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Introduction

The GRIT REY programme is the current Big Lottery funded programme developed by the

Gerry Rogan Initiative Trust (GRIT). Established in September 2013, this multi-faceted

programme focuses on providing over 300 core NEET (Not in Employment, Education or

Training) young people with specialised, intense support to secure their longer term

engagement in education, training and particularly employment.

Many of these young people are beyond NEET with some experiencing highly complex life

limiting issues. This may be characterised by, for example, a history of care and youth justice

services, abuse (sexual, physical and / or mental), family bereavement, youth justice, prison,

some may have experienced pregnancies, social and economic deprivation, involvement with

social services, and drug and alcohol abuse.

This programme is led by the charity GRIT, through its Programme Director, in conjunction

with its main delivery agent Start360 and a number of other partners. The core focus is on re-

engagement and the provision of flexible pre-entry support to the most hard to reach young

people, as a first step on a journey to ultimately see them secure employment and make

significant positive life changes.

The programme has four core outcomes which from a framework for its delivery of its aims:

1.RE-ENGAGING YOUNG PEOPLE: taking young people out of ‘no man’s land’ and help

them re-engage with education, training or employment and their communities.

2.IMPROVING EMPLOYABILITY: making a major difference by helping disengaged young

people change negative lifestyles so they can take their place in the labour market or the

learning world.

3.BUILDING CONFIDENCE AND MAXIMISING POTENTIAL: helping young people believe in

themselves, in their range of skills and in their ability to re-discover and maximise their

latent talents that have been hidden, discouraged or ignored.

4.BUILDING CAPACITIES / EMPOWERING YOUTH: helping young people deal with their

negative and disadvantaged pasts to become resilient and active citizens of the future.

Executive Summary 
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• The drop off of Challenge Day participants to Challenge Week participants decreased 

in year 2 to 52 (15%) from 65 (34%) in year 1.

• The greatest change experienced by participants is evident between the pre-

selection day (programme start) and post mentoring support period (programme 

completion) with average change levels averaging 30% across all indicators. 

• The greatest positive changes by both individuals and average ratings were 

demonstrated in indicators related to securing employment.

• Many parents indicated their children would be in jail or dead if it had not have been 

for the programme – this programme saves lives.

• 34% (54) of young people are engaged in employment.

• All participants progressing to the re-engagement stage have, at the three month 

follow up, evidenced multiple re-engagements, with some as many as 4-5 re-

engagement opportunities.

• 100% of referral agents rated the service received by clients as ‘excellent’ or ‘very 

good’.  

Some of the key programme achievements include:

Key Programme Achievements 
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Evaluation Findings –Quantitative

291 young people from Neighbourhood Renewal Areas across NI (up to and including

Cohort 16) have engaged in the programme thus far – all at various stages of programme

delivery. This is 21 more than agreed on commencement of the programme and brief

analysis of the participant demographic demonstrates:

• 167 Males (58%) and 124 Females (42%) – to date the programme has engaged 8

male and 7 female cohorts contextualising male / female variance.

• 126 Protestants (43%) and 143 Catholics (49%) and 22 Other (8%)

• 269 White UK or Ireland (92.4%), 1 African (0.3%), 3 Romanian (1%), 5 Polish (1.7%)

and 13 Portuguese (4.5%).

• 10% clients (28 participants) aged between 20-24 age range and 90% (263) are aged

15-19 years old.

• 37% Clients registered with a disability (includes mental health, physical, dyslexia

and other) total client number is 107. 63% clients aren’t registered with a disability

this numbers 183.

• 4% clients are registered as gay, lesbian or bisexual (12 clients) and 96% registered

as heterosexual (278).

The programme is delivered in a number of stages each providing incremental support

services to allow high risk vulnerable young people significant opportunities to re-engage

and ultimately secure employment. The ability to secure and retain participant’s

engagement throughout this long term intervention is critical to building capacity and

equipping young people with the necessary skills and experience to make positive life

choices.

• The number of participants completing the mentoring support programme element

increased from 50% in year 1 to 82% in the year 2.

• 100% of participants in both years 1 and 2 moved from ‘Challenge Week’ into

‘Mentoring Support’, but evidence in year 2 suggested the time to complete this

transition reduced to less than two weeks .

• The drop off of ‘Expressions of Interest’ into ‘Referrals’ reduced from 26% in year 1

to 15% in year 2.

This clearly demonstrates the improvements made in securing at risk vulnerable young

people involved in the programme throughout its 6 month duration, signifying efforts by

GRIT REY and its partners to place young people at the core of its programme support

delivery and importantly meet their complex needs.
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RE-ENGAGING YOUNG 
PEOPLE

BUILDING CONFIDENCE 
AND MAXIMISING 

POTENTIAL

IMPROVING 
EMPLOYABILITY

100 young people become community
volunteers (45 achieved)

150 young people still remain engaged 3
months after initial re-engagement
(129)

230 young people are fully re-
engaged (170)

275 young people to feel greater
motivation and self confidence to re-
engage into society (172)

250 young people achieve their personal
goals defined within the project
Challenge Phase (170)

125 young people enter employment or
work experience (130)

230 young people young people are 
empowered and have a clear plan to 
follow for the future(172)

306 young people gain a qualification 
(260)

306 young people that feel confident to
share and celebrate their experiences
with external evaluators (172)
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BUILDING CAPACITIES / 
EMPOWERING YOUTH

230 young people to become engaged
with some form of training, education,
employment (172)

306 young people feel more prepared
for employment as a result (172)

125 young people become active
volunteers within their community (130)

12 programme milestones measure performance across 4 programme outcomes. The

following diagram demonstrates programme delivery aligned to these milestones. A green

‘tick’ indicates programme performance is on target to be achieved by programme end. A

gold ‘star’ represents targets that have either been exceeded or are projected to be

exceeded by programme end. The figures in brackets represent current performance.

Evaluation Findings –Qualitative

New monitoring and evaluation methods established in June 2014 has allowed a range of

qualitative information to be analysed in greater detail. There is significant evidence to

demonstrate the real life benefits to programme participants:

• The greatest change experienced by participants is evident between the pre-selection

day and post mentoring support period, or between the start and end of the

programme. This is not surprising given young people have had the opportunity to

progress through the entire programme and benefit from its full range of support and

assistance. On average participants experienced a 30% increase across all indicators

(i.e. making confident decisions; intent to secure employment; greater preparation to

gain employment, motivation to securing training, education and employment; and

having confident and resilient regarding their future).

• Minimal change is displayed between pre-selection day and pre-challenge week,

which again is not surprising given the focus of the selection on preparation for

Challenge Week attendance with little dedicated employability activity.

• Evidence suggests there exists a noticeable drop in motivation levels across all

indicators between post challenge week and mentoring support start. This supports

the need to implement mentoring support activity / actions immediately after

challenge week phases of the programme, thus minimising the potential of

participation losing interest and motivation to engage, regression and potential to

return to their previous lifestyles.

• Positive change remains relatively constant from post challenge week throughout

the mentoring process – thus indicating the dedicated mentoring support provided

allows the significant impacts to be maintained.

• Overall, 100% of female users and similarly 98% of male users reported a positive

change as a result of their participation in the programme.

• 100% of females reported improvements in their employability, confidence and

emotional health whilst over 97% of male users reported similar improvements.

• For those who had identified drug and alcohol use as an issue, a higher percentage of

females (51%) reported a reduction in alcohol related problems compared to males

(45%). Conversely, a higher percentage of males (55%) reported a reduction in drug

related problems compared to females (45%).
KEY: = currently exceeding target = on target



Evaluation Findings –Qualitative (continued)

Requiring pre-mentoring support is at times essential to ensure young people engage in the

programme. The severity and complexity of issues this target group of young people face

dictate that even to engage in the early stages of the programme is too big a step. To date

38 (13% of all participants) have required this pre-mentoring support. As a result, 22 of these

38 have progressed in to the programme and achieved significant positive life changes,

including the ability to make informed life choices, feeling self confident and ambitions

regarding their future. This coupled with increased motivation to secure employment,

training and education has seen these young people experience genuine life changing

impacts.

Additional programme impact information has been gathered to demonstrate the impact

of mentoring support for participants including:

Executive Summary 
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• With the exception of two participants in cohorts 1 and 5 all participants reported

experiencing positive change in their lives as a direct result of their participation in

the programme. The two participants failed to commit to the programme fully,

particularly the mentoring element, however, contact and support is provided /

offered to support their re-engagement by mentors / programme assistant manager.

• In total 158 participants (98% or respondents reaching this programme stage)

displayed improvements in their emotional health as a result of their programme

participation.

• With the exception of one participant in cohort 5, all participants across all cohorts 1 -

11 (160) reported experiencing improvements in confidence. Similarly all but one

participant reported experiencing improvements in their employability prospects.

• Drug and alcohol misuse and abuse was positively impacted – 41% of participants

reported reduced levels of drug misuse / abuse. Whilst less marked levels of alcohol

misuse / abuse reduced by 35%.

The number and range of referral agents accessing and utilising the programme increased

from year one and feedback indicated

• All rated the programme service as excellent or very good for their clients.

• 55% and 44% rated the programme as very useful and useful respectively.

