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1. Introduction and Background 
 

1.1 NYAS Cymru’s Project Unity has been established for three years. The Welsh Government 

have now agreed to fund an expansion of the project to support work across the whole of 

Wales from April 2020 until March 2023, under its Sustainable Social Services Third Sector 

Grant (SSG).  NYAS Cymru commissioned a review and evaluation of the first phase of Project 

Unity to identify the outcomes for service users, what has been working well and not so well, 

the lessons learned and to design with NYAS managers, Project Unity staff and service users a 

new framework for measuring the outcomes and impact of the project in the next phase.  This 

report sets out the findings of the review. Before exploring the findings and proposals, the 

report sets out some background on Project Unity and the research methods used for the 

evaluation. 

 

1.2 The Unity Project provides support to young mothers and expectant mothers who are care 

experienced. The aim of Project Unity in its first phase (2017-2020) was to improve the lives 

of young mothers and young pregnant women and girls leaving the care system in Wales. The 

proposed outcomes of the project were first described as: 

 

• Young women and girls reporting improved confidence and resilience; 

• Improved knowledge of support services, sexual health, healthy relationships, gender 

equality and body image amongst young women and girls; 

• Young women and girls reporting increased skills including communication. 

 

1.3 Service provision over this first phase was to include:   

 

• Outreach to young pregnant young care leavers providing information and advice on 

support services; 

• Advocacy support for young women to ensure their rights are upheld and protected 

(including for young parents attending Child Protection Conferences); 

• Group work;  

• Training and the development of a toolkit for professionals on how to communicate 

with former care leavers who are young parents;  

• Establishing multi-agency forums;  

• Signposting to emotional and therapeutic support e.g. counselling;  

• Developing a Facebook page as a source of support and space for sharing advice.  

• Support for a  young parents participation group as a platform to influence how 

services work for care-experienced young people; 

• Organising a national conference for young women to address the issues of gender 

inequalities.  

 

1.4 As the project progressed, it became apparent that what young women really wanted and 

needed was holistic, intensive support from someone who responded to their priorities and 

acted on their wishes, someone they could trust and believe was ‘on their side’. Young women 

were referred to the Unity Project by their personal advisers and their social workers often 
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prompted by concerns about the welfare of the baby or the young child or children. NYAS 

advocates referred young women they were working with on an issue – who wanted more 

holistic support with for example, housing, managing finances, emotional health, domestic 

violence as well as intensive support in navigating care and protection proceedings as parents. 

These proceedings are usually complex, with numerous stages taking place within strict 

deadlines. There are many different parties and often strained relationships1. The support 

from Project Unity was designed to facilitate young mothers and expectant mother’s 

engagement in child protection processes or care proceedings in order for them to at least, 

have a chance - of achieving their parenting goals.  

 

1.5 In light of these reflections and informed by research undertaken by Dr Louise Roberts with 

Voices from Care2, Project Unity’s objectives developed to include more explicitly: 

 

Breaking the cycle of children of care-experienced mothers being taken into care and 

the prevention of children becoming subject to child protection processes.  

 

Unity Project (2020-2023) 

 

1.6 The second phase of the Unity Project will build on the successes of Phase 1. The project will 

continue to provide one to one practical and emotional support for young and expectant 

mothers who are care experienced but it will deliver services across the whole of Wales. In 

line with expectations under the SSG, this phase of the project aims to reduce the numbers of 

children entering care in Wales and improve individual and family well-being3.  Young women 

will be supported to overcome the challenges they face as a result of poverty, ill health, 

inequality, discrimination and social isolation. The project seeks to address many of the 

national well-being outcomes for people (who need care and support) some directly and some 

indirectly.  

 

1.7 Ultimately, the aspiration is that the Unity Project (2020-2023) will make the following 

difference (or impact): 

 

• Drive and support a reduction in numbers of children entering care in Wales and 

reduced involvement with the child protection system; 

• Ensure that care-experienced young mothers and expectant mothers are 

empowered to have their voice heard and can influence policy and practice which 

impacts on this marginalised group; 

• Improve the wellbeing of care-experienced mothers, expectant mothers and 

children in Wales; 

 
1 Broadhurst et al, 2015 Vulnerable birth mothers and repeat losses of infants to public care: is targeted 
reproductive health care ethically defensible? Journal of Social Welfare and Family Law. 37, 1, p. 84-98. 15 p. 
2 Roberts, L. 2017. A small-scale qualitative scoping study into the experiences of looked after children and 
care leavers who are parents in Wales. Child & Family Social Work 22(3), pp. 1274-1282. 
3 Welsh Government Sustainable Social Services Third Sector Grant, 

http://www.research.lancs.ac.uk/portal/en/publications/-(c7211c1e-f96a-4e98-b4d3-d8509379d15e).html
http://www.research.lancs.ac.uk/portal/en/publications/-(c7211c1e-f96a-4e98-b4d3-d8509379d15e).html
http://orca.cf.ac.uk/97170
http://orca.cf.ac.uk/97170
https://gov.wales/sites/default/files/publications/2019-06/sustainable-social-services-third-sector-grant-2020-2023-guidance-notes_0.pdf
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• Address a diverse range of issues experienced by care-experienced young women, 

including poverty, homelessness, health and mental health, employability and 

educational attainment; 

• Provide cost savings to local authorities by reducing demand on their services and 

preventing escalation of child protection proceedings; 

• Reduce the impact of Adverse Childhood Experiences for the next generation of 

children; 

• Ensure that expectant mothers are prepared and receive the necessary support to be 

equipped to be a good parent. 

