were recruited in Q10 to 

Q13 inclusive, compared to 527 in Q1 to Q9 inclusive). They have benefited from an 

increase in referrals from local jobcentres, which has increased confidence amongst 

staff that participation targets can be met by the programme end. 

West Wales and the Valleys – 16-24 contract 

Table 3.4: Progress against participation targets – West Wales and the Valleys, 16-24 

Lot Actuals 
Q13 

Target 
% Q13 
Target 

Overall 
Target 

% Overall 
Target 

Overall 
Balance 

North Wales 624 612 102% 703 89% 79 

Gwent 116 155 75% 185 63% 69 

Dyfed 241 251 96% 290 83% 49 

Western Bay 407 559 73% 649 63% 242 

Cwm Taf 242 234 103% 352 69% 110 

Total 1,630 1,811 90% 2,179 75% 549 

Source: Programme MI, Q1-13 

3.10 In total, 75 per cent of the overall target for this contract has been met (as in East 

Wales), although participation at the end of Q13 was behind the profiled target (1630 

against a target of 1811). As shown in Table 3.4, Western Bay achieved less than 

three-quarters of its profiled target for the end of Q13 (407 out of 559) and – like 

Gwent – have a third of overall programme target to meet before the end of the 
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programme. Working on the assumption that they will not be able to register anyone 

after May 2020 if the service is not extended, Western Bay has decided to split the 

remaining target balance between peer mentors working in Swansea, as this area 

has the highest concentration of young people. 

3.11 A recurring issue across the 16-24 contract has been ‘competition’ with other 

services for NEETs. A delivery partner in Dyfed explained there are competing ESF 

funded services for 16-18-year old NEETs, with the same outcomes. As the services 

are funded from the same source there is little scope for joint working or referrals 

between services – which was felt to be frustrating and not necessarily in the best 

interest of those they are trying to support. 

3.12 In Cwm Taf, 16-24 provision was subcontracted to Barod shortly after the start of the 

programme, with a single peer mentor delivering the service for the majority of the 

contract until mid-2019, when an additional peer mentor was recruited to help 

improve progress towards participation targets. However, at the time of the final 

fieldwork the original peer mentor was promoted to another position within Barod and 

the service became the full responsibility of the new peer mentor. Project staff felt 

that additional capacity was still required to help meet participant targets, and 

discussions on the need to recruit another peer mentor were taking place at the time 

of final fieldwork. 

West Wales and the Valleys – 25+ contract 

Table 3.5: Progress against participation targets – West Wales and the Valleys, 25+ 

Lot Actuals 
Q13 

Target 
% Q13 
Target 

Overall 
Target 

% Overall 
Target 

Overall 
Balance 

North Wales 2,106 2,097 100% 2,345 90% 239 

Gwent 524 534 98% 617 85% 93 

Dyfed 773 857 90% 968 80% 195 

Western Bay 1,819 1,933 94% 2,164 84% 345 

Cwm Taf 822 877 94% 1,174 70% 352 

Total 6,044 6,298 96% 7,268 83% 1,224 

Source: Programme MI, Q1-13 

3.13 As shown in Table 3.5, North Wales was the only area to meet (and slightly exceed) 

their profiled target for the end of Q13, recruiting nine more participants than 

expected. All other areas were close to their targets, with Gwent only 10 participants 

short. Gwent, Western Bay and Dyfed need to slightly increase the level of sign-ups 

in the next two quarters so participants are signed-up in time to receive support. 
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3.14 As was explained in Chapter 2, the Cwm Taf service recognised they have always 

been ‘pretty close’ to their target but need to increase the number of sign-ups to 

meet the overall target (1,174). In the last year the service has experienced changes, 

including losing the employment focused mentor, a move to an area-based model, 

and changes to referral pathways (to a community based approach and away from 

statutory services) – which would have disrupted the service and changed the way 

peer mentors work. 

Duration of support 

3.15 There is no standard limit for how long participants can stay with the service. As 

Table 3.6 shows, the overall average9 duration of participation is around 7 and a half 

months, though slightly higher in Dyfed and Powys at 10 months. However, 

participants can stay with the service for far longer – for example, for more than two 

and a half years for 36 participants, and several had been with the service for three 

years or more.  

Table 3.6: Average duration of participation in months (mean and maximum) 

Lot 
All Leavers Planned Leavers Unplanned Leavers 

Mean Maximum Mean Maximum Mean Maximum 

North Wales 7 37 7 35 7 37 

Gwent 7 37 7 37 7 37 

Dyfed 10 36 10 34 10 36 

Western Bay 8 34 8 34 7 34 

Cwm Taf 7 31 8 31 4 18 

Powys 10 34 8 28 4 34 

Cardiff and Vale 6 29 7 29 5 14 

Programme Total 8 37 7 37 8 37 

16-24 6 34 6 34 6 34 

25 and over 8 37 8 37 8 37 

Source: Programme MI, Q1-13 

3.16 In four of the seven areas the duration of support for planned exits appears similar to 

unplanned leavers, suggesting that levels of unplanned exits may be high shortly 

                                            
9 The average is defined here as the mean – the sum of all values divided by the total number of values. 
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after participants join the service. However, long-term participants may also leave on 

an unplanned basis, which peer mentors explained is often due to relapse. 

Participant characteristics and labour market disadvantages 

3.17 This section reviews the key characteristics of the 11,438 individuals participating in 

the programme to date. A full summary of characteristics can be found in Annex B. 

 Age of participants: 78 per cent are aged 25 and over, with the remaining 22 

per cent aged 16-24. This aligns closely to the expected distribution of 

participants (76 per cent aged 25 and above, and 24 per cent aged 16 to 24). 

 Gender of participants: This remains unchanged since the interim stage; two-

thirds (66 per cent) are listed as male and a third (34 per cent) are listed as 

female.  

 Ethnicity: The share of Black or Minority Ethnic (BME) participants remains at 3 

per cent – of which nearly half were from a Mixed / Multiple Ethnic Group (143 

participants). Again, just under half of participants from a BME background were 

from Cardiff and Vale, which is representative of the overall Welsh 

demographic10. 

 Employment status:  Of the 8954 participants in the 25 and over group 60 per 

cent were economically inactive and 40 per cent long-term unemployed. 2484 

participants were aged 16-24 and NEET. 

 Condition: Half of all participants reported a mental health condition alone (49 

per cent), 12 per cent reported a substance misuse issue alone, and 38 per cent 

a dual diagnosis. Compared to the position at the interim report, there appears to 

have been an increase in the share of participants reporting a mental health 

condition only, but as noted at the interim stage, the number of participants 

recorded as only having a substance misuse issue has been consistently low 

3.18 Throughout this evaluation, it has been evident that participants face complex, 

unique and interacting barriers which pose particular challenges to entering the 

labour market. The MI provides an overview of the barriers facing participants:  

 Limited pre-existing qualifications: with over a third of participants having no 

previous qualifications (37 per cent), and where qualifications were held often 

                                            
10 According to 2011 census data, 95.6 per cent of the population in Wales is White. 



 

 
38 

 

being at a low level – for example of those reporting qualifications, 18 per cent 

were below Credit and Qualification Framework (CQFW) Level 1; 37 per cent at 

CQFW Levels 1-3; and around 7 per cent at CQFW Levels 5-8 (two at Level 8). 

 Household status: 66 per cent of all participants were from a jobless household, 

and five per cent reported being homeless/housing excluded. 

 Caring responsibilities: 14 per cent of participants had dependent children, and 

11 per cent had childcare responsibilities for children under 18. Three per cent 

also had care responsibilities for a disabled adult or elderly family member. 

 Migrant status: Less than one per cent (104 participants) were registered as 

migrants, with 65 from the European Union (EU) and 39 from a Non-EU country. 

 Disabilities: Eight per cent reported a disability (up from six per cent in Q10) – 

although as this is based on self-reporting, actual shares may be higher. 
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4. Service Performance – Outcomes 

4.1 This chapter presents the outcomes that have been achieved by the OoWS up to the 

end of October 2019 (Q13), beginning with progress against ESF targets. 

Importantly, as outcomes are only reported at exit when a participant's file is closed, 

they will likely be weighted towards the end of the service. The second half of this 

chapter reviews soft outcomes data collected from the projects for a sample of 

participants. 

Performance against ESF targets 

Outcome: Job searching on leaving 

4.2 Engaging in job searching on leaving is defined by ESF as participants (16-24 

NEETs and those aged 25 and over who are economically inactive only) actively 

seeking work four weeks after exiting the service. Across the service, the target is set 

at 12 per cent for these two groups. Progress towards the job search outcome target 

is summarised in Table 4.1 below, based on MI data to the end of Q13. 

Table 4.1: Engaging in job searching upon leaving the programme 

 Performance 
Programme 

target 
% Progress 

against target 
Balance remaining 

North Wales 291 336 87% 45 

Gwent 178 126 141% -52 

Dyfed 77 93 83% 16 

Western Bay 325 208 156% -117 

Cwm Taf 64 113 57% 49 

Powys 56 40 141% -16 

Cardiff and Vale 98 185 53% 87 

Total 1,089 1,101 99% 11 

Source: Programme MI, Q1-Q13 

4.3 The table broadly suggests that the service is on track to fully meet its overall job 

search target. Staff in the three areas already exceeding their targets (Gwent, 

Western Bay and Powys) described having appropriate employability support in 

place to support participants to conduct job searches, including one-to-one support 

from employment specialists. Though less progress has been made by Platfform 

overall, staff felt their employability support offer was sufficient to meet end of 

contract targets.  

4.4 Participants consulted across the service were highly satisfied with the job search 

support they received, even though many also described finding jobs independently. 
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A general reflection was that employability support helped participants to get to the 

‘next stage’ – first by helping them to apply for opportunities and second by helping 

them prepare for interviews. Several participants felt they would not be able to 

access such tailored and flexible support elsewhere. However, one employer felt that 

some aspects of the employability support could be improved. For example, they 

found participants’ CVs tended to be very poor, stating: “they are basic, generic and 

reflect a desire to get just any job, rather than the specific job they are applying for”. 