This is a ultimately a Re-Engagement focused programme. Findings indicated the following

re-engagement programme success across two key periods – initial re-engagement (the

point at which these young people engaged in employment, education, training and

volunteering) and three months after their initial re-engagement:

INITIAL RE-ENGAGEMENT 3 MONTHS POST RE-ENGAGEMENT 

Re-Engagement Type Number Re-Engagement Type Number 

Employment 47 (30%) Employment 54 (34%)

Education 14 (9%) Education 8 (5%)

Training 76 (48%) Training 35 (22%)

Volunteering 4 (2%) Volunteering 9 (6%)

Ongoing 16 (10%) Ongoing 38 (24%)

NEET 2 (1%) NEET 15 (9%)

Recommendations:

The report identifies four key recommendations to be considered further by GRIT REY and

its key partners. These recommendations focus on presenting practical suggestions to

issues highlighted through the evaluation findings. They include:

1. To officially introduce a peer volunteering component to the programme.

2. Develop a process that allows longer term participant tracking post programme

completion.

3. To ensure programme participants are engaged in mentoring support immediately

post Challenge Week.

4. To conduct additional analysis to assess the increased number of participants

described as ‘NEET’ and ‘Ongoing’ at the three month follow up stage.

5. An amendment of the milestone relating to engagement with an external evaluator to

better reflect wider evaluation engagement

It is important to note from this table that young people have re-engaged in multiple

outcomes, with employment and volunteering engagement increasing at post 3 months

stage. Also, whilst the number of NEET and those receiving ongoing support has increased

this:

• Demonstrates the flexibility and young person centred approach of the programme to

support the complex needs of this target group.

• Reflects the complex life issues this target group of young people experience and

importantly the potential for regression.



The GRIT REY programme is a Big Lottery funded programme developed by the Gerry

Rogan Initiative Trust (GRIT) that focuses on providing dedicated, intense support to high

risk, vulnerable young people who have fallen through the cracks and are most at risk of

losing their place in life. Many of these young people experience highly complex and

difficult issues including, for example, abuse (sexual, physical, mental), family

bereavement, youth justice, prison, pregnancies and young mothers, social and economic

deprivation, history of care, involved with social services, drug and alcohol abuse.

This unique GRIT REY programme builds on the experiences gained from the delivery of the

GRIT Experience and learning emerging from evaluation findings conducted by Fitzpatrick

Associates and Deloitte. GRIT REY utilises a similar five day residential and mentoring

support model, but places a greater focus on re-engagement and providing pre-entry

support to the most hard to reach young people. For many, engagement in GRIT REY is the

first step in a journey that will ultimately see them secure employment and make significant

positive life changes.

As a publicly funded programme, GRIT is required to conduct an independent programme

evaluation. To meet this requirement GRIT has commissioned Copius Consulting as an

independent evaluator to undertake two interim evaluations in October 2014 and October

2015 and a final evaluation in September 2016. This interim report represents the

completion of this second interim evaluation (the programme’s fourth overall) which is

being conducted after two full years of delivery. This report presents the findings emerging

from an examination and assessment of programme performance, and importantly,

participant impacts using quantitative and qualitative methodologies from primary and

secondary sources.

This second interim evaluation report represents a formal, evidence based approach to

assessing the GRIT REY programme and quantifying and qualifying its impacts for all those

involved but particularly those young people most in need of support and assistance. This

evaluation report focuses on presenting programme outputs and outcomes in a succinct

and direct manner. The previous interim report presented greater depth of information

regarding the programme background, environmental context and evaluation

methodology.

GRIT REY Programme Introduction

Introduction01
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The GRIT REY programme targets young people aged 16 -20 who are deemed Not in Education, Employment or Training (NEET) or at high risk of becoming NEET in an intense nine month

programme. Additionally, the programme aims to target those residing in Neighbourhood Renewal areas as well as those who are leaving Care or within the Youth Justice System.

The GRIT REY Programme

Introduction01

Programme Aims

Overall the programme aims to: 

1. Help young people who are ‘furthest away’ to access the labour market.

2. Support young people with multiple disadvantages to fulfil their potential.

3. Empower young people to re-engage with education, training, employment or community volunteering

The table below outlines the programme outcomes and the key milestones / indicators anticipated to be achieved by the programme delivery by September 2016. It is anticipated two of these

indicators / milestones will change to reflect peer volunteering instead of community volunteering. As such, the first indicator within outcome 1 will change to ‘100 young people participate in peer

volunteering’ and the first indicator within outcome 4 will change to ‘100 young people become active peer volunteers within their community as a result of the project.’ To place the information

in context programme performance against these targets (up to September 2015) has been outlined in brackets.

OUTCOME INDICATOR/MILESTONE

RE-ENGAGING YOUNG PEOPLE: our project aims to take young people out of ‘no

man’s land’ and help them re-engage with education, training or employment and their

communities. It will support young people to realise their own potential and to follow a

plan that will help them achieve.

• 100 young people become community volunteers (45)

• 150 young people still remain engaged 3 months after initial re-engagement (129)

• 230 young people are fully re-engaged as a result of the project (170)

IMPROVING EMPLOYABILITY: our project will make a major difference by helping 

disengaged young people change negative lifestyles so they can take their place in the 

labour market or the learning world.  We will help a minimum of 306 young people 

enhance their employability over 3 years. 

• 125 young people enter employment or work experience as a result of taking part in the project 

(130) 

• 230 young people are empowered and have a clear plan to follow for the future (172) 

• 306 young people gain a qualification (260)

BUILDING CONFIDENCE AND MAXIMISING POTENTIAL: our project will help young

people believe in themselves, in their range of skills and in their ability to re-discover

and maximise their latent talents that have been hidden, discouraged or ignored.

• 250 young people achieve their personal goals defined within the project Challenge Phase (170)

• 306 young people feel more prepared for employment as a result of Re-Engaging Youth (172)

• 306 young people that feel confident to share and celebrate their experiences with external

evaluators (172)

BUILDING CAPACITIES / EMPOWERING YOUTH: our project will help young people

deal with their negative and disadvantaged pasts to become resilient and active

citizens of the future. It will empower them to change the way they act / react and

become responsible young adults that feel they are part of society and contribute to

positively to it.

• 100 young people become active volunteers within their community as a result of the project (45)

• 230 young people to become engaged with some form of training, education, employment during 

the lifetime of the project (172)

• 275 young people to feel greater motivation and self confidence to re-engage into society (172)
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Recruitment Start360 Delivery

The programme delivery is implemented by a Programme Director appointed by the GRIT

Trustee Board and overseen by the Board through dedicated sub groups, and in conjunction

with key stakeholders and a number of partners. The following organogram provides a

graphic of the GRIT REY governance structure and operational elements of the programme.

The GRIT REY Programme

Introduction01
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GRIT Trust
GRIT Trustees  

GRIT REY 
Programme Director 

GRIT REY 
Programme Manager 

(Start360 Staff)

GRIT REY Mentors
(Start360 Staff)

Delivery Agents 

• Sheep Island Hostel 
• Xplore Outdoors 
• Belfast Activity Centre 
• External Speakers  

Referral Agents 

• Neighbourhood 
Renewal Partnerships 

• Training Organisations 
with disengaged young 
people  

• PSNI
• Youth Justice 
• Social Services 
• Youth and Community 

Groups 
• NEET Young People 
• Disengaged support 

organisations 

Re-Engagement 

Engagement 
Destinations 

• Employment 
• Peer Volunteering 
• Training Organisations
• Community and 

Voluntary Groups
• Private Sector
• Education 

establishments 

Operationally the programme engages each young person for a maximum of nine months. In

total 306 young people will be progressed through the programme in 17 cohorts of

approximately 18 young people each. Each cohort starts bi-monthly and alternate male and

female groups. The following diagram presents the programme stages each cohort accesses:

GRIT REY 
Sub Groups 

Opportunity for Pre Mentoring

Referral Agents Self Referral 

Challenge / Selection Day 

Challenge Week

Mentoring Support 

Re-Engagement 

Next Steps Day 

Post Engagement Follow Up (Full Re-Engagement)

NEET or at risk of NEET 
Young Person 

Employability 
Professionals

• Volunteer Now 
• Youth Action 
• OCN



A dedicated methodology was agreed by GRIT REY and the external evaluator in completing

this second interim evaluation exercise. This includes the collection and collation of all

relevant primary and secondary information that has formed the basis upon which the

programme is being evaluated. For context, this process builds on, but is separate from, the

method undertaken to inform and conduct the initial assessment (June 2014) and the first

interim evaluation (October 2014) which both preceded this work. The methodology activity

to complete this interim evaluation report included:

Methodology

10

• Regular in-depth meetings with the Programme Director over a period of 12 months.

• Ongoing in-depth monthly meetings with the Assistant Programme Manager over a

period of 12 months.

• Desktop review of programme information including data collected through GRIT and

Start360 sources including:

• Addiction Severity Index (ASI) records

• Customer Information System (CIS)

• Baseline evaluation information

• Service User Survey responses

• Referral Agents surveys

• Newly established monitoring and evaluation tool.

• Young People including:

• Control group meetings with consistent young people’s group – quarterly

over a 12 month period.

• Telephone consultation with selected individuals

• Sub group meetings – twice over a 12 month period.