 

 

2. Methods 
 

2.1 The consultancy incorporates three distinct stages. Stage 1 focused on the evaluation of the 

first phase of Unity Project (2017-20) and clarification of the most relevant outcomes, Stage 2 

focuses on using the learning from the evaluation and the experience of others working to 

deliver and measure similar outcomes with care experienced young people, to design a 

framework for monitoring and evaluating Project Unity (2020-23). Stage 3 provides for a 

follow up review to adjust for the data collection issues arising.  This report presents the 

findings of Stage 1 and proposals for consideration in Stage 2. Stage 3 will follow six months 

after the completion of Stage 2.  The methodology was adapted as the COVID-19 restrictions 

were introduced and all interviews were conducted on the phone or on video calls. 

 

Stage 1:  

 

2.2 The evaluation of Project Unity set out to answer the following research questions:   

 

• What are the outcomes for young people who received the service? How has the 

support from Unity helped young people and in what ways?  

• What activities supported particular national well-being outcomes? 

• What has worked well, not so well – and what are the lessons learned to be 

incorporated into Phase 2 of the Unity Project (2020-23)?  

• How are the current monitoring and data collection arrangements working in 

practice? 

 

Data collection 

 

2.3 The evaluation was commissioned in March 2020 as the project was coming to the end of 

Phase 1 and was reliant on data that had been collected over the preceding three years with 

regards to: 

• Project Outputs - numbers, location, referrers, duration of service and activities; and,  

• Project Outcomes - distance travelled (measured with a validated tool at the start and 

finish of the intervention), routine feedback from service users, referrers, project 

workers on well-being outcomes, and information recorded on the case files of the 
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care status of the young person’s child or children, at the time the case was closed.    

  

2.4 The data on outputs were extracted manually from anonymised case records in July 2020 

(n=53). The template for the Case File Analysis is included in Annex 1. Data on outcomes was 

gathered from NYAS’s records including a small number of feedback forms (n=7) completed 

by young women who received a service and a summary of feedback from the Gender Equality 

Conference held in June 2018. Semi-structured interviews explored with service users, project 

staff and managers, referrers and co-workers:  

 

• How the support from Unity had helped young people and in what ways?  

• The main issues that young people wanted support with?  

• What type of support were they looking for?  

• What were the outcomes? Did children stay with their mothers and did the Unity 

Project help to prevent the children entering care? Did young people gain confidence 

and skills?  

• What has worked particularly well? And not so well?  

• What are the lessons learned regarding service development?   

 

2.5 Eighteen interviews were conducted between May and August 2020, with: seven service 

users, seven NYAS staff (project workers, referrers/co-worker advocates and service 

managers), two local authority social workers and representatives of two partner agencies.  

The quantitative data were analysed using Excel and the qualitative data from the interviews 

and case files were analysed thematically.  The design of the evaluation recognised the 

vulnerabilities of the young women and afforded maximum choice over participation. 

However, the fact that the interviews had to done remotely undoubtedly limited the 

researcher’s engagement with some of the young women who were experiencing ongoing 

challenges.  
Stage 2: 

 

Stage 2: 

 

2.6 In Stage 2, the consultant reviewed some relevant applied research publications to explore 

how these types of interventions were evaluated by other agencies and to identify any 

promising tools used to gather data to measure the most relevant well-being (and other) 

outcomes for service users. Advice was provided by an experienced academic and a service 

manager from another Third Sector organisation providing similar services. Also reviewed was 

the guidance from Welsh Government on measuring the national well-being outcomes (for 

people in need of care and support)4 and the performance measurement framework for local 

authority social services functions in Wales5.  

 
4 Welsh Government (2016) Well-being statement for people who need care and support and carers who need 
support 
5 Performance and Improvement Framework for Social Services Measuring Activity and Performance – Guidance 

2020-21 
 
 

https://gov.wales/sites/default/files/publications/2019-05/well-being-statement-for-people-who-need-care-and-support-and-carers-who-need-support.pdf
https://gov.wales/sites/default/files/publications/2019-05/well-being-statement-for-people-who-need-care-and-support-and-carers-who-need-support.pdf
https://gov.wales/sites/default/files/publications/2020-03/measuring-activity-and-performance-guidance-2020-21.pdf
https://gov.wales/sites/default/files/publications/2020-03/measuring-activity-and-performance-guidance-2020-21.pdf
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2.7 The interviews with staff and managers and the Case File Analysis in Stage 1 provided 

opportunity to understand how the current monitoring and data collection arrangements 

have been working in practice – the strengths and limitations and what might work better. 