Outcome: Work experience and volunteering 

4.5 According to ESF guidance11, a work experience placement is “a paid placement or 

short period of fixed duration spent in a workplace with the aim of providing an 

insight into what it is like to do that kind of work and to develop skills, understandings 

and attributes which will increase employability” and a voluntary opportunity is “a 

placement or activity whereby a participant works for an organisation without being 

paid, both helping that organisation and developing skills, understandings and 

attributes which will increase employability”. For the over 25 contract, the target for 

this outcome is set at 17 per cent for West Wales and the Valley, and 18 per cent for 

East Wales. The target is also set at 18 per cent for the 16-24 contracts in both ESF 

areas. Data to the end of Q13, shown in Table 4.2 below, indicates the service as a 

whole has some way to go to achieve this target. 

Table 4.2: Accessing work experience and volunteering opportunities 

 Performance 
Programme 

target 
% Progress 

against target 
Balance 

remaining 

North Wales 205 756 27% 551 

Gwent 77 278 28% 201 

Dyfed 47 217 22% 170 

Western Bay 142 485 29% 343 

Cwm Taf 74 263 28% 189 

Powys 26 84 31% 58 

Cardiff and Vale 113 388 29% 275 

Total 684 2471 28% 1787 

Source: Programme MI, Q1-Q13 

4.6 As described in Chapter 2, a key reason for limited progress may be that, despite 

doubling between January and October 2019 (from 30 to 78 respectively), securing 

paid 16-hour work placements remains challenging in all areas. Where placements 

have been offered, they have often been with the service itself (as described in the 

                                            
11 European Social Fund (ESF): participant's data requirements  

https://gov.wales/european-social-fund-esf-participants-data-requirements
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box below). Where work placements do not meet the ESF definition or criteria (e.g. 

the 16 hours or payment requirement) they are considered voluntary opportunities. 

Offering paid work placements through the delivery partnership 

When Hafal renovated their building in May 2019, they offered 14 Western Bay 

participants a work placement for ten weeks to help paint and decorate the interior. 

Participants worked together and alongside qualified painters to paint the walls, 

ceilings and woodwork. The delivery partner explained their rationale for organising 

this placement: “It's helping people get back into the working environment, and 

building relationships between service users, and that’s important. I saw those 

guys grow in confidence when they were here which is a benefit to them”. 

As one participant summarised, being paid for their work was also significant: “It 

was security and peace of mind that I could buy myself trainers, get food to eat, 

there was lots of things. When you're just out of prison you don’t have a lot of 

money and there’s a lot to worry about... but once the carpet is pulled you have no 

safety net, so earning money was really good”.  

Additionally, as well as learning new skills, the work helped to build teamwork and 

camaraderie. As the delivery partner reflected “it was nice as so many of them had 

never met, and by the time they finished they had quite a bond which is lovely to 

see”. Several participants also fed back to Hafal that they enjoyed the social 

aspect. 

Finally, following this experience, four participants gained employment elsewhere.  

4.7 North Wales have been able to invest more resource in engaging with employers in 

the last year, freeing up capacity by changing their overall staffing structure and 

introducing the volunteer peer mentor role. They have organised several events with 

employers, for example, the employment specialist arranged for an employer to 

conduct mock interviews with seven participants, and separately organised a 

business breakfast event in Wrexham with 15-20 employers engaged with the 

project, to develop new ideas around getting participants more work-ready (i.e. 

through building their skills/confidence, increasing their professionalism, etc.). 

4.8 Additionally, recognising the difficulties of securing paid work placements, the service 

has worked closely with employers to host ‘work-trials’ where a participant does one 

to two days unpaid work with an employer to “show what they can do without the 

stress and panic of the interview process” (Peer Mentor). If they go well, they may 

lead to longer work placements or employment opportunities, with some employers 
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even back-dating payments to the start of the work trials. If less successful, 

participants still gain feedback and a reference from the employer. In 2019, 20 

participants from North Wales accessed these work trials and, at the time of the last 

fieldwork, ten employers were still offering trials – with one taking on seven 

participants. As one peer mentor reflected, “they’ve been really engaged and has 

been fantastic for the programme. They’ve arranged mock interviews and feedback 

for each [participant]”. 

4.9 The cumulative result of the work being undertaken in North Wales is yet to be 

reflected in progress against targets, but stakeholders felt that even if they did not 

see a massive increase in numbers, it would improve the quality of work experience 

and employment support being offered to participants. There remains a general 

sense that engaging employers will remain challenging for many reasons. For 

example, one employer explained that the potentially dangerous nature of his 

company’s work limits opportunities for participants to engage in work trials without 

suitable training. The employer also noted that many participants do not drive or do 

not have access to a car, which can also be an issue. 

4.10 Given such challenges, other areas have mainly focused on increasing the number 

of volunteering opportunities available to participants. Data from Q13 shows that 

between five and seven per cent of all participants had completed a volunteering 

opportunity to date, with Powys and Cardiff and Vale having the highest share of 

leavers undertaking a voluntary opportunity (13 per cent and 10 per cent 

respectively). Several areas expressed they had plans to maintain and increase the 

flow and range of volunteering opportunities – although some challenges were still 

noted. For example, one stakeholder noted opportunities were often seasonal and 

would therefore reduce in the winter months, and others noted that in the most rural 

areas, it was difficult for participants to find and then travel to suitable opportunities.  

Outcome: Qualifications and work relevant certifications 

4.11 The ‘qualifications upon leaving’ outcome relates to participants obtaining a CQFW 

qualification within four weeks of exit (with the highest level of qualification being 

reported). ‘Work relevant certifications’ are units working up to a full qualification or 

unaccredited training necessary for work e.g. a CSCS card or a food hygiene 

certificate achieved within four weeks of exit. 
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4.12 For the over 25 contract, the target for this outcome is set at 18 per cent for West 

Wales and the Valley, and 15 per cent for East Wales. The target is also set at 15 

per cent for the 16-24 contracts in both ESF areas. Table 4.3 shows that at end of 

Q13 the programme is mostly on track to meet the target for this outcome.  

Table 4.3: Obtaining qualifications and work-related certifications upon leaving 

 Performance 
Programme 

target 
% Progress 

against target 
Balance 

remaining 

North Wales 623 720 87% 97 

Gwent 239 256 93% 17 

Dyfed 155 218 71% 63 

Western Bay 338 487 69% 149 

Cwm Taf 246 264 93% 18 

Powys 51 70 73% 19 

Cardiff and Vale 290 323 90% 33 

Total 1,942 2,338 83% 396 

Source: Programme MI, Q1-Q13 

4.13 Both Cyfle Cymru and Platfform promote accredited courses (such as first aid, food 

hygiene and health and safety) as well as non-accredited courses (such as anger 

management and confidence building). Additionally, work-related certifications for the 

construction, security and transport sectors continue to be popular. 

Platfform are working with About Training to help participants gain a Security 

Industry License (SIA). To obtain the license, participants must successfully 

complete the five-day course and an exam, complete nine hours of self-study and 

undertake a voluntary work trial (up to one day) in a relevant role e.g. stewarding at a 

community or sport event. “We offer work trials so participants can see if they like the 

job in practice, and it also gives employers the chance to meet potential recruits and 

get them into work as quickly as possible. Work trials are really important. Anyone 

who is going through this industry needs experience on their CV, it is critical”.  

At the time of interview, About Training had run three courses for 20 Platfform 

participants (mainly male participants given the nature of the work). From the nine 

people trained in Cardiff, four immediately went into work. 

4.14 One project lead explained that the mix of courses helped make participants more 

‘work-ready’, and participants often positively reflected on the range and variety of 

opportunities available to them, tailored to the aspirations in their action plans. 

Delivery partners felt the choice in training options is a key feature of the service – a 

jobcentre work coach stated similar services will often have a set list of courses and 

limited funding, and participants may have to wait for some time before they can 
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enrol. In contrast, the OoWS can respond very quickly to participant requests which 

can move them towards jobs they are actually interested in. In this case, a peer 

mentor described working with an accredited beauty training academy to enable a 

participant to supplement her pre-existing beauty qualifications with additional 

training.  

4.15 Conversely, an employer expressed wanting more participants to undertake or focus 

on accredited courses that result in qualifications, and work-relevant certifications, to 

allow participants to start work straight away. However, one project lead expressed 

frustration that some participants would have to wait a long time to receive 

certificates (up to four months in a few cases) when they used external training 

provision.  

Outcome: Employment (including self-employment) upon leaving 

4.16 The OoWS helps participants find and apply for suitable job opportunities (and 

promote self-employment, as appropriate) but participants can also identify their own 

opportunities whilst they are with the project. The target for employment on leaving 

the service is 15 per cent for the entire service. Table 4.4 below shows progress 

towards the achievement of this outcome target at the end of Q13.  

Table 4.4: Employment upon leaving the programme 

 Performance 
Programme 

Target 
% Progress 

Balance 
Remaining 

North Wales 248 650 38% 402 

Gwent 151 237 64% 86 

Dyfed 43 189 23% 146 

Western Bay 140 422 33% 282 

Cwm Taf 84 229 37% 145 

Powys 40 70 57% 30 

Cardiff and Vale 99 323 31% 224 

Total 805 2,120 38% 1,315 

Source: Programme MI, Q1-Q13 

4.17 Gwent have made the most progress (64 per cent of their target) and according to 

the project lead is likely to exceed the employment target for the 25 and over 

contract for East Wales as a result of the number of local job opportunities available 

in this area (particularly in Newport). Gwent was also aiming to hire an employment 

specialist to work purely on employer engagement for six months – ideally from a 

sales background and with experience of networking and linking with employers. 