• Direct consultation with:

• Referral Agents

• Programme Staff / Mentors

• Community Mentors

• Parents

Introduction01



This section outlines a quantitative findings emerging from this evaluation process. This

process has evaluated years 1 and 2 of the programme (September 2013 – August 2015) in

line with projected targets and milestones as agreed with Big Lottery Fund at project

commencement. There are a number of different areas of evidence used to demonstrate the

quantitative findings – these areas will be used as a structure for this section. They include:

02Evaluation Findings – Quantitative 

Quantitative Findings 
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EVIDENCE AREA DESCRIPTION

Programme

Overview 

Brief outline of key programme performance outlining the

current position of the programme as of August 2015. Used to

place further quantitative findings in context.

Programme 

Evolution 

Presenting a range of programme developments undertaken in

year 2. This is critical to understanding how the programme has

adapted and flexed to meet the needs of at risk vulnerable young

people whilst maintaining its core programme focus, structure

and values.

Participant 

Demographics 

Presents a profile of programme participants including gender,

religious breakdown, ethnicity, sexual orientation and disability

status. Additionally, this sub section outlines a breakdown of

participants engaged at each phase of the programme delivery.

Participants History A breakdown of the residential location and care and justice

history of programme participants.

Milestones

Achievement

An analysis of programme performance aligned to agreed Big

Lottery Fund outcomes and associated milestones as of August

2015. Commentary is provided relating to projected

achievement of milestone targets.

Quantitative

Findings – Key

Messages

A review and recap of the key findings emerging from this

quantitative data analysis.



Prior to outlining the quantitative findings it is important to set the context for their consideration. The diagram below provides an overview of the programme which will serve as an overview as a

backdrop for the findings:

02Evaluation Findings – Quantitative 

Overview 

291 young people (up to and including Cohort 16) 

have engaged in the programme thus far – all at 

various stages of programme delivery. This is 21 

more than agreed on commencement of the 

programme. 

202 young people (up to and including Cohort 

11) have completed the mentoring support / 

re-engagement stage of the programme. 

The qualitative findings have been primarily informed by the newly established 

data collection and evaluation methods implemented by the external evaluator 

effective from Cohort 6 onwards.  This new tool has been agreed by all partners 

and builds on information gathered through Start360 CIS tool. These methods 

have a greater congruence with the qualitative programme impacts.

159 young people (cohorts 1 – 9) have reached the 

three month follow up stage in the programme post 

re-engagement. 

12

All projected targets listed in the tables are anticipated to be achieved by the end 

of the programme (end of year three) and where possible, targets have been 

calculated on an annual basis to provide relevance to programme delivery post 

year two. 



As outlined in the interim evaluation report, feedback from young people and programme staff

/ personnel has demonstrated how the programme has evolved since commencement in

September 2014. this has continued throughout year 2 delivery to meet the needs of the

vulnerable at risk young people it aim to target. It is emphasised that the core programme

focus remains with minor amendments to peripheral activities, mainly relating to support to

enhance employability prospects. This has included:

Programme Evolution

PROGRAMME 

COMPONENT
EVOLUTION OF PROGRAMME DELIVERY

Recruitment and 

Referral 

• Proactively increased the number and range of referral agents referring

young people into the programme. This has included for example,

Education Welfare and outstanding Neighbourhood Renewal Areas

(Ballyclare).

Challenge / 

Selection Day 

• Formal introduction of opportunities for previous GRIT REY

participants to volunteer at the Challenge / Selection Day.

Challenge Week • Appropriate management and control of auricular acupuncture as a

coping mechanism for those attending challenge week with drug and

alcohol addiction issues.

• Introduction of physical activity (circuit training) as a de-stressing

activity and anger management coping mechanism for males.

• Sessional health and self esteem enhancing based programmes for

females.

• Use of Careers Service to enhance employability skills and experience.

Mentoring

Support

• Start360 mentoring staff review files monthly as opposed to quarterly

to ensure all are up to date and client records are complete.

• Formal request process to the Programme Manager from mentors to

allow increased mentoring support to young people requiring further

assistance.

• Replacement of dedicated mentoring staff who have left the

programme delivery team.

• Revised processes to ensure records are updated and action plans

amended immediately post mentoring sessions.

• Greater flexibility to introduce pre-mentoring should it be required by

target young people.
13

02Evaluation Findings – Qualitative 

PROGRAMME 

COMPONENT
EVOLUTION OF PROGRAMME DELIVERY

Next Steps Day • Introduction of other partners to assist programme delivery including

Volunteer Now, Action Mental Health, Careers NI and MAPS. These

partners have a direct employability enhancement focus as well as

highlighting and signposting opportunities for young people now

engaging.

• These partners have a dedicated customer service approach to

engagement thus encouraging / securing young people as customers of

their services.

• Return to the provision of a next steps day for each cohort taking place

3 months post engagement rather than 6 months increasing

attendance from 50% to 90%.

• Formalised evaluation activity conducted during next steps day.

• Introduction of the Department of Employment and Learning careers

MAPS personal action planning process.

3 month Follow 

Up 

• Quality assurance to ensure three month follow up actions are

undertaken and recorded accordingly.

Re-Engagement • Undertaking a pilot ‘Aspire to Work’ programme providing dedicated

support to identified programme participants engaged in training with

no concept of employment and aimed at further enhancing their

employability skills and experience.

General • Introduction of recommended monitoring and evaluation tool

assessing qualitative performance across all programme stages.

• Continual drive from the Programme Director and Programme

Assistant Manager to develop and enhance the programme delivery on

an ongoing basis.

• Implementation of formal quality assurance process to improve

practice across the programme staff team and mentors.



02Evaluation Findings – Quantitative 

The programme has attracted a diverse range of participants from all across Northern

Ireland. The following information provides a snapshot of participant demographics:

• 167 Males (58%) and 123 Females (42%)

• 125 Protestants (43%) and 143 Catholics (49%) and 22 Other (8%)

• 268 White UK or Ireland (92.4%), 1 African (0.3%), 3 Romanian (1%), 5 Polish (1.7%) and

13 Portuguese (4.5%).

• 10% clients (28 participants) aged between 20-24 age range and 90% (262) are aged 15-

19 years old.

• 37% Clients registered with a disability (includes mental health, physical, dyslexia and

other) total client number is 107. 63% clients aren’t registered with a disability this

numbers 183.

• 4% clients are registered as gay, lesbian or bisexual (12 clients) and 96% registered as

heterosexual (278).

The following graphic presents the number of young people involved at each stage of the

engagement process. The red line represents the year two participation target as agreed

with Big Lottery Fund – this has been exceeded by 20 participants thus far. Again

performance figures relating to year one have been inserted in brackets as a comparator:

14

Participant Demographics 

A number of ley findings can be taken from the chart:

• 194 at risk young people expressed an interest in the programme in year 2. Of these

194, 161 (or 82%) completed the mentoring support element of the programme. As a

comparator 129 (or 50%) of at risk young people completed the mentoring support

element of the programme. Thus clearly demonstrating the programme’s ability to

retain and maintain young people’s engagement between years 1 and 2.

• The drop off from ‘Expressions of Interest’ and ‘Referrals’ has reduced from 26% in

year 1 to 15% in year 2. This clearly reflects the programme’s focus on refining

programme awareness and understanding with referral agents and potential referrers

in year 2.

• The drop off of actual referrals to Challenge Day participants increased from 0 (0%) to

18 (11%) between years 1 and 2.

• The drop off of Challenge Day participants to Challenge Week participants decreased

in year 2 to 52 (15%) from 65 (34%) in year 1.

• Participant numbers moving from Challenge Week into Mentoring Support remain

constant with all 161 (100%) in year 2 and all 126 (100%) in year 2 (with an additional 3

participants engaging in pre-mentoring support and not having entered the Challenge

phase of the programme).



The programme aims to engage high risk vulnerable young people who reside in Neighbourhood Renewal areas with a care or justice history. Evidence indicates 100% of programme participants

recruited thus far reside within Neighbourhood Renewal Areas. Additionally, programme aims relate to engaging young people with a care or justice history. The graph below left provides a

breakdown of participants with a care or justice history across cohorts 1 – 15. The graph on the right presents the same information for the overall programme and the male and female breakdown

therein.

Participant’s History
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• Of the 15 cohorts entering the programme thus far 8 have been male with 7 female, hence explaining the higher number of males to females in the diagram above right.

• Overall 65% of participants have been referred to the programme with a justice history and 55% referred with a history of care.

• There is a higher percentage of males (81%) with justice history compared to females (71%), whilst, conversely, there is a higher percentage of females (59%) with a care history compared to

males (51%).

02Evaluation Findings – Quantitative 

Evaluators comment – the programme has effectively recruited and successfully engaged young people with a care or justice history from all Neighbourhood Renewal Areas across NI thus

adequately achieving its original aims and objectives. Furthermore, a significantly high percentage of participants with a care or justice history reflects not only a few of the complex issues

experienced by the particular target group, but also is clear evidence of GRIT’s genuine desire to engage those young people that are furthest away from any structured engagement.
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OUTCOME: RE-ENGAGING YOUNG PEOPLE 

Our project aims to take young people out of ‘no man’s land’ and help them re-engage with education, training or employment and their communities. It will support young people to realise their

own potential and to follow a plan that will help them achieve.

Indicator Actual (as of August 2015) Commentary/Analysis

100 young people to become

community volunteers by the

end of the programme.