The aim here was to explore (realistic) possibilities in terms of collecting data on service user 

outcomes.  

 

2.8 In general terms the enquiries revealed that many other agencies are struggling with the 

challenges of collecting routinely, structured feedback from young or expectant mothers with 

high support needs and busy lives, and Welsh Government are not providing guidance on any 

particular measurement tools or approaches. Results Based Accountability (RBA) so popular 

across Welsh Government a few years ago, does not seem to be a feature of the SSG 

management and reporting framework.  Nonetheless a range of proposals for capturing 

outcome data are included in this report for NYAS Cymru to consider. The proposals include 

steps to strengthen NYAS Cymru’s case recording systems as well as co-producing with service 

users, new tools and procedures for collecting feedback from service users, referrers and co-

workers.    It had been hoped to discuss with young people who have or are using the project, 

their ideas and formulate some joint proposals but that has not been possible in the time 

frame of this consultancy because of the pandemic.  Ideas and contributions that young 

people have volunteered over the previous two years have been reviewed but it seems few 

have been recorded.  

 

 

3. Findings: Evaluation of Project Unity 
  

Outputs 

 

3.1 The Case File Analysis was undertaken in July 2020, all 53 cases that had been opened to the 

Unity Project were included. The first recorded case was opened in January 2018. At least five 

of the cases were still open. Twenty five percent (13) of the young women referred failed to 

engage despite many attempts.  Where recorded (n=37), the young women lived in one of 8 

local authorities across south Wales as set out in Chart 1. Thirty percent of the young women 

were the responsibility of Caerphilly Borough Council.  
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Chart 1: Numbers of cases by local authority 

 

 
 

3.2 All of the 53 cases were care experienced young women, a few were still in care placements 

but most had left care some time ago. Where age was recorded (n=48), a quarter of the young 

women receiving the Unity service were under 18 (16 or 17), over half (55%) were aged 

between 18-24 and 10% were 25 or 26. Nearly 70% of the cases – involving 33 young women, 

were opened in 2018, 12 (25%) in 2019 and three in 2020. Details of the referrer were 

available for 28 of the cases – around half were referred by their social worker or personal 

adviser, 18% were recorded as self-referred and 18% referred by NYAS advocates. 

 

3.3 Of the 40 young women that engaged with Project Unity, 12 (over a quarter) were pregnant 

and the remainder already had at least one child. Six service users had children who were now 

placed in care or adopted. In two cases Child Sexual Exploitation (CSE) was recorded as a 

significant issue.  

 

The issues young women wanted help and support with  

 

3.4 The interviews with staff, referrers, co-workers (NYAS advocates) and young people 

identified the four most common issues that young people wanted help with, as: 

 

• Housing – getting somewhere to live, setting up a home. 

• Finances – dealing with debts, managing on a low income, accessing grants. 

• Engagement with the child protection investigation/care proceedings - helping 

young people to understand what was expected of them and to participate in the 

proceedings. 

• Domestic Violence and unhealthy relationships with partners, ex-partners and family 

members. 
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3.5 These issues were also reflected in the Case File Analysis. Where noted (n = 35), the most 

common issues that young people wanted support with are illustrated in Chart 2.  

 

Chart 2: Numbers of young people requesting help and support with the most common issues 

 

 
 

3.6 The Case File Analysis illustrated how the young women are requesting support on a number 

of issues simultaneously. Emotional support or support with mental health was an issue for 

all service users, but 60% also had issues with finances, they wanted help budgeting and 

managing on a low income, 40% also had issues around housing – they needed help getting 

somewhere to live, or help setting up a safe home for them and their baby, child or children.   

 

3.7 In 6 out of 10 cases, young people were requesting help to navigate child protection or care 

proceedings and for those who were pregnant, prepare for baby’s arrival under the watchful 

eye of children’s services. A few in this category, wanted help with arrangements for contact 

visits. Nearly a third of young people were struggling with a lack of support and isolation – 

usually linked to their own poor emotional health and high levels of anxiety. Other issues that 

some young people raised included: Drug and Alcohol Misuse (20%), poor relationships with 

their social worker (14%), help with getting into college or returning to work. Typically each 

young person wanted help and support on at least three major issues – the most common 

combination being: emotional support (not available from friends or family), advice and 

support with child protection or care proceedings, help with housing and with managing on a 

low income.  

 

The service/activities provided 

 

3.8 The interviews with Project Unity staff, managers and referrers indicate that Project Unity has 

to date primarily provided one to one emotional and practical support to vulnerable young 

women (care leavers) as they try to navigate care and protection proceedings in relation to 

their pregnancy, baby, child or children. Many of these respondents concluded that the 

services provided by the Unity Project were all about giving young women a ‘fighting chance’ 
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to safely parent their baby, child or children.  