Powys is also more than halfway to meeting its employment target, though the 
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project lead felt they needed to be fully staffed for the rest of the contract to maintain 

this progress – without a fully-staffed team of experienced peer mentors, they would 

lose momentum (particularly as they would have to shift focus to re-recruiting or re-

allocating caseloads) and risk underachieving their targets. In the remaining areas, 

less progress has been made – ranging from less than one quarter (23 per cent in 

Dyfed) to 38 per cent in North Wales, meaning they had around two-thirds of their 

target left to achieve in the remaining months of the current contract. 

4.18 There were mixed views on what progress could realistically be achieved by the 

programme end, and several stakeholders felt there were a series of challenges to 

try and resolve. Staff across the service raised the issue of ensuring participants are 

sufficiently ready, able and confident to take up opportunities. While the service 

prides itself on its ‘participant-led’ and flexible approach, it can be difficult to engage 

participants in the job searching process, for several reasons: 

 The complex barriers facing participants meant they often needed more support 

than originally envisaged, particularly in terms of finding work. A project lead 

stressed that “some people on the project are deemed as job ready by JCP, but 

there is no way they will manage in a job, but we try to support them as best we 

can”. One employer also highlighted other issues such as personal hygiene and 

clothing can set participants apart from other workers – this reinforces the 

importance of a holistic and wide approach in preparing participants for work.  

 As a project lead explained, some participants may also feel they will end up in a 

worse financial position: “Some people want to work and in reality, when they 

think about what they will lose in benefits and housing and so on, it puts them off, 

and it’s a lot to give up – for example, we had someone who was 18p an hour 

better off without travel – so when she paid for the bus she would have been 

worse off”. 

 Interviews undertaken for the ESF leavers survey (OB3 Research and IFF 

Research) also highlighted that although the majority were looking to find work in 

principle, many participants were not ready to find/sustain it in practice, commonly 

due to health problems and personal barriers (e.g. confidence and self-esteem).  

4.19 It can also be difficult to find suitable opportunities for participants. At both the interim 

and final stage, project staff commented on the difficulty in engaging employers and 

the lack of a systematic approach to this – with examples provided by some peer 

mentors of cold-calling employers just to get through the ‘front door’.  
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4.20 One peer mentor reflected on the difficulties in accessing the right person in an 

organisation to break down barriers or stigma as “some employers might think that 

as the individuals have suffered with mental health issues, they’re less dependable 

and won’t turn up to work as much”. The same peer mentor also argued that rather 

than relying on employers taking on participants for altruistic reasons, they needed 

more evidence on the financial savings the service can bring for employers, and 

position it as an alternative to using employment agencies. Having funding to work 

with more employers would also be helpful to engage and retain employers – for 

example, the Salvation Army was offering participants in North Wales a four week 

work placement, but they lost their funding and as a result were unable to offer more 

opportunities.  

4.21 Another key barrier perceived by most stakeholders interviewed was the general lack 

of opportunities, linked to the economic and geographic characteristics of certain 

areas, as well as a lack of engagement from employers. A few participants and staff 

also expressed concern about how realistic it was that participants could compete for 

roles, given their health issues and complex histories. As one peer mentor explained: 

“We had a guy that has been in and out of prison, he wants to work in retail but 

[due to his previous conviction] the chances of him getting a job there are zero 

– they won’t give him a chance… employment specialists get ex-offenders, sex 

offenders… if they have a DBS that are pages long, they won’t get a job… and 

it’s difficult… to tell them they won’t be able to do a job”.  

4.22 Where participants have managed to gain employment, the posts secured have 

varied considerably, from sectors with traditionally more accessible opportunities for 

those with low levels of previous education, to more experienced roles for those 

wanting to further or change their career. For example, building on his existing 

skillset, one participant found a job as a design engineer in North West England.  

4.23 The two boxes below showcase examples of employers who have offered jobs and 

paid work trials to participants in North Wales, and have stayed engaged with the 

service. Importantly, in both cases, the interviewee (the key contact point in the 

employer organisation) had pastoral care duties and were able to understand, and 

communicate to others in their company, the benefit of the project.  
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Employer 1: A HR coordinator with a fencing and groundwork contractor in Wrexham 

has been offering employment opportunities for participants after being approached 

by a peer mentor working for the North Wales service. The company has also offered 

work trials to six participants, and on the basis of their performance has offered one a 

permanent post (after receiving further training he is now in charge of the yard, having 

demonstrated a positive attitude to work). The HR coordinator, reflecting on her 

previous roles as a senior social worker and teacher, held very positive opinions 

about employing members of the target groups, which align to the company’s ethos 

around linking into the community. Although they have faced some challenges with 

working with the target group – for example, the coordinator reported that they had 

offered a work trial to a participant but it was not suitable for them due to their ongoing 

alcohol issues – they remain committed to offering work opportunities in the future. 

Employer 2: A personnel manager in a textiles and apparel company in North Wales 

has been working with Cyfle Cymru over the last year after hearing about the service 

at a CAIS networking event. Prior to his involvement he had already been supporting 

two employees with mental health issues, and it was felt the company could therefore 

work well with the service. He also felt it was an alternative to employing agency staff, 

which they had been highly reliant on previously.  

Initially, the personnel manager mainly supported participants through mock 

interviews and one-day paid work trials, but soon progressed to offering 12-week paid 

work placements and employing participants. At the end of October 2019, they had 

employed eight participants (two after mock interviews, four after work trials, and two 

after work placements). To date, all participants have remained in post, and the 

personnel manager feels they have improved their ability to socialise at work and 

outside of work, and arrive at work looking professional and well-groomed.  

All participants are benefiting from the company’s on-site training, and the Salvation 

Army have been engaged to provide extra support where necessary, recognising that 

participants may not want to disclose certain issues to the employer.  

The company has also benefited financially: employing participants meant they no 

longer pay agency fees (usually £3.50 an hour on top of the wage), which amounted 

in one quarter of this financial year to a saving of £12,000. 

 

Outcome: Sustained employment 

4.24 In addition to the entry to employment target, the service also has a target for 

sustained employment six months after exit (66 per cent of the number in 

employment upon leaving). As shown in Table 4.5 below, the programme is some 
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way from achieving this target – with large differences between some areas. 

Table 4.5: Employment (including self-employment) six months after leaving 

 
Total in employment six 

months after leaving 
Total in employment 

upon leaving 
% Progress 

against target 

North Wales 54 248 22% 

Dyfed 57 151 38% 

Gwent 17 43 40% 

Western Bay 69 140 49% 

Cwm Taf 30 84 36% 

Powys 13 40 33% 

Cardiff and Vale 13 99 13% 

Total 253 805 31% 

Source: Programme MI, Q1-Q13 

4.25 Interviews with project staff and peer mentors revealed several challenges with 

meeting this target. Firstly, participants often end up in jobs which are temporary – 

these are generally the most suitable or likely opportunities for participants, 

especially those who want to start work quickly. Participants may also choose to 

move onto other opportunities (particularly if they do not enjoy the job they first start 

in, as the example in the box below shows). As a result, participants may not be in 

the same job at the six month point. Project leads felt this should be reflected in the 

sustained employment target, and as many will struggle to find additional or similar 

opportunities (even with the experience they gain) some leads also felt other metrics 

were more suitable (e.g. continued job searching six months after exit). 
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Jessica first engaged with the service after she lost her job as a result of a period 

of heavy drinking. She started the service with a 23-year work history, including 

experience in sales, marketing and management. Jessica joined the project to get 

some structure back into her life: “it was just a focus, a weekly focus again, and 

community interaction, a sense of achievement no matter how small it might have 

been, and maintaining it, and by helping others and the volunteer work they did”. 

She participated in activities (e.g. trips to museums, coastal litter picking, 

volunteering with the RSPCA) which helped her to meet other people and improve 

her confidence.  

With the support of her peer mentor and employment specialist, Jessica then 

developed her CV and applied/interviewed for a range of jobs. She eventually 

started a role as a support worker for autistic children, and continued to receive (in-

work) support from the service which she found “very reassuring”. However, at the 

time of the interview Jessica was between jobs; she had found her previous job 

was ‘too much’ for her and she had not realised the extent of the needs/challenges 

of the children she would be working with. Nonetheless, she had been able to 

apply for other work and had been offered a job working with autistic adults in 

supported living. 

4.26 Secondly, projects have struggled to maintain up to date contact information for 

participants when they leave the service, which makes it difficult for them to stay in 

touch. This issue is not easily resolved – as peer mentors discussed during both the 

interim and final stage, the target group for this service tends to be transitory. Poor 

take-up of in-work support also makes it difficult to stay in touch with participants. If 

employers are unaware of a participant’s full history or condition, they may be 

reluctant to take up in-work support or stay in contact with the service. As one project 

lead described: “It’s rare we get people back in… only five have come back. A lot of 

them, once they are in work, don’t want the employer to know about us, and they 

don’t want to be associated with [us]… they don’t want the stigma and for employers 

to know about their background and history”. To overcome this challenge, the 

Western Bay service is trying to use less intrusive methods such as sending texts to 

former participants to evidence and confirm they are still employed, and the number 

of hours worked, as opposed to contacting employers. 

4.27 It was generally recognised that while more opportunities exist in sectors such as 

construction, security and general labour, it was more important to work with 

participants (and their goals) to ensure that they want to stay in the job they get. 
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“I've had conversations with quite a few participants and said look, I could get you 

in a job tomorrow, but… we're looking for sustainable employment. I'm not going 

to find someone a job in McDonald's tomorrow that I know they're going to hate 

and end up back in, you know, the same situation in three to six months' time. 

We've got the flexibility to look at what they're worried about, address their mental 

health, and make sure that whatever we put them into is long-term, sustainable 

and something that they want to do”. (Peer Mentor) 

4.28 In some areas, this has meant a shift to thinking about self-employment for some 

participants. Whilst this comes with its own set of challenges for participants, projects 

were able to evidence positive outcomes and examples where participants had built 

businesses based on their passions and interests. One participant explained the 

main reason behind her satisfaction with the service was that they were supporting 

her to start a business selling homemade condiments (e.g. including obtaining Food 

and Hygiene certification) – though she noted other barriers which the service is 

unable to help her with (e.g. costs of re-purposing her kitchen for business use). 