45 Evidence gathered from cohorts 1 – 11 indicate 45 young people have become community volunteers representing 22% of the

overall participant number. This has increased from 19% in year one. Participants have indicated they would prefer to volunteer

on the GRIT REY programme as they have a sense of affiliation and commitment to it. This is deemed to be peer volunteering

and is not considered community volunteering as per target description although similar benefits are accrued. It is therefore

suggested this target is amended to reflect this peer volunteering impact.

150 young people still remain

engaged 3 months after initial

re-engagement by the end of

the programme.

106 Cohorts 1 – 7 have reached this stage in the programme equating to 129 participants. The percentage of participants

maintaining their engagement post three months is 84%. Ten (10) cohorts have yet to reach this stage in the programme

(equating to a minimum of 180 young people). Using this 84% benchmark as a guide it is projected 175 young people will remain

engaged three months post their initial engagement, using this 84% benchmark as a guide.

230 young people are fully re-

engaged as a result of the

project by the end of the

programme.

170 Thus far 170 young people have remained engaged three months post challenge phase and all continue to work with their

mentors to become fully engaged in a provision suitable to their needs. The number of young people who have regressed to

NEET increased from 2 to 17 as a result of multiple issues (pregnancy, custodial sentences, mental health relapse, expelled from

country, chaotic lifestyles and no support mechanisms in place).
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The following series of tables presents a quantitative analysis of each programme outcome and associated milestones. For ease of reference actual programme delivery is presented in relation to

agreed indicators / milestones, followed by a brief analysis of performance against projected targets.

Milestone Achievements 
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OUTCOME: BUILDING CAPACITIES / EMPOWERING YOUTH

Our project will help young people deal with their negative and disadvantaged pasts to become resilient and active citizens of the future. It will empower them to change the way they act / react

and become responsible young adults that feel they are part of society and contribute positively to it.

Indicator Actual (as of Aug 2015) Commentary/Analysis

100 young people to become

active volunteers within their

community as a result of the

project.

45 Again, similar to the community volunteering milestone in the previous Re-Engaging Young People outcome, findings indicate

young people prefer to volunteer on the GRIT REY programme to support their peers progression through the programme. The

same benefits have been accrued by young people as result of this volunteering therefore this has not negatively impacted

these young people.

230 young people to become

engaged with some form of

training, education, employment

during the lifetime of the project.

172 172 reflects those participants who have re-engaged between cohorts 1 – 11. This equates to 85% of the overall programme

participants up to cohort 11. Projecting performance against this target at 85% re-engagement rate indicates 260 young people

engaged by the end of the programme, whilst significantly exceeds agreed targets. Evidence suggests this is comfortably

achievable by end of programme.

275 young people to feel greater

motivation and self confidence to

re-engage into society.

172 Across cohorts 1 – 11 172 participants have secured re-engagement opportunities with 31 receiving ongoing support to re-

engage. All 202 participants have displayed increased motivation and self confidence as a direct result of their programme

participation. Evidence collected using a bespoke monitoring tool suggests that while increased confidence is a common impact

throughout all stages of the programme delivery, the largest increase is shown between Challenge Day (programme start) and

post Challenge Week. During this period participants confidence levels have increased by 30%. This is not surprising given the

focus of the Challenge phase.

17
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OUTCOME: BUILDING CONFIDENCE AND MAXIMISING POTENTIAL

Our project will help young people believe in themselves, in their range of skills and in their ability to rediscover and maximise their latent talents that have been hidden, discouraged or ignored.

Indicator Actual (as of Aug 2015) Commentary/Analysis

250 young people achieve their

personal goals defined within

the project Challenge Phase.

170 Of the 202 young people who have reached the re-engagement stage in the programme 169 (84%) have re-engaged in a form of

education, training, employment or volunteering. This re-engagement is a direct result the implementation of their personal goals

and targets set on completion of the Challenge phase and commencement of the mentoring support. Projecting this achievement

rate to programme completion indicates 263 young people will have achieved re-engagement outcomes thus demonstrating this

target will be exceeded by programme completion.

306 young people feel more

prepared for employment as a

result of Re-Engaging Youth.

172 100% of re-engaged young people (cohorts 1 – 11) indicate they are more prepared for employment as a result of their programme

participation. Additionally, the programme has evolved in the last 12 months to place a greater focus on securing employment

outcomes for participants (i.e. Introduction of Department for Employment and Learning MAPS tool). This is clearly

demonstrated by data collected at the re-engagement and three month follow up stages and is supplemented with evidence

gathered at Next Steps Day events.

306 young people that feel

confident to share and celebrate

their experiences with external

evaluators.

172 It should be acknowledged that whilst the primary focus of this milestone is engagement with an external evaluator, young

people’s confidence to share and celebrate their experiences extends beyond an external evaluator. This has demonstrated by the

measurement and assessment of young people’s programme experience from a range of sources including:

• Establishment and development of a programme control group that allows key programme elements to be assessed over a

longer period of time. The external evaluator has met with the control group on three occasions to date and interaction and

engagement with this group has been forthcoming and positive.

• Informal feedback provided to the external evaluator through group observations and direct consultation at Challenge Day,

Challenge Week and Next Steps Day.

• Each cohort has produced a creative evaluation highlighting the impact the project has had on them in video format. To date

15 videos have been produced.

• Young people’s feedback to the Programme Director at the end of the Challenge Week regarding their experiences of GRIT

REY.

All these sources indicate that 100% of young people who have reached the mentoring support stage of the programme feel

confident to share and celebrate their experiences with external evaluators. Again projecting this success rate indicates this target

will be achieved by programme end.
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OUTCOME: IMPROVING EMPLOYABILITY

Our project will make a major difference by helping disengaged young people change negative lifestyles so they can take their place in the labour market or the learning world.  We will help a 

minimum of 306 young people enhance their employability over 3 years. 

Indicator Actual (as of Aug 2015) Commentary/Analysis

125 young people enter 

employment or work experience 

as a result of taking part in the 

project.

130 Evidence suggests participants have acquired multiple outcomes from their programme participation.  Additionally, significant 

effort has been invested in securing employment outcomes for young people by programme staff and mentors.  Performance 

against this target demonstrates the effort invested and the achievement of this target one year earlier than anticipated. 

230 young people young people 

are empowered and have a clear 

plan to follow for the future.

172 All participants who have re-engaged within cohorts 1 – 11 have a clear plan to follow and feel empowered to do so.  This figure 

represents 85% of the overall participant number for cohorts 1 – 11.  Should the programme continue with this achievement rate 

260 young people will have experienced this impact.  The evidence suggests this achievement rate will continue throughout the

duration of the programme. 

306 young people gain a 

qualification.

260 100% of young people progressing through the Challenge Week have undertaken an OCN Level 1 qualification in Developing 

Personal Development Skills, which is a compulsory element of the programme. To date this represents 260 young people. As a 

compulsory programme element the requirement to complete an OCN qualification will continue throughout the remainder of the 

programme. 26 participants are currently engaged in pre-mentoring and will achieve qualifications.  6 may not due to being in 

prison with 2 not wishing to complete.   Evidence suggests this trend will continue of the remaining cohorts thus achieving 306 by 

end of programme.  
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This is one of the most important aspects of the programme given the ongoing advice, support and direction provided to participants by mentors. The following graphs outline analysis of mentoring

sessions delivered across cohorts 1 – 11 including on the left minimum, maximum and average number delivered. The graph on the right presents an analysis of the uptake of mentoring sessions by

males and females:

Mentoring Support Sessions
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Evaluators Comment – At programme commencement it was intended that young people could access up to 6 mentoring support sessions in total, however these figures indicate programme

flexibility and needs led approach to support young people with complex life issues. No clear differentiation can be made between gender related issues impacting the need for mentoring

support, but more a general need for support given the wide ranging complex issues experienced by at risk vulnerable young people regardless of gender.

02Evaluation Findings – Quantitative 

• The overall average number of mentoring support sessions accessed by participants was 5.4 whilst the highest number of sessions by an individual user was 13 and the lowest was 1.

• Whilst it should be contextualised that total participant numbers differed from Cohort to Cohort, Cohort 1 had the highest average number of mentoring support sessions with 6.7 whilst cohort 8

had the lowest average number of support sessions with 4.2.

• There was minimal difference between males and females regarding maximum and minimum uptake of mentoring sessions with male (5.5) and females (5.2) and male (1) and females (1)

respectively.



The following table outlines an analysis of the scale of pre-mentoring providing throughout

cohorts 1 – 15:

Pre-Mentoring Support Sessions
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Evaluators Comment:

• Cohort 12 had the highest number of young people requiring pre-mentoring support with 7.

• All but one cohort (cohort 4) required pre-mentoring support, demonstrating the need for

this approach across all cohort intakes.

• 13% of all participants engaged in the programme have required pre-mentoring support.

• Of the 40 young people who received pre-mentoring support, all have engaged in the

programme successfully. Evidence suggests these young people have experienced greater

than average change as a direct result of their pre-mentoring and outcomes include;

Employment (7), Training (6), Volunteering (1), and Receiving Ongoing Support (24).