 

3.9 The emotional support provided by the project worker was understood to be significant and 

hugely valued by young women - helping them to manage anxiety, decrease stress, and 

recover from trauma. Service users were supported to establish routines and take steps to 

improve their relationships with family members and partners (or ex-partners). In addition, 

staff and referrers understood that Project Unity provided the following types of support: 

 

• Independent living support - accessing housing and setting up home to a ‘good 

enough’ standard; dealing with finances – accessing grants, managing income, crisis 

payments usually for food or transport. 

• Support for young women to ensure their rights are upheld and protected. In 

particular supporting them to engage with care and protection procedures – 

participating in meetings, accessing legal advice, managing transitions between 

various placements, parenting assessments and managing contact arrangements, 

etc.  

• Information and advice on local services/support and support in accessing to 

counter loneliness and isolation. 

• Information and advice on health and safety and advice on minimising risks to baby, 

child, children. 

• Support to access education, training or employment. 

 

3.10 Plans to develop peer support opportunities and workshops and establish multi-agency 

forums and platforms for influencing policy and practice in this first phase of Project Unity 

were hampered by a lack of resources and the demands of providing an intensive, one to one 

support service. A few group sessions and events were organised in 2018 – including peer 

advocacy training, a session to design the Project Unity logo, a consultation on peer support 

groups and a Christmas event for parents to get to know each other.   A national conference 

on gender inequalities attended by 200 young people was held in June 2018.  

 

3.11 The Case File Analysis revealed that all service users who engaged (n=40) received practical 

help and advice on aspects of independent living - housing, budgeting etc. as well their 

dealings with social services. A third of young women were referred onto, or linked in with, 

local (family of mother and baby) support groups and 16% to NYAS’s Peer Mentoring Project. 

Emotional support was provided to 80% of these young women. There were high levels of 

need and for some young women, the support provided was intense over a long period of 

time. It is striking just how much of the support provided by the Unity Project is around 

developing independent living skills – helping young people to manage in very difficult 

circumstances.  

 

3.12 Where it was noted (n=32), five of the cases were still open to Project Unity, of the remaining 

cases - 60% were open for less than 6 months, and a further 26%  were open for between 6-

12 months.  Four cases were open for more 12 months. However, this part of the analysis 

should be treated with caution as it was often hard to discern from the case files when cases 

became inactive or the reasons for closure. The staff changes within the project since August 
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2019 seem to have been a significant factor influencing the length of time young people 

engaged with the project.   

 

3.13 The primary service provided by Project Unity was the one to one practical and emotional 

support provided by the project worker to young women whose actual or potential parenting 

was the subject of concern to children’s services.  Unity project workers have been very skilled 

at engaging vulnerable, disaffected young women. Although around a quarter of the young 

women referred to Project Unity did not engage, for those that did the support provided by 

the one project worker was typically intense and wide-ranging. The NYAS advocates who 

referred young women to Project Unity often working alongside the Unity worker on the 

advocacy issue. One NYAS advocate explained how the two roles were complimentary: 

 

She did a fantastic job with Carole. Linking her in with other support services. As the 

advocate I did all the legal stuff and Unity provided a holistic, hand-holding, wrap 

around service. It worked well with a few cases I had. 

 

All four of the NYAS advocates interviewed said the arrangement worked really well as it 

worked to ‘broker’ the referral process for the young person. Young women were hearing 

about, and being introduced to, the Unity Project via someone independent they knew and 

trusted.  

 

Outreach and engagement 

 

3.14 The analysis illustrates how engagement takes time and skill. Many of the young women 

referred to Project Unity are suspicious of professionals because of previous poor experiences. 

Building up trust with the young person often required repeated reassurances and 

encouragement. Individual action plans on the case files indicated that the support provided 

was very much as led by the young women.  Ultimately, the Case File Analysis and the 

interviews with staff, referrers and service users provide testament that some of the young 

people that engaged with Unity were empowered and developed their confidence and skills 

so they could speak out directly and advocate for themselves. As one social worker explained: 

 

She [NYAS project worker] was great at engaging both parents who were very needy. 

She helped them in between social services and legal, explaining how things worked. I 

have had very positive feedback from young women. She empowered one young mum 

– she now deals with everything – it’s like [names Unity project worker] gave her the 

confidence and showed how to do it.  

 

3.15 However for some very vulnerable young people support is required in the longer term. Those 

working with these young people also need to recognise the high support needs and reach 

out or re-design their systems and procedures to make them more accessible. As one project 

worker explained: 

 

I was able to help with her housing application and address the barriers she was 

experiencing in trying to get into a college course. It took me two phone calls and it was 
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simple issues that I could easily sort out with the two agencies (housing department and 

college). She is much more confident now and she is doing it herself but you do wonder 

why they (housing and college) make it so difficult for young care leavers and young 

parents.  

  

3.16 Unity’s Youth Gender Equality Conference, held in June 2018 was the first ever national 

gender equality conference dedicated to young people in Wales. It was an opportunity for 

young people to share their views on gender equality in front of key decision makers, in a bid 

to help shape a fairer and more equal nation. Two hundred young people aged 14-21 and a 

similar number of professionals were addressed by Sally Holland, the Children’s Commissioner 

for Wales who outlined the Welsh Government’s commitment to equality and education. 