Outcome: Education and training (16-24 year olds only) 

4.29 According to guidance provided by Welsh Government, this outcome is achieved 

when participants leave the service to engage in education or training activities (off-

the-job/in-the-job training, vocational training, etc.) up to four weeks after their exit 

date12. The overall ESF participant target for the number of 16-24 year olds entering 

education and training upon leaving is 334 participants. As Table 4.6 below shows, 

the programme overall is behind on this target, and it is unlikely this outcome will be 

met by any of the areas at the end of the contract.  

Table 4.6 Entering education and training upon leaving the programme 

 Performance 
Programme 

target 
% Progress 

against target 
Balance 

remaining 

North Wales 37 103 36% 66 

Gwent 15 38 39% 23 

Dyfed 10 29 34% 19 

Western Bay 9 65 14% 56 

Cwm Taf 12 35 34% 23 

Powys 3 11 27% 8 

Cardiff and Vale 3 53 6% 50 

Total 89 334 27% 245 

Source: Programme MI, Q1-Q13 

                                            
12 Welsh Government (2012). ESF Indicators Definitions. ESF Indicators Definitions and Category Breakdowns.  
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4.30 Interviews with project leads, peer mentors and participants in the final fieldwork 

reinforced the interim finding that participants often enter the service wanting to go 

into work rather than education or training. Many have struggled with formal 

education previously and, because of their financial circumstances, want to go 

directly into work after leaving the service. In a few other cases, some 18 to 24 year 

olds start the service with qualifications (including university degrees) which means 

further education and training was not a priority or appropriate for them. 

Appropriateness of the ESF targets 

4.31 Interviewees reflected in the final fieldwork on the ability of the programme to meet 

the targets set, and if these targets are appropriate and realistic. All stakeholders 

interviewed understood the rationale for the targets, and based on progress to date, 

it was felt that the service could meet or even exceed its targets for job search, work-

related certifications and qualifications. This suggests that the general employability 

support being delivered in all areas is working well. The number of volunteering 

outcomes being secured every month is also increasing, and many areas are 

optimistic about maintaining or improving on this in the next six months. However, as 

has been discussed throughout this report, the real challenge for the service 

continues to be securing work placements and employment opportunities.  

4.32 Project leads and peer mentors in most areas have found it challenging to prioritise 

employer engagement due to the constraints of day-to-day work for peer mentors 

and project staff. Stakeholders from the workshop felt that there needs to be a more 

concerted national or ‘top-down’ effort at engaging employers and raising awareness 

of the service. One project lead also felt it would be useful to have an accessible 

database of employers, and their contact details, in their local area.   

4.33 Programme stakeholders commented on the overall fitness for purpose and 

perceived equity of the ESF outcome variables: 

 The appropriateness of criteria for work placements was questioned in light of 

changes to benefits and employment policies, with many highlighting employers 

are not willing to pay for the 16 hours. Additionally, even where participants are 

working with employers, this often has to be classed as voluntary activities. 

 The current target for sustained employment is two-thirds of all those employed. 

However, to achieve this, the service needs to be able to recontact and stay in 

touch with participants. Where participants do not seek in-work support (often 
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because they are afraid of their employer finding out about their background or 

involvement with the service) this becomes difficult. Several stakeholders also 

commented that participants tend to move on, or their contact details change 

which makes it difficult to meet such a high target. 

 Given that some participants are with the service for several months, they may 

engage in a number of volunteering opportunities or undertake more than one 

qualification. However, the current payment mechanism does not recognise when 

the same outcome is achieved several times, despite this being an important 

aspect of participant’s journey into employment. 

 The current outcomes are easily quantified, evidenced and understood. However, 

targets do not reflect the extent to which peer mentoring support is often required 

to achieve outcomes for certain participants. For those that are furthest from the 

labour market, soft outcomes (discussed in detail in the next section) might be 

more appropriate measures of success, if routinely collected. 

 Throughout the evaluation, many stakeholders also described how wider factors 

influence outcome achievement, such as being able to access suitable training 

partners, volunteering organisations and employers, particularly in rural areas.  

Finally, many stakeholders felt the targets for entry into work and sustained 

employment sometimes felt unrealistic and inappropriate for this participant group: 

“The model is not totally all about work. The way we have always been told about the 

service is that it is quality over quantity... I know work is important because of the 

funding and everything but we think it is about the quality of support… sometimes 

when you meet too many people you lose sight of what you are doing and you can’t 

offer a service, it becomes ridiculous” (Peer Mentor) 

4.34 Several references were made to peer mentoring being a ‘balancing act’ between 

providing intensive support to those furthest from the labour market, to also focusing 

on work-ready participants to help achieve employment outcomes. Peer mentors 

often struggled with this: “It is a catch-22. On the one hand, I like the flexibility of the 

programme, it is not black and white what we can and can’t do to support 

participants, and I like that. But at the same time, I think that makes it quite difficult 

when we’re trying to determine who we can and can’t help. (Peer Mentor). 

Soft outcomes 

4.35 This section presents the findings of the evaluation in terms of these additional 'soft' 

outcomes achieved by participants. As described in Chapter 1, some soft outcome 
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data is captured in the participant Interim and Exit forms, although it is not collected 

systematically across the programme or externally audited.  

4.36 Project leads felt there was insufficient opportunity to formally record and submit 

qualitative data as evidence relating to outcomes, and that 'formal' ESF outcomes do 

not fully capture the benefits of the service for those receiving it. “I feel the 

programme should be demonstrating evidence in other ways, not just employability 

targets. There should be more focus on people’s recoveries. It can be difficult to 

evidence clients’ journeys when they don’t fit into those specific categories”. The 

importance of collecting soft outcome data was reiterated by others. One peer 

mentor explained that soft outcomes may represent important measures of distance 

travelled towards future employment outcomes. This reflects the aims of the 

programme and the characteristics of its participants, where the immediate focus is 

on removing or addressing often severely entrenched barriers to employment: 

“You need to get participants in a position where they can look for employment, 

and that requires a holistic approach to get them back on their feet. Getting 

them a job won’t fix all their problems because they’ve got underlying issues 

which got them into this situation, it isn’t just related to employment. So, by 

approaching it in this way, you tackle things better – tackle the issues that got 

them out of work and stability in the first place”. (Peer Mentor) 

Improvements in confidence, social skills and self-esteem 

4.37 Based on the available soft outcome data, just under half the participants felt their 

confidence was better or much better whilst with the service (46 per cent of 802 

participants). Only one participant felt that their confidence worsened, likely as a 

result of difficulties maintaining their recovery and deteriorating mental wellbeing. 

4.38 Participants and other stakeholders often stated that improvements in confidence 

and self-esteem were the key, if not main, benefits of the service. One participant 

who had been able to access several training courses reflected that the OoWS “has 

given me so much confidence. It’s taught me to believe in myself and to go for my 

goals, which was to get a job. When you’re in the same situation for a long time, it’s 

easy for you to put yourself down. I’m definitely more positive in myself”.  

4.39 This was often linked to the confidence to socially interact with others; a number of 

participants felt that the service had encouraged them to ‘get out of their house and 

meet people’. One participant reflected that: “Living alone can be very lonely, it’s 
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been nice to work with others and get to know other people. I always feel better after 

spending a day with them. It’s really boosted my confidence; you can do it as long as 

you put the effort in. [The project] helps you reach that little bit further than you 

would’ve without them”. 

4.40 In some cases, improvement in confidence was a key factor underpinning future 

outcomes. For example, one peer mentor described working intensively with a 

participant who had severely lacked confidence and had very low self-esteem, to get 

her to a point to fulfil her dream of running an arts and crafts studio at her own 

premises, which has been trading very well. 

Movement towards work / job readiness 

4.41 Soft outcome data on movement towards work and improved job-readiness shows: 

 41 per cent (of 818 participants) felt better or much better about their position in 

the labour market and prospects of finding work, compared to 59 per cent who felt 

there had been no change. Only one participant felt it had got much worse. 

 23 per cent felt better or much better about the likelihood of retaining a job, 

compared to 77 per cent who felt there had been no change.  

 18 per cent (of 792 participants) felt better or much better about progressing in a 

job they obtained, compared to 82 per cent who felt there had been no change. 

None of the participants indicated their situation had got worse. 

4.42 Separately, unpublished data collected from Cyfle Cymru participants filling out the 

Employment Wheel (the action planning tool described earlier in Chapter 2) shows 

that by December 2019, 95 per cent of participants (314 of 331 participants who had 

submitted data at least two or more times) had made progress against at least one 

outcome category13 since they started the programme and feel increasingly more 

capable of entering paid employment as they progress through the service.  

4.43 Several participants commented that the programme had improved their motivation 

to find a job. Additionally, some also reflected that unlike traditional employment 

support  which focuses on ‘getting a job’ rather than the ‘process of getting a job’, the 

service encouraged them to take their time to find the best opportunity for them, and 

also get work-ready (e.g. by following a structured routine every week which would 

                                            
13 Outcome categories are: Basic Skills, Recovery Capital, CV, Interview Skills, Life Skills, Qualifications & 
Training, Voluntary & Work Experience, and Information Technology (IT) & Job Search. The Employment Wheel 
is described in greater detail in the interim evaluation report. 
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be helpful for starting employment). Most were also not aware of any alternative 

provision which could support them into employment in a similar way. 

4.44 One employer who had hired participants from the service commented that they 

displayed great attitudes to work during work trials and mock interviews, indicating 

their readiness to be employed. This was echoed by a delivery partner offering work 

trials as part of security license training to participants in the Platfform service, who 

explained that he rarely doubted a participant’s willingness to learn. 