Cohort Participants Pre-Mentored

1 16 3

2 17 2

3 21 1

4 15 0

5 21 3

6 18 1

7 21 1

8 10 1

9 20 5

10 23 2

11 20 2

12 22 6

13 18 1

14 18 5

15 30 7

Total 291 40

02Evaluation Findings – Quantitative 

Mentoring support is provided using a flexible and needs led approach utilising high skilled,

qualified and professional mentors. Highlighted in previous evaluations programme

participants can access mentoring prior to entering the programme challenge phase. This is

referred to as ‘pre-mentoring’ and has been provided continually throughout the programme

delivery. Evidence suggests this is an integral support package for young people to firstly

engage in the programme and subsequently progress into education, employment, training

and volunteering. The mentoring support is also a key service for those who have regressed

and require dedicated one to one support to re-engage.
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Evaluators Comment – It is the evaluator’s opinion this is the most appropriate action for

the programme to take. The programme has invested significant resources ensuring the

standard and quality of programme mentoring is adequately high and needs led. The

provision of community mentoring was the only variable that had the potential to

negatively impact this high quality service. However, consideration should be given to the

possibility of bringing the only community mentor into the mainstream programme

mentoring team if all relevant requirements are met.

Community Mentoring Sessions

A key programme element highlighted in the first interim evaluation was the ongoing delivery

and assessment of the community mentoring aspect of the mentoring support provision. This

was difficult to implement in year one of the programme for a range of very practical and

justifiable reasons. Since October 2014 various activities have been undertaken to introduce

community mentoring including:

• Identification and recruitment of three community mentors across Belfast.

• Integration of community mentors into GRIT REY training and quality assurance processes.

• Integration of community mentors into Start360 (who have responsibility for overseeing

programme mentoring delivery) mentoring training, processes, systems and procedures.

Despite the allocation of significant resources to community mentoring by the Programme

Director and Programme Assistant Manager issues arose during year two delivery. This

included for example, level of programme understanding displayed by community mentors,

personal motivations and desire to make positive change, ability to provide dedicated

professional support to young people experiencing the scale and scope of issues the target

young people experience.

As a result, to date one community mentor has successfully carried out comprehensive

mentoring support with one young person. This was conducted under the close inspection of

the Programme Assistant Manager. Upon review it was decided this element of the

programme, whilst sound in theory, was extremely difficult to implement in practice given the

risks associated with providing high quality support to vulnerable at risk young people. This

element of the programme is no longer actively promoted and pursued in its current form.

This has not had a detrimental impact on the programme, the capacity of GRIT REY mentors

to provide mentoring support, nor has it had a negative impact on quality of the mentoring

experience received by any programme participants.

02Evaluation Findings – Quantitative 



Of the 12 agreed milestones / indicators associated with the four outcomes 8 are projected

to the exceeded and 4 are on target to be completed by the end of the programme. This

represents an improvement at the interim evaluation one stage with 7 exceeded and 5 on

target respectively.

The quantitative performance outlined above represents a significant achievement for a

number of reasons:

• The high risk, vulnerable young people the programme targets are unpredictable and

hard to engage due to the complex, extreme and wide ranging issues they experience.

To secure their engagement in the programme at all is a considerable achievement in

itself, particularly over a sustained period of months.

• Post year two of programme delivery initial momentum gained throughout year one

programme delivery has been maintained and built on throughout year 2. A key delivery

focus in year one was ensuring agreed targets were met from programme

commencement. Evidence suggests this has been maintained and improved with regard

to young people having a clear plan to follow for the future.

• The programme continues to evolve whilst maintaining its core focus. All refinements

clearly focus on placing young people at the centre of this high quality programme and

meeting their diverse and complex re-engagement needs.

Evidence presented in this section clearly indicates the programme is exceeding many of its

agreed targets. As with the previous interim evaluation the community volunteering aspect

requires attention. Evidence suggests young people prefer to volunteer on GRIT REY and

Start360 programmes as opposed to other community based opportunities. Whilst the

programme is on course to achieve this target it may require a slight amendment to reflect

this desire for peer volunteering. If maintained, performance to date suggests all targets

will be met at programme completion. Ongoing monitoring activity throughout year 3 will

allow performance to be assessed leading into the final evaluation report. Thus allowing

achievement of targets to be fully assessed at the final report stage in September 2016.

The diagram opposite reflects a performance summary against the programme’s 12

milestones. A green ‘tick’ represents milestones which are on target to be achieved, and a

yellow ‘star’ represents milestones that have been / will be exceeded by programme end.

Quantitative Findings – Key Messages 
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To complement and provide depth to the quantitative findings outline d the previous section

this section presents the qualitative findings emerging from the evaluation exercise. Again

this reflects an analysis of target aligned information gathered throughout year 2 of the

programme and compares findings from year 1 where appropriate.. As with section 2 a

range of the evidence areas have been used to present these findings and again these

evidence areas will be used as a structure for this section. They include:

Qualitative Findings 
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EVIDENCE AREA DESCRIPTION

Service User 

Outcomes

A breakdown of responses across 7 important qualitative themes

completed by programme participants at the Next Steps Day

stage.

Baseline 

Assessment Tool 

Analysis

This tool was designed and implemented after the programme

had commenced. It aims to quantify qualitative programme

outcomes at 7 distinct stages throughout the programme.

Mentoring Support 

Impacts 

As a key programme element mentoring support provides

participants with ongoing assistance and guidance to secure their

re-engagement and maintain their engagement over a longer

time period. This information assesses mentoring support

impacts gathered using the Addiction Severity Index tool (ASI)

which evidences 7 areas of participant’s lives.

Referral Agents 

Findings 

This provides valuable third party feedback regarding

programme impacts from organisations and individuals working

with at risk vulnerable young people including training

organisations, social services, Neighbourhood Renewal areas,

education providers etc.

Wider Family 

Impacts 

Family members and particularly parents provide a valuable

insight into wider life impacting changes experienced by

programme participants.

03 Evaluation Findings – Qualitative 

EVIDENCE AREA DESCRIPTION

Overall Re-

Engagement 

Impacts 

This provides a breakdown of the re-engagement outcomes at

two distinct programme stages – upon initial re-engagement and

three months post initial re-engagement.

Qualitative Findings

– Key Messages 

A review and recap of the key findings emerging from this

qualitative data / information analysis.



Programme participants are required to complete a Service User survey at the Next Steps

Day. This short survey relates to their experience of changes occurring as a result of the

programme. The following chart details the results for all users who have completed the

programme. It should be noted that alcohol and drug issues where relevant to 151 and 121

young people (respectively) of a total 202 participants hence the lower response rate.

Service User Outcomes

25

• 99% of participants experienced a positive change after taking part in the programme.

• Over 99% of participants experienced improvements in their confidence and

employability skills, whilst 98% experienced improvements in their emotional health.

• 51% experienced a reduction in drug related problems whilst 47% experienced a

reduction in alcohol related problems.

• 97% of users would recommend the GRIT REY Programme.

The chart opposite provides a comparison of the same service user information across male

and female participants.

• Overall, 100% of female users and similarly 98% of male users reported a positive

change as a result of their participation in the programme.

• 100% of females reported improvements in their employability, confidence and

emotional health whilst over 97% of male users reported similar improvements.

• A higher percentage of females (51%) reported a reduction in alcohol related problems

compared to males (45%), whilst conversely, a higher percentage of males (55%)

reported a reduction in drug related problems compared to females (45%).
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Evaluator’s Comment: This clearly demonstrates the positive impacts experienced by

participants in line with programme outcomes – all expected indicators have been positively

impacted by the programme delivery.



A recommendation from the initial assessment exercise suggested the introduction of a new

monitoring and evaluation tool that would more accurately measure qualitative programme

outcomes. This tool assessed impact across key qualitative indicators at seven stages

throughout the programme delivery and was subsequently implemented from cohort 6

onwards. Importantly the first assessment point (pre-selection day) was determined as the

baseline against which all change could be measured and analysed.

The table below outlines the indicators analysed in each of the following charts and

importantly the key words used as shortened descriptors / labels in said charts throughout

this Baseline Assessment Tool Analysis sub section..

Baseline Assessment Tool Analysis 
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How confident do you feel making decisions about your 
future?

A – confident decisions

How much power do you have to make decisions about 
your future?

B – power decisions

How much do you wish to secure employment after this 
project has finished?

C – securing employment

How prepared do you feel to gain employment? D – employment prep

How confident are you regarding talking to an external 
evaluator about your experience of the project?

E – confidence talking

How motivated and confident do you feel of getting 
and staying in employment?

F – motivation employment

How motivated and confident do you feel of getting 
and staying in training?

G – motivation training

How motivated and confident do you feel of getting 
and staying in education?

H – motivation education

How positive do you feel about your future? I – confidence future

How resilient do you feel about making positive 
decisions about your future?

J – resilient future

How much do you feel you make a positive contribution 
to society?

I – society contribution

This tool used a 10 point ranking system with 1 representing the most positive impacts and

10 representing the least positive impacts. Therefore, negative scores represent a positive

change across indicators. Conversely, positive scores represent a negative change in

feelings / attitudes when comparing between the different stages of the programme. The

analysis has compared the following stages:

• Pre-Selection Day vs Post-Selection Day

• Pre-Selection Day vs Pre-Challenge Week

• Pre-Selection Day vs Post-Challenge Week

• Pre-Selection Day vs Pre-Mentoring

• Pre-Selection Day vs Interim Mentoring

• Pre-Selection Day vs Post-Mentoring

The purpose of conducting this analysis is to qualify and quantify change across the various

programme stages and aim to measure which programme stages yield most participant

impacts. The following charts outline these impacts in detail across cohorts 6 to 11. These

charts and associated information findings will be followed by a analysis summarising the

key findings across all charts. This is important as a global view of indicator impact can be

viewed across the programme.
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Pre-Selection Day vs Post-Selection Day
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The following chart details participants recorded change between pre-selection day to post-selection day. The red and green bars reflect the most and least change respectively per indicator.