Additional speeches will be given by Dr Emma Renold from Cardiff University and Sharon 

Lovell, Director of NYAS Cymru. The conference audience listened to inspirational stories from 

a number of young speakers, who shared their own experiences and talk about what gender 

equality looks like to them. Themes explored at the event included; healthy relationships, 

gender stereotyping, LGBT youth and gender identity, health and gender and the role of men 

and boys.  

 

Co-production  

 

3.17 The project started in 2017 with big ambitions to develop the service with its target group – 

care experienced young mothers and expectant mothers - and to establish local peer 

support groups. In the first year of operation, Project Unity engaged young women to: 

• Name the project 

• Design the project logo and leaflets 

• Co-deliver the Gender Equality conference held June 2018 

• Co-produce their Project Unity action plans. 

 

3.18 Young mothers also shaped the new service after it was launched in 2018, highlighting the 

need for essential baby care items, which first-time parents may not have anticipated or be 

able to afford. NYAS responded by applying to the Big Lottery for an additional £10,000 to 

purchase 100 Baby Boxes for distribution through the Project.  In the same year, young people 

were supported to participate in research undertaken by CASCADE at Cardiff University on 

care experienced young mothers and expectant mothers - using their lived experience to try 

to bring about systemic changes to Welsh Government policy and local children’s services 

provisions6. 

 

3.19 As demand for one to one support work increased and staffing in the project and with partners 

was disrupted, all the resources available to Project Unity were deployed to support individual 

young women.  Efforts to establish dedicated peer support cafes were put on hold and service 

users were supported to engage with other peer support networks for young mothers such as 

 
6 Roberts, L., Maxwell, N. and Elliott, M. 2019. When young people in and leaving state care become parents: 
What happens and why?. Children and Youth Services Review 104, pp. 104387.[Check] 

http://orca.cf.ac.uk/123919
http://orca.cf.ac.uk/123919
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those facilitated by Gingerbread. There are now plans to start again and establish peer support 

groups with young people as soon as new staff are in post.   

  

3.20 The Case File Analysis and interviews demonstrated that co-production very much 

characterises the relationship between the Project Unity workers and service users. Individual 

action plans are co-produced and very much focused on the young women’s priorities. This 

approach will continue in Phase 2. There are plans too, in Phase 2 to set up a Project Unity 

Board, led by service users who will steer, develop and direct project delivery; campaigning, 

staff recruitment, induction and training.  

 

 

Outcomes 

 

3.21 While the outcomes for individual young people were not systematically recorded on the case 

files – the assessments, action plans and descriptions of the activities on file and the feedback 

from young people and from staff and referrers and co-workers indicates that the outcomes 

for individual service users include: 

 

Increased confidence: 

 

3.22 Every young person who gave feedback made reference to how the support from Project 

Unity had increased their confidence – to speak out, attend meetings and for one young 

mother of three, to get out and take a bus with her children: 

 

Unity brought me more out of myself. I’m now able to communicate to others. I can now 

get on a bus with the children – I wasn’t able to do that before. Xxx (project worker) 

made a real effort to help me access whatever I could to support me. Thank you.  

 

Another ex-service user, who had an undiagnosed illness when she was dealing with social 

services, stated:  

 

She [the Project Unity worker] brought up my confidence so I could speak to new people 

which I wouldn’t normally have done. I’m so glad they were involved I was ill with a 

condition and there were concerns about the parenting. I had to go to court to keep hold 

of them. Everything went well and once I got a proper diagnosis and treatment I was 

fine…..I’m living happily with my children now.  

 

Social workers and project workers also made reference to how young women engaging 

with Project Unity gained confidence and developed skills in dealing with agencies such as 

housing and the DWP.  
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Improved independent living skills – managing a tenancy, living on a low income: 

 

3.23 Young people frequently talked highly of the practical help and support they received from 

Unity. How reliable the worker was and how they gave good advice and helped with form 

filling and dealing with utility companies, the local authority and benefit agencies.  Many 

young women were trying to set up a home for the first time having only recently left care or 

being about to leave care. On top of the usual support that care leavers need to live 

independently those who were pregnant required support to prepare for parenthood7. For 

these young women to have a reliable, trustworthy, effective and independent support 

worker at this time was very much appreciated as the following quotes illustrate:  

 

It was really good Unity. The project worker really helped me with things I didn’t know 

about – like money grants and benefits, practical things…I trusted her – she was really 

nice.  

 

It’s nice to have someone there that is able to give advice especially for people who don’t 

have family and friends for advice.  

 

Advice and help on getting landlord to repair private rented accommodation – 

environmental health, Sec 21 notice etc. I did it with her help. SW didn’t know.  

 

She helped me fill in all the benefit forms 

 

She is very supportive – keeping in touch. She’s helping me with housing trying to get us 

housed. We are in private rented and it’s in terrible condition – drafts etc. But housing 

won’t give us a flat because we haven’t got the children and social services won’t give 

us the children if we don’t have better housing.  Vicious circle. 