Interacting with other support, employers and official institutions 

4.45 According to the soft outcome data, 47 per cent (of 801 participants) felt better or 

much better about finding and using the support available to them. Additionally, 

around a quarter of participants felt much better or better about understanding 

benefit rules, rights and obligations (24 per cent of 795 participants); and 

communicating with employers (28 per cent of 801 participants), the jobcentre (23 

per cent of 795 participants), and other official institutions (27 per cent of 786 

participants). 

4.46 Many participants commented on the support provided by their peer mentor in 

helping them negotiate other personal barriers, for example by inviting jobcentre 

representatives to tell participants about benefit system changes or accompanying 

them to official appointments. The extent to which peer mentors did this varied, with 

some stating they had to put boundaries around the support they offered participants 

to avoid being perceived as support workers. Similarly, a delivery partner 

commented that the service sits between many other support agencies and 

organisations, and so is well-placed to signpost participants either back to recovery 

or to other support.  

Health and wellbeing outcomes 

4.47 While the absence of individual baseline data makes it impossible to estimate the 

scale of health and wellbeing outcomes achieved, or to interpret records showing no 

change, the data nevertheless shows that: 

 39 per cent (of 802 participants) felt better/much better about maintaining their 

recovery and avoiding relapse, whilst three participants felt the reverse. 

 42 per cent (of 804 participants) felt better/much better about managing their 

condition, whilst two participants found it had got worse. 
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 46 per cent (of 812 participants) felt their mental wellbeing had got better / much 

better, whilst three participants found it had got worse. 

 29 per cent (of 795 participants) felt their physical health had got better/much 

better, but three participants felt it got worse and one much worse. 

4.48 Improvements to physical health were noted in interviews with participants. One 

participant who left the service after a relapse nevertheless felt that the support had 

helped to reduce his drinking which he knew was better for his health. Physical 

health benefits were also linked to improved capability to undertake various 

programme activities. For example, a participant explained how working on 

allotments helped him to get outside and become active, and had improved his 

mental health and wellbeing. 

4.49 Others commented on how their resilience had also increased and they were now 

more able to deal with challenges. One participant who had started volunteering said 

“it helped me in my recovery a lot, when I started volunteering I had responsibility so 

the resilience came in, I knew I was only a volunteer but I had to help other people 

and show other people that they could do it as well”. Many participants also said they 

felt ‘happier’ as a result of the service. For example, another participant described 

visiting the jobcentre to sign on would normally leave them feeling deflated, but after 

seeing their peer mentor and jobsearching with her she was “always much happier”.  

4.50 For NEET participants in particular, the opportunity to gain support from the peer 

mentors across the service has a number of wellbeing benefits. To begin with the 

peer mentor can provide one-to-one support – this is very important to young people 

suffering from anxiety and depression who may not be able to cope with the group 

environment of the service delivery. Secondly, the support is provided in community 

spaces and environments that the young people are familiar with, and by the same 

peer mentor, which helps participants to feel comfortable.  
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5. Perspectives on impacts and looking forward 

5.1 This chapter describes perceived programme impacts on participants, peer mentors 

and more widely; and explores the possible contract extension and programme 

legacy. As described in Chapter 1, it has not been possible to assess the additional 

impact of the programme against a counterfactual or control group; a qualitative 

approach has instead been used to assess additionality. In practice, this also 

involved asking stakeholders and beneficiaries to reflect on what can be attributed to 

the programme relative to other influencing factors, and what would have happened 

in its absence.  

Perceived programme impacts 

Impacts for participants 

5.2 The OoWS aims to improve labour market progression for those not in work and with 

substance misuse and mental health issues. Although the rate of job outcomes 

achieved and sustained remains low for the service overall, the number of 

participants gaining qualifications and work-related certifications, and receiving 

support with job searching, shows that most participants are being given the 

opportunity to change their circumstances. As one project lead reflected, securing a 

single outcome is a massive achievement for some participants given the multiple 

and complex barriers which have previously prevented them from gaining 

employment. 

5.3 The service's ability to respond flexibly was consistently highlighted as a key enabler 

for this, as described by a peer mentor working with the Platfform service: 

“I had one participant who has a mental health issue and wanted to get back 

into work but weren’t managing their mental health well, so we referred them to 

a counselling service, and while they’re working through their issues we kept 

the door to return open for them – I talked to them a couple of times over the 

months. That communication and support got them back into the service, and 

eventually they applied for a part-time cleaning job and now they’re doing this. 

It is just about being patient and giving them hope that we’re going to address 

the issues surrounding employment, which will boost their confidence”. 

5.4 Where participants interviewed during the final stage had achieved employment 

outcomes, many fully attributed their successes to the service. Participants and other 
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stakeholders commented on how the service had made them more employable, 

including through improving their confidence, self-esteem and professionalism. For 

example, one participant reflected “without the service I wouldn’t have got my job. I 

would recommend them any day 10/10. The help they give you, there’s nowhere else 

in Wrexham that give you that support”. Separately, a referral partner emphasised 

that many people with criminal convictions have been supported into training or 

employment, which would likely not have been possible without the OoWS.  

5.5 Others felt their employment outcomes might have been achieved without the 

service, although it would have taken far longer to build up their confidence and 

skills. Some participants also reflected that they began to ‘think bigger’ as the service 

encouraged them to focus on their long-term goals at the start of the programme, 

whilst being realistic about what they could actually achieve (e.g. considering their 

other responsibilities and ongoing management of their health). These findings align 

to those of the ESF Leavers Survey (OB3 Research and IFF Research, 2019), where 

participants who felt they had transformed their lives or life circumstances commonly 

attributed much of their success at ‘moving forward’ to the service, without which 

many felt they would be worse off as a result of their condition and health issues.  

5.6 A particular success of the programme has been the ability for participants to 

become peer mentors themselves, which has benefited both the individual 

participant and the service itself by creating voluntary and assistant peer mentoring 

posts to improve overall capacity and give participants the opportunity to support 

others drawing on their own lived experience. Interviews with participants who had 

become peer mentors described how they saw the move from service support to 

employment as a natural progression, and were optimistic about their future 

employment prospects having gained experience in their peer mentoring role. 

5.7 The programme also appears to fill a gap for participants following an intense period 

of support for recovery. As one stakeholder described, instead of being left to ‘fend 

for themselves’, they are given the chance to be supported in a way that naturally 

progresses from the support received previously. This was echoed by a peer mentor 

who felt the service encourages individuals to be themselves again. Though it is 

difficult to evidence, several stakeholders reflected that the structure and routine of 

accessing support – including having to go out and meet new people – was crucial to 

preventing relapse and keeping participants looking forward. When asked what they 

would have done without the service, a participant, who explained that though she 
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had received clinical support for self-harming, said she would have continued to self-

harm and would “probably be dead” without follow-on support from the service. 

Impacts for peer mentors 

5.8 Peer mentors support participants with a range of conditions and backgrounds. While 

all peer mentors have received training, many felt they learnt how to be effective at 

their role ‘on the job’. Interviews with peer mentors reflected the range in skills and 

knowledge they were required to have, and how the training they had received, and 

practical experience, impacted on their own professional development. For example, 

in Cyfle Cymru, some mentors have just completed an NVQ Level 3 and are now 

going on to their Level 5, which is a “huge thing for many of them who did not have 

strong academic backgrounds at all”. All the peer mentors interviewed explained how 

the programme helped them to help others, and what this meant for them, for 

example:  

“I enjoy seeing the relief on their faces when I say well, if you ever feel that 

you're struggling with that, please come and talk to us because we can help 

you, so that they know that you are addressing something that is probably you 

know, quite detrimental in their lives or that they might be struggling with. I think 

it just adds that extra level of reassurance that I am really there to help them, 

not just to tick boxes or hit my targets” (Peer Mentor). 

5.9 One peer mentor reflected that their job satisfaction is inherently linked to how their 

participants are doing; and while they get a lot of satisfaction when participants make 

progress it is frustrating seeing participants disengage or not make the most of the 

service. As a project staff member explained, this could create challenges in setting 

boundaries around their role: “Peer mentors aren’t counsellors, and they can’t help 

everyone in the service open up… peer mentors are exposed to information that’s 

hard to deal with as they are not trained professionals”.  

5.10 Several peer mentors described the challenge of balancing the need to meet 

quarterly targets with offering the best quality support; this did not always come 

naturally to them. Reflecting on this, the lead in Powys and Gwent has implemented 

a system to reward peer mentors when they meet quarterly targets (such as a thank-

you voucher, letting them leave an hour early, free lunch etc.) to acknowledge their 

work. Other areas have tried to ensure peer mentors feel well-supported to meet 
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targets, and have managed this through team meetings and signposting to external 

support.  

5.11 Finally, some peer mentors reflected how the service has helped them better 

understand and manage their own conditions. In particular, ex-participants were 

extremely grateful at ‘getting their lives back’ and ‘being given a second chance’.  

Impacts for the wider system 

5.12 Many stakeholders argued that little would have been achieved in the absence of 

OoWS, as there are no services available locally that offer the same support. For 

example, project staff in Dyfed explained that whilst drug and alcohol services and 

community mental health teams could offer initial support, support to find work would 

probably have to be delivered by jobcentres, who do not have the time or resources 

to take the intensive, flexible and sensitive approach required by their participants. 

This was echoed by referral partners themselves, who felt the service is better 

placed to work with participants with complex needs as work coaches do not have 

the time, expertise or knowledge required to help participants move forward. Most 

referral partners also commented on the relative flexibility and responsiveness of the 

OoWS compared with other services offering similar training/work provision, and the 

ability for peer mentors to work in the job centres which helps to join-up provision. 

5.13 The service also plays a vital role in plugging a gap in provision for the target groups 

and the wider support system. A peer mentor who has been with the Platfform 

service since the programme started reflected: “I remember the first day we were 

sitting in the office and had no idea what the service was going to look like, and we 

built it, and it has become something good and I am proud of it, we have helped a lot 

of people. Overall, it is a vital service– there are lots of people out there who need 

what we do”.  