The blue line represents the average change within each indicator, with a male (orange line) and female (purple line) split.

• The greatest average change displayed between pre and post selection day was within ‘how motivated and confident participants feel of getting into and staying in education’ with a total level

of change of 0.3 (30%). In simple terms, participants on average felt 30% more confident of entering employment as a result of their participation in selection day.

• The largest average level of change for females was their increased ‘confidence regarding their future’.

• The largest average change displayed for males was within ‘how much they feel they make a positive contribution to society’.

• The least average change overall was displayed within ‘how confident participants are regarding talking to an external evaluator regarding programme experience’.

• Figures indicate there was regression amongst some individuals regarding their ‘confidence talking to an external evaluator’, ‘motivation and confidence in staying in education’ and ‘positive

feelings about their futures’.
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Evaluator’s Comment – whilst there is evidence of positive change across all indicators it must be pointed out that the time period across this intervention is one day and for many this is the first

engagement with the programme and other vulnerable at risk young people etc.



Pre-Selection Day vs Pre-Challenge Week
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The following chart details changes from pre-selection day compared to pre-challenge week.

• The greatest average change displayed between pre selection day and pre challenge week was in participants ‘desire to secure employment upon programme completion’. Correspondingly, this

was also the largest average change displayed amongst females and males. This demonstrates slight changes from the previous chart which showed ‘motivation to get involved in education’ as

the greatest change indicator.

• Whilst remaining a positive impact, the smallest average change overall was displayed within participants’ ‘feelings of resilience in making positive decisions about their futures’.

• The largest individual change was observed within participant’s ‘motivation and confidence of getting and staying in training’.
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Evaluator’s Comment – The greatest average change across the ‘desire to secure employment indicator’ could be explained by the increased employability focus of Challenge Week in year 2 and

participants having a more detailed understanding and awareness of employment prospects, opportunities and importantly a bespoke plan to achieve their employment aspirations. Furthermore,

wider support for this increased employability focus is provided by high average changes in ‘the amount of power young people feel they have to make decisions’, ‘how motivated and confident

they feel about getting and staying in employment’, and positivity about the future indicators.



Pre-Selection Day vs Post-Challenge Week
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The following chart details changes from pre-selection day compared to post-challenge week.

• The largest average change displayed between pre selection day and post-challenge week was in ‘how prepared participants felt in gaining employment’, demonstrating participants felt more

prepared to gain employment after completing challenge week compared to when they began the programme.

• The smallest average change overall was displayed within participants’ feelings of confidence regarding talking to an external evaluator about their experience of the project’.

• The largest individual change was observed within all three categories of F, G and H – their motivation and confidence in gaining employment, training or education.

• There was no regression of scores from when they first began the programme to the post-challenge week stage of the programme.
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Evaluator’s Comment – Again the changes presented in the chart above are significant given the focus of Challenge Week in challenging young people to undertake specific actions and life

changes that will ultimately see them gain employment primarily, but also, training, education and volunteering re-engagement outcomes. The lack of regression is also significant but somewhat

obvious given the intensity of Challenge Week and the determination generated as result from the activities



Pre-Selection Day vs Pre-Mentoring
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The following chart details changes from pre-selection day to the commencement of the mentoring support.

• The greatest average positive change displayed was in ‘how prepared participants felt in gaining employment.’ again clearly demonstrating the programme delivery to this point has positively

impacted participant’s potential to gain employment, particularly moving from Challenge Week into Mentoring Support.

• The least average change overall was within ‘how resilient participants felt regarding making decisions about their future’. This finding may reflect participants return to their normal environment

post Challenge Week prior to commencement of mentoring support, and indirectly evidencing the need to connect the young person with the mentoring support programme as soon as possible

after Challenge Week thus minimising potential regression.

• Average changes in female participants scores were low across all areas, particularly relating to ‘how they felt about how much power they have to make decisions about their future’ and ‘how

confident they are regarding talking to an external evaluator’.

• The largest individual change was observed in ‘participant’s wishing to gain employment post the programme’, again reflecting the employability focus of the programme delivery.
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Evaluator’s Comment – whilst many of the indicators evidence positive change, the level of change has decreased slightly since the post Challenge Week monitor point (i.e. post mentoring

ranging between -1 and -2, and pre mentoring between -2 and -2.5). This very clearly evidences the need to ensure mentoring support is initiated as soon as physically possible after the

completion of Challenge Week.



Pre-Selection Day vs Interim-Mentoring
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The following chart details changes from pre-selection day compared to the mentoring support mid-way point (3 sessions completed).

• The largest average positive change was in ‘how prepared participants felt in gaining employment’ (-2.8 or 28%), whilst the lowest average change was observed within ‘how confident they felt in

talking to an external evaluator’ (-1 or 10%). Again this is consistent with previous findings and clearly evidences positive employability changes for participants.

• Whilst maintaining positive change, average changes in female participants scores were generally lower than their male counterparts, with the lowest average for females observed in ‘power to

make decisions’ and ‘confidence in talking to external evaluators’.

• The greatest individual change was observed in ‘how prepared participants’ felt in gaining employment’ (-5 or 50%). In other words one individual felt their preparedness to gain employment had

increased by 50% from levels recorded at pre-selection day. This is very significant.

• Figures indicate one individual regressed regarding their ‘confidence in talking to external evaluators’.
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03 Evaluation Findings – Qualitative 

Evaluator’s Comment – average scores across all indicators with the exception of the amount of power participants have to make decisions about their futures have returned to similar levels as

post Challenge Week analysis therefore demonstrating the need for ongoing professional support to assist these at risk vulnerable young people deal with the complex and complicated issues

they experience daily.
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The following chart details changes from pre-selection day compared to post-mentoring support, essentially representing the start to the end of the programme.

• The greatest average change displayed overall was within ‘how prepared participants felt for employment’, with an average change of -3.3 or 33%. This was also the biggest average change

displayed for females with -3.5 or 35%. This is the largest change across all programme elements, which is not surprising given this chart represents change achieved between the programme start

and finish (i.e. participants have progressed through all programme elements), thus allowing participants to benefit from the full range of support offered through the programme.

• The greatest average change displayed for males was within ‘how positive they felt for their futures’, with an average change of -3.3 or 33%

• The least average change overall was displayed within ‘how motivated and confident participants felt of getting and staying in education’, with an average change of -2.4. Whilst this described as

the least average change it is still a significantly positive change equating to programme participants feeling on average 25% more ‘confident and motivated of remaining in education’.

• The evidence indicates participants did not display any negative changes as a result of their programme participation.

03 Evaluation Findings – Qualitative 

Evaluator’s Comment – significantly levels of change have reached programme highs at the post mentoring stage and reassuringly across important programme indicators such as, confidence to

make decisions about their future, level of preparedness for employment, positivity about the future, and levels of positive contribution to wider society Whilst important this is not surprising

given participants have progressed through all aspects of the programme and should have achieved as much as is possible through this programme – this evidence supports the argument that

they have.



Baseline Assessment Tool Overall Analysis
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03 Evaluation Findings – Qualitative 

Evaluator’s Comment – Overall the information emerging from the baseline tool analysis

clearly indicates the programme makes significant positive, life changing impacts for

programme participants. A number of conclusions can be drawn:

• The greatest change is evident between the pre-selection day and post mentoring

support period, or between the start and end of the programme. This is not surprising

given young people have had the opportunity to progress through the entire programme

and benefit from its full range of support and assistance. On average change measures -3

across all indicators which equates to approximately 30% positive increase.

• Minimal change is displayed between pre-selection day and post-selection day / pre-

challenge week – this is not surprising given the focus of the selection on preparation for

challenge week attendance with little dedicated employability activity.

• The first notable positive change increase is post challenge week from programme

start. On average change measures -2.5 which is close to that evidence post mentoring.

• Evidence suggests there exists a noticeable drop in motivation levels across all

indicators in comparison with post challenge week to start of the mentoring support

element. This supports the need to implement mentoring support activity / actions

immediately after challenge week phases of the programme, thus minimising the

potential of participation losing interest and motivation to engage, regression and

potential to return to their previous lifestyles.

• Positive change remains relatively constant from post challenge week throughout

the mentoring process – thus indicating the dedicated mentoring support provided

allows the significant impacts to be maintained.

• Most consistent negative impacts is aligned to ‘confidence talking to an external

evaluator’.

• Consistently, the greatest positive changes by both individuals and average ratings

were demonstrated in indicators related to securing employment (i.e. ‘how prepared

participants felt in gaining employment’).



GRIT REY mentors utilise the Addiction Severity Index (ASI) to support mentoring session

delivery. ASI is an assessment/measurement instrument designed to gather information

about seven areas of the service user’s life: medical, employment/support, drug and alcohol

use, legal/judicial, family history, family/social relationships, and psychiatric problems.