 

Safer parenting: 

 

3.24 While Unity project workers were having to be clear that their role was to be supportive in 

whatever way the young person wanted rather than to take part in parenting assessments or 

routine monitoring of the safety of the baby or child, the support provided by Project Unity 

did include the giving of advice and support to young mothers and expectant mothers 

regarding safe parenting. The behaviour of violent or abusive ex-partners and the risks they 

posed to the child or baby (as identified by children’s services) were explained in 

understandable terms and advice given on how best to protect the child or baby and meet the 

expectations of children’s services. 

 

3.25 One NYAS advocate who worked with Unity on a number of different cases thought that one 

of the best things about the support provided by Unity was that because of the independence 

and the trusting relationship, young women did not feel they were being judged: 

 
7 Ibid 
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Young people feel they can ask [the Project Unity worker] for help with parenting (or 

preparing to be a parent) without being judged. Things go against them if they ask 

social services for help – not so much with Unity….. Imagine if there is nobody you feel 

safe talking to you about your worries or asking for parenting advice because you are 

fearful there will be some kind of reprisal and you will lose your child.  

 

3.26 Referrers spoke of the needs of young parents with Learning Disability and how valuable 

the Project Unity service was for them. One child protection social worker spoke of the 

high numbers of young mothers with Learning Disabilities on her caseload –many of whom 

were not care leavers and therefore not eligible for Project Unity even though they 

desperately needed the practical and emotional, non-judgemental and independent 

support provided 

 

Secured rights and entitlements: 

 

3.27 In over 60% of cases, young women were trying to address the concerns of social workers and 

were engaged in formal child protection processes and care proceedings. Many of the young 

women had had negative experiences of social services and a fair few, had poor relationships 

with their own social worker. They were frightened, confused and overwhelmed. Young 

people and NYAS advocates spoke of how the support provided by the Project Unity worker 

was welcomed. To have someone independent to support them really helped the young 

person to engage, and in some cases improve, relationships with the local authority. As one 

NYAS advocate explained:  

 

Project Unity means they can having someone to support them through a traumatic 

process, have someone to chat things through with, to discuss their worries and need 

for help - honestly and without fear of being seen as inadequate or a ‘bad’ parent. The 

Unity worker is independent and they can explain the jargon, and the plans - what it all 

means and specifically what is expected of them. Unity have also usefully followed up 

actions with social services on behalf of young women when actions get lost or 

misconstrued.  

 

Another member of NYAS staff reflected that Project Unity provided: someone who is on 

their side. It is very frightening for young women when social services walk into their lives.  

 

3.28 A common theme from interviews with all the staff and referrers was that Project Unity gave 

young mothers or expectant mothers ‘a fighting chance to keep their babies’. Young women 

felt similarly as the following quotes from three service users illustrate: 

 

She talked to social services and explained what was going on to us. She is on our side – 

at first I thought she was another one against but she isn’t.  
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We went through the PAMS – jumped through hoops and over hurdles – she supported 

us through that. She has been great. She came to the house once and we started to 

clean up all the children’s toys and she said, don’t worry about that I’m a mum too – 

that made us so relaxed. With social services you always on edge and you don’t like to 

ask for help for fear that you are seen as weak or doing wrong.  

 

They supported me all to do with social services – helped me understand what was 

expected of me. She was really nice. Having someone on your side is important.  

 

3.29 One NYAS advocate and co-worker suggested that the Unity worker bridged a gap between 

the professionals and the young person. She also noted that the Unity worker’s young person 

centred approach in meetings had, in her experience encouraged other professionals to focus 

on the young mother or expectant mother as well as taking steps to safeguard the welfare of 

the young children or baby.  

 

Improved health (emotional): 

 

3.30 The Case File Analysis highlighted the multiple vulnerabilities of service users. Many of the 

young women are very vulnerable - suffering with anxiety, Obsessive Compulsive Disorders 

(OCD), and agoraphobia. Some also had very poor relationships with their social worker and 

felt they had been unfairly treated by social services and judged all the time. While the Project 

Unity did not provide formal counselling – young women valued the emotional support they 

received from the Unity worker. Some were helped to establish routines and make use of 

other techniques to manage their anxieties. Unity also supported young women to make use 

of counselling services for example, CRUISE.  One young woman explained how the emotional 

support from the Unity worker had helped her when she and her young son were fleeing 

Domestic Abuse:  

 

The emotional support from Unity was so good – we were moving around a lot – in the 

refuge, now I’m settled but it was hard with my little boy. It really helped me to 

understand what was going on and get through to social services. 

 

Improved understanding of healthy relationships and sexual health: 

 

3.31 Many of the young women were entangled in unhealthy relationships with male partners or 

ex-partners and/or family members. The support provided by the Unity worker encouraged 

young women to reflect on such relationships, recognise signs of abuse, and tried to give them 

the confidence and assurance to know what is right and how to get support if needed. For 

some service users engaged with the project in its first year, this one to one support was 

complimented by Unity workshops on healthy relationships and participation in the national 

conference on gender equality in June 2018.   