5.14 Stakeholders acknowledged that, even though it is challenging to demonstrate, the 

service might have wider financial benefits. For example, although it is not possible 

to directly measure, a project lead suggested the service might contribute towards 

reduced A&E and GP admissions, i.e. by preventing participants from relapsing. 

5.15 Other wider impacts were noted by the service including improved: 

 Collaboration and best practice sharing between providers delivering the service, 

for example, staff in Cyfle Cymru share ideas and best practice during their 

operation meetings, which has resulted in changes like assistant peer mentors 
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being adopted and the RAG rating for monitoring participant progress. 

 Relationships with statutory services in certain areas, with peer mentors regularly 

working in the jobcentre offices. One work coach in a job centre described this as 

“going back to idea of one-stop-shop centres, which makes things a lot easier”. 

 Working with other employment support services (such as Remploy and 

Communities for Work) on a reciprocal basis to help reduce potential duplication 

in service provision. As one employment specialist explained, “it’s important to not 

battle against each other and work together for the good of the clients to make 

sure that they have the support and guidance that they need.”  

5.16 The service has begun trying to challenge perceptions of the target group among 

engaged employers, although this needs to be done on a bigger scale. One 

employer interviewed felt the OoWS should showcase how participants can 

transform their lives and the journey they go on (from gaining confidence to 

becoming ‘work-ready’) to get into employment, to help challenge any stigma or 

negative views of the target groups.  

Cross-cutting themes and wider policy impact 

5.17 During consultations with stakeholders, the service was acknowledged to have wider 

policy impacts. Stakeholders provided examples of how the service contributed to 

progress against ESF cross-cutting themes, as described below. 

 Tackling poverty: The purpose of the service is to move people into paid 

employment, and in doing so, provide participants with financial security. The 

service also signposts participants to debt-management and budgeting services. 

 Social exclusion is a significant factor for this group. As described in Chapter 2, 

many participants benefit from taking part in meaningful social activities organised 

by the service. One peer mentor explained that “[the project] gets people back 

into the community, it allows them to build a social support network, build 

resilience and be able to carry on with their lives”.  

 Gender mainstreaming: As described in Chapter 3, the participant gender split 

aligns to the target of two-to-one male-to-female, based upon the distribution of 

substance misusers in receipt of treatment for substance misuse. The service has 

tried to balance/actively promote opportunities to all groups, including activities 

which are of interest to both male and female participants. One project lead also 

explained how peer mentors were used to working with transgender groups. 
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 Equal opportunities: Chapter 3 also highlighted the diversity of participants, for 

example, BME participation was representative of the overall Welsh 

demographic, eight per cent of participants self-reported disabilities, etc. Project 

staff explained peer mentors were provided with knowledge (e.g. through equality 

training) to work with all participants, and they have been mindful of making 

support and activities accessible. This extends to increasing accessibility for 

participants in rural areas. Most projects have adapted their programme structure 

to overcome geographical challenges (e.g. deploying area-based models, 

creating additional capacity, asking peer mentors to drive participants to 

activities/placements, etc).  

 Sustainable development: The OoWS continues to deliver training/support in 

community spaces (e.g. libraries, accessible charity buildings, etc.) and promote 

environment-related volunteering activities (e.g. beach cleans), which directly 

contribute to environmental improvement as well as raising awareness of 'the 

environment' as a potential source of employment. 

Looking forward 

Contract extension 

5.18 Extending the programme has been a key priority for Welsh Government from the 

start of the programme. At the time of writing, an application to fund the programme 

for a further two years had been submitted by Welsh Government.  

5.19 All stakeholders consulted throughout this evaluation expressed a desire for the 

programme to continue and for the contract to be extended, with a general feeling 

that the service was unique in offering this type of support. As a referral partner 

explained: “Having that personal experience from someone that ‘gets it’ and 

understands the barriers creates an element of trust and builds a rapport with 

clients”. Another referral partner agreed, explaining the service has the ability to 

listen and support participants in a way that other services do not (or have not got 

the time/flexibility to do so). The high degree of satisfaction among participants 

interviewed further illustrates this point.  

5.20 Stakeholders felt a key feature of the service was its scale and all-Wales coverage, 

which makes it accessible to all participants, as echoed by a delivery partner: 

“There are some very good organisations that support our customers with CVs 

and interview skills, but… if the project was no longer available, participants 

would have to travel outside of the area for alternative provision, so harder for 
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some to progress as a lot won’t travel out of local area unless they have to. 

Having the service here is adding value to other local services”. 

5.21 When asked what changes should be made to the service if the extension is granted, 

attendees at the stakeholder workshop agreed that WEFO guidelines need to be 

updated, with the complex barriers faced by participants better reflected in the 

targets. Stakeholders expressed the most frustration for work placements and 

employment targets, arguing for them to be updated with consideration of the wider 

political and economic climate (e.g. Brexit). Many stakeholders argued that Welsh 

Government should take a more proactive role, utilising ‘strong political leadership’ to 

increase potential placement and employment opportunities – perhaps looking to 

NHS Wales and across the public sector to leverage additional opportunities. In line 

with further work with health organisations, it was felt more representation from 

Public Health Wales would help shape the future programme (particularly if funding 

from ESF is not secured) as it covers medical, social and work-related issues. 

Programme legacy 

5.22 Stakeholders believed a key legacy of the programme was a greater understanding 

of how to run a peer mentoring model at scale. Many of the project leads and peer 

mentors interviewed reflected on key learning from this project. For example, a few 

mentioned that the service could have been better at setting up the delivery model 

and planning for outcomes over the programme. “If you have got three years to 

finish, you need to be on it straight away, if that had happened straight away, we 

would have achieved more before now” (Project Lead). Other reflections included the 

need for: 

 Services to be sufficiently adaptable and responsive to cater for a range of 

participants. Without this flexibility, it was felt that participants would struggle with 

only the more structured employment support that is available. 

 Building an effective partnership early on, including more regular meetings with 

partners to ensure the policies are followed, ensuring robust referral pathways are 

established and that staff are clear what is expected of them. 

 Early training on administrative processes. Data recording has improved over 

time with Welsh Government support, but staff should have trained earlier. 

 Effective line management for staff – including monitoring absence, training and 

performance plans, with managers ensuring there are procedures in place for 

dealing with different situations (safeguarding, handling complex situations, etc.). 
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6. Conclusions and Recommendations 

6.1 This chapter presents our final conclusions and recommendations, building on the 

findings outlined in this report and at the interim stage of the evaluation. The 

conclusions are structured around the study objectives, and the recommendations 

relate to both the current and potential future operation of the service. 

Conclusions 

Effectiveness of delivery 

6.2 The OoWS builds on the successes of the previous Substance Misuse Peer 

Mentoring Project to offer holistic employment support to people with substance 

misuse and/or mental health issues. Both the interim and final fieldwork confirms the 

service is unique in Wales, filling an important gap in provision for those furthest from 

the labour market. 

6.3 Our research has provided many examples to illustrate the nature and scale of the 

challenges faced by participants accessing the service. The previous Interim Report 

concluded that, across the service, the delivery pathway (from participant referral 

and sign-up to exit and post-project support) has been well-structured to respond to 

these challenges. The final stage of this evaluation reinforces this conclusion, 

highlighting that the service continues to recognise that not all participants (or 

conditions) are the same which has implications for the type and intensity of support 

required. Provision remains tailored, flexible and responsive, and structured at the 

pace of the participant – with a 'customer journey' featuring both standardised and 

tailored components.  

6.4 Though most of the employment and training support offer is fairly similar to that 

offered elsewhere, the ability for the service to respond quickly and tailor support to a 

participant’s needs or goals has been commended by many external stakeholders. 

Additionally, unlike other employability provision, the OoWS is led by peer mentors 

who draw on their own lived experience to inspire participants and provide tailored 

support for them to achieve their goals.  

6.5 Where there have been challenges to service delivery and meeting targets, providers 

have mostly dealt with these effectively, for example by increasing the number and 

range of voluntary placements to overcome challenges organising work placements.  
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Adoption of recommendations from the previous programme evaluation 

6.6 The current service draws heavily upon experiences of the initial Substance Misuse 

Peer Mentoring Project, which operated with ESF funding until 2014. The project's 

evaluation made a series of recommendations, three relating directly to service 

delivery for adoption by the current service: 

 Establish career development pathways and clear progression routes for 

peer mentors: The recommendation for career development has been met 

across the service. Cyfle Cymru’s Peer Mentoring Academy is seen to be highly 

effective and has won a Royal Princess Training Award. In addition to a rolling 

offer of training from NewLink Wales, Platfform have begun supporting peer 

mentors to utilise restorative approaches and clinical supervision to be more 

effective in their work. It is less clear if there are internal progression routes for all 

peer mentors, though it has been evidenced that some peer mentors have been 

able to gain additional responsibilities and progress onto new roles when they 

have been advertised. Additionally, across the service, there is a clear 

progression structure for volunteer and assistant peer mentors who want to 

become a paid peer mentor. 

 Continuing support for participants on exit/in the workplace: The 'soft 

landing' approach, which features additional peer mentor support for a further six 

months following exit from the service (including for those going into work) was 

introduced into the programme as a direct response to this recommendation. 

 Establishing formal links with employers and employment agencies: More 

needs to be done to establish formal links with employers and employment 

agencies. This is widely accepted by stakeholders. Some described how potential 

savings on agency fees could be a marketable benefit to employers going 

forward. 

Participants' experience of the service 

6.7 Participants reported high satisfaction with their experiences and results, particularly 

in terms of how responsive and tailored the support offer was, and the quality of the 

peer mentoring. Participants highlighted a range of perceived outcomes and impacts 

achieved, with many citing how different their life would be without the service. While 

the limited number of interviews with participants did not allow insights into the 

consistency of provision in each area, discussions with referral and delivery partners 
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confirmed that participants have a very positive experience with the OoWS.  