The following series of charts provides further analysis and examination of ASI scores across

individual indicators on a cohort by cohort basis. Again this reflects cohorts 1 – 11 as they

have reached this stage of the programme. The blue line represents the total participant

number in each cohort and the red bar represents the number of participants experiencing

change within that indicator. The figures omit those participants who continue to receive

ongoing mentoring support as they have not completed the ASI assessment in full.
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• With the exception of two participants in cohorts 1 and 5, all participants reported

experiencing positive change in their lives as a direct result of their participation in the

programme.

Mentoring Support Impacts 

Positive Change 

• In total 158 participants (98%) displayed improvements in their emotional health as a

result of their programme participation.

• One participant from cohort 5 and two from cohort 11 reported no emotional health

improvements equating to 2% of the overall population completing this stage in the

programme.

Emotional Health Improvements 
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Evaluator’s Comment – two participants indicating no positive change in cohorts 1 and

5 seems out of kilter with the rest of the programme. However , consultation has

indicated these participants showed a lack of commitment / buy in to the programme

particularly the mentoring support element. Support continues to be provided and

offered to the participants demonstrating the strong intention to support young people

whatever the issue or feedback. It should be noted that the programme requires

commitment from young people to embrace the intervention in order to yield the

benefits.
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• All participants in all cohorts (160), with the exception of one in cohort 5, reported

experiencing improvements in their employability prospects.

• With the exception of one participant in cohort 5, all participants across all cohorts (160)

reported experiencing improvements in confidence.

Confidence Improvements Improvements to Participants Employability Opportunities 
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Evaluator’s Comment – this reflects and complements finding emerging from the

baseline assessment analysis tool that clearly demonstrated increased confidence for

participants across a number of key indicators (i.e. empowered to make positive

decision regarding their future, and motivated and confident to secure and stay in

employment / training / education). This reinforces the message of at risk vulnerable

young people yield increased confidence for their performance participation.

Evaluator’s Comment – This is to be expected given the overarching programme focus

aa well as the drive to enhance further the employability aspect of the programme in

year two. The inclusion of specialist employability support and input from external

organisations including DEL’s MAPS service and Careers NI. This demonstrates direct

evidence to link this increase in employability programme focus to increased

employability improvements for participants.
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• Similarly with drug related issues not all participants indicated alcohol abuse as an issue.

Some 121 young people (from a total 151 young people in cohorts 1 – 11) did disclose

alcohol misuse as an issue that contributed to their involvement in the programme.

• Cohort 3 had the highest number of participants reporting a reduction in alcohol related

problems with 12 (58% of total in cohort) whilst only one user in cohort 11 reported a

reduction (13% of total in cohort).

• The scale of impact on the alcohol reduction is less marked than that of other

programme linked indicators including confidence, employability and emotional health

which is not surprising as GRIT REY’s main focus is an employability programme.

However, positive impacts have been accrued by participants.

Alcohol Reduction Reduction in Drug Related Issues  

• Not all participants identified drug related issues as a contributing factor to their

engagement in the programme. It is therefore important to view the figures above in of

151 young people (of a total 202 young people from cohorts 1 – 11) indicating drug

misuse was an issue for them entering the programme

• Cohort 3 had the highest number of programme participants reporting a reduction in

drug related problems with 17 (81% of total in cohort) whilst only one user in cohort 11

reported a reduction (13% of total in cohort).

• The average number of participants experiencing a reduction in drug related issues was

6 across all cohorts.
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Evaluator’s Comment – Whilst it is acknowledged drug and alcohol issues were not prevalent for some programme participants it is obvious from the graphs above that major interventions have

been achieved . In total 54% of participants claimed their drug related problems had reduced with 62% of participants indicating a reduction in alcohol issues. This is not a core programme aim

yet it is well documented drug and alcohol issues can exacerbate other issues such as poor physical and mental health, ability to engage in employment, education and training thus limiting their

ability to engage or sustain effective engagement.
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Whilst this presents a very positive evidence base of how the programme is viewed by

referral agents further consultation indicated the following impacts were achieved by

participants and the referral agent as a direct result programme participation:

Referral Agents Findings 

A valuable information source to assist inform this programme evaluation is referral agents.

These can be individuals or organisations in a statutory or community / voluntary setting

including Youth Justice Agency, Social Services, Training Organisations, and

Neighbourhood Renewal Partnerships. Evidence suggests the number of referrals agents

actively involved in the programme equated to 83 individuals across 26 organisations.

Referral agents feedback indicated:
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• Changed their outlook on life

• Improved attendance at training course therefore reducing likelihood of becoming

NEET / high risk and vulnerable

• Improved relationships with peers and staff members (training organisations, care

staff etc)

• Decreased reliance on drug and alcohol to cope with stressful life situations

• Improved family life

• Less chaotic lifestyle

• Greater resilience to deal with stressful experiences

• Improved self confidence and motivation to make positive life decisions

Without exception all these referral agents indicated the programme has had a significantly

positive impact on the young people which has allowed them to engage in wider society,

and secure and maintain training, employment and education opportunities.

03 Evaluation Findings – Qualitative 

Evaluator’s Comment – Whilst these findings clearly evidence the positive impacts

accrued by programme participants they are more significant as the number of referral

agents has increased substantially in year 2 thus providing a greater body of evidence.
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Wider Family Impacts

Consultation with 8 parents yielded the following impacts for their sons and daughters as a

result of their programme participation.

• Provided an ongoing support to young people and ‘never walked’ as many other similar

services have.

• The residential was critical as:

• It was free from drugs and alcohol;

• It distanced participants from their normal environment and friends; and

• Because it didn’t have Wi-Fi and limited mobile signal it completely shut them

off from negative influences.

• The programme staff walk with the young people at their pace but challenge their

bahaviour and provide a positive and inspirational support.

• Has allowed parents to re-build relationships with their children again.

• Many parents indicated their children would be in jail or dead if it had not have been for

the programme – this programme saves lives!

• Strengthened family bonds and re-integrated children into the wider family circle again.

• The one to one mentoring has been critical to providing ongoing support for young

people to progress when they needed it most.

• The mentors have given young people hope for the future, allowed young people to trust

people again, gain in self confidence, and communicate more effectively. The young

people actually look forward to meeting their mentors.

• The programme has also provided support to families through education and advice

particularly when young people have been in very dark places (suicidal and hospitalised).

• The mentoring support has been crucial for young people’s journey to recovery – the

support they have provided is ‘second to none’.

03 Evaluation Findings – Qualitative 

Evaluator’s Comment – This clearly demonstrates the wider family impacts achieved

through programme for at risk vulnerable young people. What is important to note in

addition is the flexibility of the programme to provide support and assistance to family

members (i.e. parents). Further it is a clear demonstration of the lengths programme staff,

particularly programme mentors, and linked service provides are prepared to go to assist

these at risk vulnerable young people.



Quite obviously the key programme focus is to assist and support vulnerable at risk young

people to re-engage in education, employment and training. It is therefore imperative that the

programme success is qualified and quantified in these terms. The following two charts

provide an analysis of programme participants re-engagement outcomes in terms of

progression into education, employment, training and volunteering. The information also

accounts for those young people who are still receiving re-engagement support and remain

classed as NEET.

Importantly, this information analyses these outcomes at initial re-engagement (i.e. when

they first re-engage) and three months post initial re-engagement. This information is

calculated for cohorts 1-9 totaling 159 young people.

Overall Re-Engagement Impacts
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The chart above indicates that the majority of young people have engaged in training as their

first step (48% or 76 young people). Significantly 30% (47) of young people have already re-

engaged in employment with 9% (14) young people engaging in education. Whilst 10% (16) of

young people are receiving ongoing support to re-engage, only 1% (2) young people remain as

NEET.

9%

30%

48%

2%
1%

10%

Initial Re-engagement 

Education Employment Training Volunteering NEET Ongoing

5%

34%

22%

6%

9%

24%

3 Month Follow Up 

Education Employment Training Volunteering NEET Ongoing

The chart above outlines the re-engagement analysis after three months from initial

engagement. Significantly 34% (54) of young people are engaged in employment with 22%

(35) in training. Upon first analysis the ‘NEET’ and ‘Ongoing’ categories have risen significantly

to 9% (15) and 24% (38) respectively, however, this evaluation process sought the rationale for

this increase. As indicated throughout this report the target young people involved in this

programme experience many serious, life impacting, complex issues. Whilst this programme

makes substantial differences to the lives of these young people they still face barriers to

maintain motivation, drive and enthusiasm to re-engage and achieve their aspirations. For

those described as ‘ongoing’ above the following reasons has been evidenced from young

people directly:

• In a custodial setting

• Mental Health Service / Facility 

• Not wishing to engage in service

• Not ready to engage - other issues to 

address including pregnancy, chaotic 

lifestyles, drug and alcohol addictions. 

• Not contactable or responding to mentor

• Chaotic Life Style / Difficult for them to 

engage

• Client engaged in too many services

• Relapse - mental health, drugs and alcohol 

addictions

• Expelled from the country – paramilitary 

threat / influence 

• Attending rehabilitation centre 

• Pre-mentored / engagement in later 

Challenge Week

03 Evaluation Findings – Qualitative 



With regard to those who are described as NEET in the previous follow up chart the following

reasons has been provided by young people:

• Pregnancy (6 young people)

• Chaotic Lifestyle (3)

• No additional Support (2)

• Disability / Learning Difficult (2)

• Lack of Commitment (1)

• Custodial Settings (1)

Extensive evidence indicates that even with the existence of these barriers / factors the

programme maintains its contact and support with the young person via programme mentors.