 

Reduce isolation and improved access to support networks 
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3.32 Isolation and a lack of support was a big issue for at least a quarter of service users – often 

linked to their poor emotional health. The Case File Analysis revealed how some young 

mothers felt unable to go outside, to travel on public transport – even to take their child to 

nursery or school. Project Unity was never going to be able to solve all these problems but the 

emotional support from the project worker helped them to feel less alone and also helped 

them to better manage their hitherto unhealthy relationships with ex-partners and family 

members. In a number of cases, the worker was able to support the young person to attend 

a local support group. As one young woman explained: 

 

[Names her Project Unity worker] did refer me to groups – a mother and baby group. It 

was good – she came along with me. I have more support now. My gran next door and 

support from my other next door neighbour and the children’s paternal grandparents.  

 

Improved access to education training and employment: 

 

3.33 This was not common outcome for Project Unity’s service users according to the case records 

although two young women received support from Unity to access college courses they were 

interested in.  Most of the young women had plenty enough to focus on in terms of setting up 

a home and preparing for parenthood or looking after their babies and young children.  

 

Preventing children going into care: 

 

3.34 With the practical and emotional support provided by Project Unity some young people were 

able to safely parent their children. For those whose infants were taken into care and removed 

– young parents were helped to understand what was going on and to manage their grief and 

loss. It was difficult to discern from the Case File Analysis in all cases the outcome or the 

situation with regard to the babies or children when the case was closed. Of the 16 cases 

where it was stated, at the time the case was closed - 11 had their baby or child with them 

and five babies or children had gone into care.  

 

 

What activities are supporting particular outcomes? 

 

3.35 Figure 1 overleaf sets out the issues that Project Unity were supporting young people with, 

the types of support provided and the outcomes for service users. The majority of the 

outcomes read across to the Welsh Government’s national well-being outcomes for people 

who need care and support and carers who need support which builds on the definition of 

well-being in the Social Services and Well-being (Wales) Act 20148 (see Appendix C).

 
8 Welsh Government (2016) Well-being statement for people who need care and support and carers who need 
support 

https://gov.wales/sites/default/files/publications/2019-05/well-being-statement-for-people-who-need-care-and-support-and-carers-who-need-support.pdf
https://gov.wales/sites/default/files/publications/2019-05/well-being-statement-for-people-who-need-care-and-support-and-carers-who-need-support.pdf
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Figure 1: Main issues that Project Unity are supporting young people with, types of support provided and the related, desired outcomes  

Issues Response from Project Unity9 Outcomes 

Isolation  • Support to attend groups/ courses 

• Referrals to Young Mum and Single Parent groups  

• Support networks in place 

• Attendance at groups 

• Young person knows and understands what care, 

support and opportunities are available 

• Young person feels they belong 

Lack of confidence • Support to establish routines 

• Support to get out and about. 

• Confidence and self-esteem building sessions. 

• Routines established 

• Increased confidence 

• Increased engagement outside of the home 

Emotional health • Support with anxiety 

• Support to engage with specialist services including 

counselling (where available) 

• Listening 

• Support with self-care routines 

• Improved sense of well-being  

• Improved emotional health 

• Self-care 

• Young person is happy 

Finances  • Support to access benefits such as child tax credit and 

child benefit 

• Support to access grants and schemes such as healthy 

start, sure start. 

• Referrals to Cwtch Baby Bank 

• Support to manage debts/arrears  

• Support to cancel contracts or to receive 

compensation/refunds 

• Budgeting skills sessions 

• Increased income 

• Improved budgeting skills 

• Access to other support services – Cwtch Bank,  

Flying Start, Families First 

 
9 As requested by service users. All delivery is user-led, with the young women determining what level of support and intervention they want. 
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Housing and 

independent living 

skills 

• Support to get a tenancy 

• Support to set up utilities 

• Applications for Discretionary Assistance Funds 

• Support to access grants for utility services 

• Support around life-skills such as cooking, budgeting etc. 

• Living in a home  

• Young person gets the support she needs to live 

independently 

Safety  • Support around life skills i.e. health and safety, reducing 

risks, cleaning and safety equipment etc. 

• Challenging unhealthy relationships (including Domestic 

Violence) and encouraging healthy relationships  

• Support with accessing alarms, lights or other crime 

prevention products 

• Support with accessing specialist services including 

support with drug and alcohol misuse 

• Healthier relationships with close family and 

partners 

• Living in a safe home  

• Feeling safe and protected from abuse and 

neglect 

• Young person is supported to protect her children 

from abuse and neglect  

Securing young 

women’s rights and 

entitlements in child 

protection /care 

proceedings 

• Support to understand processes and engage with 

services - explaining what is happening and what is 

expected 

• Following up on actions and support with addressing 

concerns regarding parenting  

• Support to attend and engage in child protection 

meetings, and with accessing legal advice including 

explaining jargon  

• Providing information on the young women’s rights 

and entitlements  

• Encouraging other parties to focus on the welfare of 

the young mother (a care leaver) as well as on her 

children or unborn baby. 