Service performance – participation 

6.8 At the time of the Interim Report (end January 2019) the service had recruited 8,391 

participants, 59 per cent of its overall target of 14,134 participants. By the end of 

October 2019, participant numbers increased to 11,438, (81 per cent of the target). 

This suggests the service is on track to achieve the participation target, which can be 

perceived as a considerable achievement given staff turnover and recruitment 

challenges in all areas. Continuation and development of relationships with referral 

agencies (particularly jobcentres) has been integral to maintaining registrations. 

6.9 This evaluation has found that participation rates vary across the service, with North 

Wales closest to meeting its total participation target at the end of October 2019 (91 

per cent) and good progress being made by other areas. Another key finding relates 

to the diversity in participants recruited; the gender split aligns closely to expectation, 

and the share from BME backgrounds closely reflects the Welsh demographic.  

6.10 This evaluation also considered the average duration of participation (calculated as a 

mean) and found this has increased slightly from the interim stage – from seven to 

seven and a half months, though far longer in some cases (up to two and a half 

years). Notably, those with substance misuse histories and dual diagnoses tend to 

spend longer with the service which may be indicative of the complex barriers faced 

by this group, particularly the risk of relapse. This may also be reflected in the high 

share of participants leaving the service on an unplanned basis (59 per cent) – 

although, it should be acknowledged that participants can leave for positive as well 

as negative reasons (for example finding work and no longer needing support). 

Service performance – progress against ESF outcomes 

6.11 The following results were identified from programme MI to end October 2019: 

 Qualifications and work-relevant certifications – performance is positive with 

1,942 participants achieving either a qualification or certification upon exit 

compared to a target of 2,338 (83 per cent). 

 Work experience and volunteering – at the interim point this outcome was well 

below target, which remains the case, with 684 participants recording accessing a 

work or volunteering experience upon exit against a target of 2,471 (28 per cent). 

 Jobsearch on leaving – performance against target has been strong, with 1,089 

former participants actively jobsearching against a target of 1,101 (99 per cent of 



 

 
67 

 

target). Performance by area varies, with three areas exceeding their targets, 

although in some achievement was as low as 53 per cent of target. 

 Employment (including self-employment) on leaving – the employment on leaving 

target was set at 15 per cent. Currently 805 individuals were in work on exit, 

representing 7 per cent of all those recruited and 9 per cent of all leavers.  

 Education and training on leaving (16-24 year olds only) – just 89 participants had 

entered education or training against a target of 334 (27 per cent of the target). 

This reflects the interim finding that many participants in this age group are more 

interested in finding work than engaging in education or training, and those 

entering with higher level qualifications do not see further study as a priority. 

Service performance – soft outcomes 

6.12 Additional 'soft' outcomes were identified based on data collected by the service and 

the participant interviews. These were felt to be particularly important by programme 

stakeholders as they often represent the main benefits for participants. The service 

does not formally report on soft outcomes achieved, although data provided by the 

projects for a sample of participants suggested that many reported perceived 

improvements in confidence, self-esteem and social skills, and in some cases health 

and wellbeing – all with positive implications for their continued recovery.  

6.13 Participants felt more ‘work-ready’ (in terms of the shares feeling that their position in 

the labour market and likelihood of finding work had improved), and that they were 

now better able to access other sources of support. In addition, participants improved 

their expectations for their own continued recovery and ability to manage their 

conditions (and where appropriate their drug and alcohol use). Wider stakeholders 

also reflected that participants' resilience and resistance to setbacks had improved. 

Perceived impacts 

6.14 Many of the perceived impacts reported by participants are apparent, such as 

progression to work, where the majority attributed their success wholly or at least in 

part to the service. Although progress to employment remains below target, many 

participants have benefited by gaining new qualifications/certifications, exposure to 

the workplace, and increased socialisation. In some cases, this is a considerable 

achievement, although it was recognised that many participants need continued 

support following their exit from the service if positive progress is to be maintained.  
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6.15 The ability for participants to develop within the service, through various peer mentor 

roles, is a particular area of success, and one where their lived experience presented 

a distinct strength. The peer mentors interviewed who were coming through this 

route were particularly optimistic about their future prospects, and recognised the 

potential wider benefit of increasing mentoring capacity locally.  

6.16 Several stakeholders reflected on the perceived impact of the service for the peer 

mentors. Commonly motivated by 'making a difference to other peoples’ lives', most 

peer mentors felt the job role had given them the required skills, experience and 

confidence to work independently, and some commented how this experience will 

provide a springboard to other career opportunities. However, therein lies a key 

challenge for the service – delivery of the service has often been affected by the 

turnover in good peer mentors who progress and leave the service to better jobs. 

6.17 Other benefits resulting for the wider system included the uniqueness of the service, 

and that it represented the only option tailored to the specific needs of its target 

groups. Some referral partners (especially jobcentres) felt that if the service ended it 

would be very difficult to place their clients in provision of a similar quality. Additional 

system-level impacts included improved collaboration and best practice exchange 

between providers; and improved links and working relationships with both statutory 

services (notably Jobcentre Plus) and other employment support services.  

OoWS contribution to the relevant ESF cross-cutting themes 

6.18 Interviews with project leads, key staff and stakeholders, highlighted several ways 

that the service is contributing to the ESF cross-cutting themes. All stakeholders 

reported that tackling poverty and social exclusion were central to the programme 

objectives – and the service has embedded processes to signpost participants to 

wider services if additional (non-employment) support is required, e.g. debt 

management. 

6.19 Accessibility was a key strength of the service according to most stakeholders – both 

in terms of equal opportunities and gender mainstreaming and ensuring those in 

rural communities are able to access the service. Project leads provided several 

examples of how they were making the service more accessible, from moving to 

‘area-based models’ and finding solutions to transportation barriers to ensuring peer 

mentors received equality and diversity training and were sensitive to participant 

needs – including the flexibility to delivery provision in Welsh language if required. 
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6.20 Finally, project leads described measures taken to contribute to the environmental 

sustainability and sustainable development theme, including minimising travel by 

supporting drop-in facilities and co-locating with other services and promoting 

volunteering opportunities focusing on environmental improvement. 

Recommendations for the remainder of the current programme 

6.21 The following recommendations are focused on changes to the existing delivery 

model to help the providers to achieve the remaining targets for the current contract. 

(1) Providers should explore ways to retain experienced peer mentors to prevent 

turnover and service disruption if contracts are extended, possibly incentivising peer 

mentors to remain in post (with any incentive being calibrated to similar roles 

elsewhere in Wales) – particularly if there is a change in service provision. If the 

contract is not extended, providers should help peer mentors to move into other job 

roles (e.g. by protecting time for training, supporting preparation for new jobs). 

(2) Drawing on good practice in this report, providers should maximise 

opportunities for participants to obtain paid work experience through running 

employer engagement events (endorsed by Welsh Government), considering the 

work-trial approach, and encouraging proactive employers to become ‘champions’. 

Nationally, Welsh Government should invest in a more strategic approach to 

employer engagement, linking with employer agencies and public sector employers. 

(3) If the current contract is not extended, the service as a whole needs to ensure 

there is a balance between meeting participation targets and securing outcomes (i.e. 

allow areas to fall below their participation target or redistribute resource if needed) 

and signpost participants needing ongoing support to other services on exit. If the 

programme is extended, consideration should be given to re-defining the existing 

metrics, particularly for work placements and sustained employment outcomes. 

(4) Providers should ensure there is sufficient resource to collect and record 

WEFO performance data, particularly six-month follow-up data. Providers could 

consider more innovative ways of evidencing participant pathways after exit. 

Providers should also continue to capture soft outcomes, and Welsh Government 

should encourage the adoption of a common system for soft outcome data 

comparison. 

Recommendations for future peer mentoring programmes 

6.22 The following recommendations focus on future peer mentoring programmes for 

similar target groups, and may also apply to an extension of this programme. 

(5) The promotion of the service is essential from the outset, and should be 

continued given staff turnover in provider and partner organisations. Involving wider 
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partners, such as the area planning boards (APBs) and healthcare organisations, 

should be considered to raise the awareness in the local community. 

(6) Those tasked with designing a similar peer mentor service of this scale and 

complexity should consider increasing the number of peer mentors, and consider the 

suitability of a national recruitment drive. As peer mentor salaries were raised as a 

reason for staff exit, future commissioners should consider using standardised pay 

scales to maintain service consistency. 

(7) Explicitly define a role for employment specialists. This evaluation highlighted 

that most peer mentors lack the expertise and time to identify suitable employment 

opportunities and establish links with employers and employment agencies.  

(8) Ensure employer engagement is built in from the outset. At the local level, 

providers should forge links with employment agencies and employers, working 

collaboratively to identify employers that work across Wales (e.g. by organising joint 

events) and challenging views on employing people with substance misuse, mental 

health and criminal histories. At the national level, commissioners should 

strategically identify opportunities to work with public sector or national employers 

and explore other options to encourage employer engagement (e.g. ongoing 

promotion, recognition through awards, and financial incentives for placements and 

work trials).  

(9) Ensure there is a standardised or comparable approach to peer mentor training 

and support to ensure a minimum level of standards – so all peer mentors are 

appropriately trained and offered opportunities for career progression. The learning 

needs of each peer mentor, and any areas for additional support, should be identified 

early and time allocated to address knowledge or experience gaps.  

(10)  Where similar funding metrics and outcomes are applied, commissioners must 

reflect on their appropriateness, fit and alignment, ensuring targets are realistic and 

achievable and align to participant needs and preferences. Where funding 

regulations allow, soft outcomes should be selected carefully between the 

commissioner and provider to ensure a degree of attribution to the programme itself. 

Where the commissioner considers attribution of the measures to be sufficiently 

strong, payment for particular soft outcomes, recorded within the formal monitoring 

data, should also be considered (with plans for effective review and scrutiny in place 

if needed). 