This is critically important to highlight and clearly demonstrates the programme’s focus on

providing dedicated professional and long term support to young people requiring it most.

Programme mentors have continued to maintain contact with all these young people by

telephone and face to face meetings to provide direct programme mentoring support as well

as signpost to other services, for example, ADEPT for those in a custodial setting (prison).

Again this clearly evidences the need for long term dedicated professional support by highly

skilled and experienced mentors.

40
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Evaluator’s Comment – the evidence above suggests there remains a need for ongoing

professional support for this target group of young people, given the increase in in both

ongoing and NEET categories. This is by no means a criticism of the programme but

merely a recognition of the complex and wide ranging issues at risk vulnerable young

people face. The programme does not profess, or can be expected, to cure all the ills of

wider society and the list of issues presented as evidence for those availing of ongoing

support reinforces this. What is critical to outline is the ability and desire of the programme

to maintain and continue it support participants well beyond the scope of the programme

delivery.



Qualitative Findings – Key Messages 
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The information presented in this section clearly indicates the programme makes significant

positive, life changing impacts for programme participants. A number of conclusions can be

drawn from this information:

03 Evaluation Findings – Qualitative 

• The nature of re-engagement changes throughout the mentoring support and three

month follow up stages, particularly with the increase in the number of young people

described as ‘ongoing’ and ‘NEET’.

• All participants progressing to the re-engagement stage have, at the three month follow

up, evidenced multiple re-engagements, with some as many as 4-5 re-engagement

opportunities.

• The potential for regression is less likely to occur as participants progress through the

programme. This is particularly relevant for indicators related to motivation to remain

engaged (in education and training) and confidence / resilience regarding their future

prospects. This clearly supports the need for longer term engagement to positively

impact aspirations and motivation to engage.

• Evidence from the Addiction Severity Index and the bespoke excel system implemented

in June 2014 suggests mentoring support is an essential tool to support young people

to re-engage, to the extent where young people would be highly unlikely to re-engage in

the programme post the challenge phase should it not be offered. There appears a

natural dip in motivation and desire to engage at certain programme delivery stages (i.e.

between challenge week and commencement of mentoring support). This has mainly

been caused by boredom, lack of support, chaotic lifestyles, returning to previous living

environment etc.

• 100% of referral agents rated the service received by clients as ‘excellent’ or ‘very

good’. Further, referral agents indicated the programme had genuine life changing

positive impacts for participants ranging from improved and increased attendance in

training (thus minimising NEET potential) to improved self confidence and motivation to

make positive life choices / decisions.

In summary, there is substantial evidence to support the conclusion that the programme

provides an effective mechanism through which NEET issues experienced by high risk

vulnerable young people. The programme duration (9 months), challenge phase and

ongoing / long term highly qualified mentoring support are critical and essential to the

achievement of these positive life changing outcomes for young people.



This evaluation process has generated a range of findings that have in turn been used to inform the development of practical and logical recommendations. Outlined in the following table these

recommendations aim to provide advice and guidance to improve and enhance the programme delivery into year three and beyond. This information should be taken in the context of the

following considerations:

• This is the second interim evaluation report. The first interim evaluation report provided an initial set of recommendations.

• The external evaluator has held monthly update meetings with the programme manager to monitor programme delivery progress and implementation of new monitoring and evaluation

processes. These meetings have also informed ongoing recommendations for possible change and improvement have been presented throughout this period. The recommendations outlined

below are in addition to those already suggested as part of this ongoing process.

Introduction

RECOMMENDATION DESCRIPTION AND RATIONALE

To officially introduce a peer

volunteering component to the

programme.

Evidence suggests the community volunteering element of the programme has been limited as many programme graduates have such an affiliation to the

programme that they prefer to volunteer on GRIT REY to volunteering in their community. Whist not one of the original programme objectives, it does yield

similar if not enhanced outcomes for young people. Therefore, it is recommended this is recognised as an integral programme component and a targeted

approach is taken to providing these opportunities for participants.

Develop a process that allows

longer term participant tracking

post programme completion.

Statistics provided at the 3 month follow up period indicate an increase in the number of young people requiring professional support to maintain their re-

engagement. Thankfully this has been offered through the programme through its dedicated mentoring service. Currently this need for ongoing support can

only be detected at the 3 month follow up period. Whilst not wishing to create a mechanism that promotes a crutch approach to re-engagement where

young people become fully reliant on programme support to maintain their engagement there is evidence to support the need for further follow up post the

existing 3 month follow up. It is suggested this could be 6 months post initial re-engagement. This should only be considered where resources allow.

To ensure programme

participants are engaged in

mentoring support immediately

post Challenge Week.

Evidence suggests levels of confidence to re-engage, make positive decisions regarding their future, and securing and maintaining re-engagement in

employment / education / training decrease between post Challenge Week and commencement of the mentoring support phase, therefore increasing the

likelihood of participant regression. It is acknowledged the programme has implemented a policy where participants must become engaged in mentoring

support within two weeks of Challenge Week completion. However, it suggested that this should be implemented immediately post challenge week

accounting for personal circumstances, holiday periods etc.

Additional analysis to assess the

increased number of participants

described as ‘NEET’ and ‘Ongoing’

at the three month follow up

stage.

The number of participants described as ‘NEET’ increased from 2 (1%) at initial engagement stage to 15 (9%) at the three month follow up stage. Similarly

those described as ‘Ongoing’ rose from 16 (10%) to 38 (24%) during the same period. The rationale for this is presented on pages 28 and 29 with many

reasons falling outside the control / influence of the programme. Whilst it is acknowledged this programme can’t provide a cure for all ills, it would be of

benefit to have a greater understanding of why participants have arrived in these situations. The purpose of undertaking this work is twofold; firstly are

amendments required to limit this occurring with future participants and secondly, to identify any further support the programme can provide to address

their current circumstances.
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RECOMMENDATION DESCRIPTION AND RATIONALE

An amendment of the milestone

relating to engagement with an

external evaluator to better reflect

wider evaluation engagement.

Programme participants have engaged with a wide range of people and processes to evidence impacts accrued – much broader than an external evaluator. In

many cases this engagement has been varied, very successful and positive. Performance against this milestone, as it is currently, does not outline accurately

the scope and scale of engagement with programme evaluation methods and individuals. This includes for example, the production of a creative evaluation

highlighting the impact the project using a video format and the feedback to the Programme Director at the end of Challenge Week. It is therefore suggested

the milestone is amended to include all relevant avenues through which programme evaluations
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This report outlines interim evaluation findings since September 2013. This is the last interim

evaluation prior to the final evaluation upon programme completion in 2016. To complete this

report the following information presents intended work in the coming months that will allow

the final programme evaluation to be completed effectively and efficiently.

Considerations for Final Year Evaluation

ACTION TIMEFRAME

Control groups sessions / meetings. November 2015; 

February and May 2016

Monthly meetings with the Programme Assistant Manager and 

quarterly meeting with the Programme Director throughout the 

remainder of the programme delivery period.

Quarterly – December

2015; March & June 2016 

Monthly – September –

December 2015; January 

– June 2016

Data collection and analysis (CIS / excel – qualitative and 

quantitative across participants, parents / carers, mentors etc.)

By 30th June 2016

Case Study interviews (individual meetings) By 30th June 2016

Survey of providers and focus group for staff By 30th June 2016

Steering Group and Project Director consultation (meetings and 

workshop)

By 31st July 2016

Summary analysis of findings By 31st August 2016

Final Evaluation Report production (agreed format) By September 2016
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There are a number of key areas future evaluation work will focus on:

• Ongoing maintenance of the bespoke monitoring and evaluation process implemented in

June 2014 – A new process has been established by the external evaluator that will chart

and evidence change across 10 key indicators at 8 specific points throughout the

programme. Ongoing monitoring of this data will be critical to ensuring this provides the

anticipated information to inform subsequent evaluation reports.

• Assessment and critique of the peer volunteering element – A recommendation in this

report is to officially recognise the peer volunteering aspect of the programme and

proactively undertake actions to integrate peer volunteering opportunities for programme

graduates. The final report will assess implementation of this recommendation and

delivery of all related actions.

• The provision of a core mentoring team – currently a core team of 5-6 mentors operate

across the programme. Whilst mainly viewed as a positive aspect or the programme in

terms of management, quality control and the provision of consistent and high quality

mentoring services, it remains that issues could arise with capacity to meet demand should

any of those core mentor team leave the programme. This second interim evaluation

period has evidenced the success of this approach thus far, but attention will continue to

be placed on this aspect of the programme.

• Ongoing assessment of other evaluation information – the final evaluation report will take

account of and utilise all sources of monitoring and evaluation activity. This includes the

various activity carried out by Start360, the Programme Director, and other key

stakeholders.

• Implementation of suggested recommendations – the recommendations presented earlier

in this report are practically focused and targeted at improving programme development

and delivery. The successful implementation of these recommendations will assist the

programme, particularly around recording participants re-engagement outcomes and

importantly specific re-engagement destination. Ongoing liaison with the Programme

Director and Manager will ensure action and delivery against these recommendations.
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