(11)  Review the approach to in-work support, given challenges identified with 

participants not wanting to reveal their situation to an employer. Providers should 

also check that employment prospects are suitable for participants at exit – and 

where it is envisaged participants will need support this is communicated to 

employers with participant consent. Commissioners should identify opportunities to 
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link in with wider initiatives (e.g. the Healthy Working Wales In-Work Service) – 

potentially developing an action plan for a strategic, government-endorsed approach 

including all partners. 

(12)  Commission evaluation and learning partners as part of early service 

development to allow formative learning. It may also be useful for future programmes 

to design channels for knowledge transfer and ensure good practice is disseminated. 
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Annex A – Evaluation Framework 

Objective Evaluation questions / key areas of investigation Method 

Objective: Evaluate 

service 

performance and 

perceived impact 

Participation - has the service engaged the number and type of participants expected? Consider 

numbers and characteristics: 

 Engaging with the service 

 Duration of engagement 

 Leaving the service – planned, early leavers, ‘completers’ 

 Participating in and completing the service 

Outcomes – what are the key outcomes achieved to date, and how do they compare to 

targets/expectation? Key considerations, number/share: 

 Entering work on leaving and in work 6 months after leaving (the latter will be on the basis of data 
from project follow-up activities, likely to be limited) 

 Gaining qualifications/certificates on leaving 

 Starting work experience/volunteering opportunity 

 Completing work experience/volunteering opportunity 

 Engaged in (enhanced) job-search on leaving 

 Taking up in-work support 

What soft outcome data is collected (i.e. in addition to core questionnaires), and what does it say? 

(on the basis of exit form data being available and the additional data being collected by the projects) 

Impacts – what have been the wider positive impacts on participants lives? (Especially in terms of 

reporting improved mental health/wellbeing on exit; improved confidence, motivation and resilience, 

support for effective recovery and reintegration).  

Do participants report any negative impacts? 

Quantitative analysis 

of project MI 

Qualitative interviews 

with project staff, 

partner and 

participant interviews 
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What have been the impacts for delivery partners, local infrastructures, etc? (Including enhanced 

local capacity through mentors trained and mobilised). 

What legacy impacts are likely on project completion, and how can they be maximised?  

In each case, the extent to which the outcomes/impacts are attributed to the service will be explored. 

Objective: Evaluate 

effectiveness of 

service delivery - 

process evaluation 

Overall service: 

 Knowledge of and views on rationale and key service elements 

 Approach followed locally – and any deviation from model, influence of local context (e.g. 
dispersed populations, local services targeting similar groups) 

 Partners engaged in each area – sufficiently comprehensive to cover breadth of client needs, 
gaps, availability of external support 

 Enablers and challenges – including nature of target group, referral routes in and out, etc 

 What considered to be working well, and what less so 

 Views/experiences of programme management and governance – control, communications, etc 

 Potential improvements – to the current service, and lessons for similar provision in future 

Peer mentoring support and its effectiveness: 

 Number of peer mentors recruited, trained and deployed, and their characteristics 

 Average / range of mentor caseloads across lots 

 Experience / appropriateness of peer mentor training, and mentor views on preparedness for role 
/ access to support 

 Participants’ views on the peer mentor role (from support offered to the nature of the relationship) 

 Benefits and post-project destinations for peer mentors (e.g. if they move on from the project, 
addition to local capacity, etc) 

Qualitative interviews 

with project staff, peer 

mentor, delivery 

partner and 

participant interviews 

Objective: Assess 

the extent to which 

recommendations 

Have the recommendations been adopted, if so how, and have they addressed the perceived 

deficiencies? Exploring whether/the extent to which: 
Qualitative interviews 

with project leads, 
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from the previous 

peer mentoring 

evaluation have 

been adopted 

 Formal links with employment agencies and employers have been established; 

 There is a career development structure and clear progression routes in place for peer mentors; 
and 

 Is continued support available to all participants once they exit the project/enter the workplace? 

In each case establish whether adoption has enhanced provision/addressed the issues in the 

previous programme.  

partners and peer 

mentors  

Objective: Assess 

participants’ 

experience of the 

service 

 

Experience, and perceived effectiveness of different stages in the ‘customer journey’ and services 

received – from referral through service delivery to completion and exit. 

Outcomes achieved, and wider health and wellbeing impacts. 

Views on what worked well for them, what less so, and areas for improvement 

Overall satisfaction with the service and specific provision received 

Qualitative interviews 

with participants, peer 

mentors and delivery 

partners 

Objective: Assess 

the extent to which 

OOWS has 

contributed to the 

relevant ESF cross 

cutting themes 

To what extent, and how, have the ESF cross-cutting themes been integrated into service delivery: 

 Equal opportunities and gender mainstreaming objectives – in terms of participation and positive 

action measures employed;  

 Sustainable development objectives - e.g. resource efficiency measures in place, measures to 

reduce environmental impact of provision, local supply chain use; and 

 Tackling poverty and social exclusion objectives – including peer mentoring development.  

What contribution has the service made to the achievement of these themes? 

In addition, compliance with the requirements of the Welsh Language Standards and the Wellbeing 

of Future Generations Act will be explored. 

Qualitative interviews 

with Welsh 

Government and 

project leads 
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Annex B – Participant Characteristics 

   Total % North Wales Gwent Dyfed Western Bay Cwm Taf Powys Cardiff & Vale 

Employment Status at Intervention (16-24)          

16-24 NEET 2484 - 939 237 241 407 242 89 329 

Employment Status at Intervention (Over 25)          

Economically inactive 5393 60% 1965 539 528 1162 457 227 515 

Long term unemployed 3561 40% 1026 545 245 656 365 80 644 

Condition          

Substance Misuse 1387 12% 420 155 175 222 114 48 253 

Mental Health 5652 49% 1973 695 334 987 627 143 893 

Both 4399 38% 1537 471 505 1016 323 205 342 

Gender          

Male 7556 66% 2670 789 638 1396 683 225 1155 

Female 3881 34% 1260 532 376 828 381 171 333 

Other 1 0% 0 0 0 1 0 0 0 

From a BME Background          

Yes 345 3% 53 43 16 50 10 8 165 

No 11086 97% 3877 1278 998 2175 1054 388 1316 

Existing Qualification Level          

Below CQFW level 1 2054 18% 862 277 204 441 141 82 47 

CQFW level 1 311 3% 0 0 0 0 110 0 201 

CQFW level 2 2579 23% 839 349 147 461 292 82 409 

CQFW level 3 1387 12% 484 200 94 300 93 51 165 

CQFW level 4 64 1% 0 0 0 0 26 0 38 

CQFW level 5 593 5% 203 98 65 154 15 31 27 

CQFW level 6 43 0% 0 0 0 0 16 0 27 

CQFW level 7 146 1% 60 13 14 34 2 9 14 

CQFW level 8 2 0% 0 0 0 0 0 0 2 

None 4259 37% 1482 384 490 835 369 141 558 
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Ethnicity          

White 10760 94% 3790 1231 977 2026 1053 365 1318 

Asian 62 0.5% 7 13 1 17 2 1 21 

Black 80 0.7% 7 14 2 8 2 0 47 

Mixed / Multiple Ethnic Group 143 1.3% 30 11 9 18 4 5 66 

Other Ethnic Group 58 0.5% 9 5 4 3 3 2 32 

Information Refused 335 3% 87 47 21 153 0 23 4 

Circumstances          

Single Adult Household 4756 42% 1752 612 491 1115 259 196 331 

Jobless Household 7598 66% 2733 934 757 1601 650 277 646 

Dependent Children 1576 14% 396 172 112 239 187 57 413 

Homeless or Affected by Housing Exclusion 617 5% 287 60 35 103 29 34 69 

Migrant Status - Yes (EU) 65 1% 0 0 0 0 4 0 61 

Migrant Status - Yes (Non-EU) 39 0% 0 0 0 0 0 0 39 

Work Limiting Health Condition 1952 17% 465 383 326 613 95 40 30 

Disability 893 8% 243 35 117 99 172 9 218 

Primary Carer - Childcare (under 18) 1263 11% 400 148 105 0 139 45 195 

Primary Carer - Disabled adult (18 and over) 112 1% 33 0 13 17 17 5 17 

Primary Carer - Elderly (65 and over) 203 2% 63 27 26 61 10 8 8 

Welsh Language          

Understand Welsh 689 6% 474 5 120 27 41 9 13 

Speak Welsh 584 5% 403 8 100 24 34 8 7 

Read Welsh 530 5% 364 6 88 22 34 7 9 

Write Welsh 494 4% 348 6 78 19 30 6 7 

Preferred Language for Communication - English 11319 99% 3833 1318 1007 2217 1064 393 1487 

Preferred Language for Communication - Welsh 112 1% 94 1 7 8 0 1 1 

Preferred Language for Communication - Other 6 0% 2 2 0 0 0 2 0 
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Annex C – Employment Wheel and Foundation for Change 

The Employment Wheel is a self-assessment tool designed by Cyfle Cymru for 

measuring baseline and progress against eight categories relating to employment. 

These categories are: Basic Skills, Recovery Capital, CV, Interview Skills, Life Skills, 

Qualifications & Training, Voluntary and Work Experience, and Information 

Technology (IT) and Job Search. The Employment Wheel is used to guide individual 

participant progress and support internal monitoring and evaluation. Comparison of 

the average first score for each category and the average last score for participants 

allows the service to identify areas in which participants have improved their score. 

Below is an example of a report provided by Cyfle Cymru with data for all participants 

collated together; this shows the average change in each area between completion 

dates. 

 

Source: Cyfle Cymru 

The Foundation for Change course is used by the two Platfform service areas for  a 

similar purpose – it is intended to help create a ‘baseline’ measure and inform the 

action planning process. Participants can use the tool to identify short and long-term 

goals and any barriers to achieving them, with the course outcomes allowing the peer 
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mentor to identify opportunities for supporting the participant. The Foundation for 

Change is recorded as an unaccredited course qualification. 
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