• Young person feels their voice is heard/listened to 

• Young person feels they are treated with dignity 

and respect and their individual circumstances are 

considered 

• Young person accesses to the right information 

when it is needed  

• Young person speaks for herself and contributes to 

decisions affecting her life, or has someone who 

can do it for her 

• The number of children removed from care leavers 

and taken into the care system is reduced. 
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What has worked well, not so well – and what are the lessons learned? 

 

Worked well? 

  

3.36 Project Unity has provided a much need holistic support service to care experienced young 

mothers and expectant mothers in south east Wales. For the majority of the 40 young 

women who engaged with the project, the Case File Analysis indicates some positive 

outcomes as outlined in the previous section of this report.  This section of the report 

highlights what has worked particular well in the approach before considering what hasn’t 

worked so well and capturing the lessons learned from Phase 1.   

 

Engagement 

 

3.37 The successful engagement of vulnerable, disaffected young mothers and expectant mothers 

and the provision of holistic practical and emotional support to them at a time of crisis gave 

the young women a fighting chance to safely parent their baby, child or children. The Unity 

Project workers have real skills in engaging and gaining the trust of young people who are 

suspicious, frightened and confused when children’s services walk into their lives in what 

many experience, as an abrupt and judgemental manner. The fact that NYAS is independent 

is a huge factor as young people felt able to trust the workers when they understood they 

were separate from social services. Many of the young people had had and some still had, 

unhappy experiences with professionals and some had poor relationships with their social 

workers in particular.   In a few cases, it seems that the Unity Project worker was able to broker 

an improvement in relations between the young woman and her social worker or personal 

adviser. In many other cases they were able to support and encourage the young person to 

engage constructively with the professionals in their lives including those involved in the 

various child protection processes. This was evidenced by a joint Christmas social event in 

2018 for young people, project staff and personal advisors. 

 

Young person led 

 

3.38 The Case File Analysis reveals how the service provided by Project Unity is young people led. 

Initial assessments on file are conducted with the young person and identify: Where the young 

person is and where they want to be? What support the young person wants to help them get 

there? Typically, cases develop and change. Different issues are the focus as the child 

protection procedures and care proceedings go through their different stages. There is strong 

evidence from the files that the project workers constantly refer back to the service user to 

ascertain her wishes and feelings and ‘check-in’ on any new developments or 

communications.  

 

3.39 Young people were all very positive about the support they received from the Unity Project. 

When asked what had been particularly helpful or the best thing about the project young 

people highlighted the following aspects:  
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Reliable, non-judgemental, trustworthy 

 

She was always reliable – always came back to me, did what she said she would. She 

had the time – social services don’t. She wasn’t judging me. She was happy to help. 

 

They are there to listen to you and help you with your problems – budgeting etc. Really 

helped me understand letters and what was going on. 

It is a brilliant service in my opinion. It’s good to get involved and I would definitely 

recommend Unity to other young people in my situation. The best thing was the advice  

I was given. It really helped me with lots of things I needed help with. 

 

Learning to do new things that I didn’t know what to do – like practical things around 

bills and stuff.  

 

Was incredible. Unity referred me to all the classes and stuff. My confidence has shot 

up. You helped me with my housing. You referred me to right places. I made new friends 

and got new qualifications and skills because of you. Now I have new opportunities. I 

feel so much better in myself.   

 

Not so well? 

 

Lack of resources to meet demand 

 

3.40 The majority of NYAS staff and project workers interviewed concluded that Project Unity was 

under resourced in Phase 1 with a lone worker effectively providing a comprehensive one to 

one support service to very vulnerable young people as their unborn baby or child is subject 

to care proceedings. Demand could not be met safely and the model has been judged 

unsustainable – the intensity of the support required is too much for one worker with limited 

operational management or administrative support.   

 

3.41 The original Project Unity delivery plan included the provision of other services to compliment 

the one to one support - such as peer support opportunities, workshops, multi-agency forums, 

and engaging in networks with other Third Sector providers and campaigning. However, the 

demand for one to one support and the disruptions to staffing meant that in reality there was 

little capacity in NYAS or with partners to do these additional activities. During interview, 

young people and staff were keen to see Project Unity pursue the peer support element in 

Phase 2 of the project. Both by supporting young people’s engagement in relevant networks 

and forums across similar third sector projects and with corporate parents and also with local 

and digital, peer support events, groups or cafes.  

 

 Lack of clarity over boundaries and roles 

 

3.42 Interviews with NYAS staff and project workers as well as the Case File Analysis indicate that 

boundaries and roles were not always as clear as they should have been – between the young 

person and the Unity worker or between the Unity worker and social services. Agreements 
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with young people were set out at the start of all case files as to the role of the Unity worker 

and what they would do but things changed, new issues came up and new opportunities. 

Some cases were open for many months, many case closures seemed to be precipitated by a 

change in staffing or otherwise the young person dis-engaging. Support was intensive at times 

addressing high levels of need but the bigger picture and the objectives of the Unity Project’s 

continuing involvement - was not always clear.   

 

3.43 The role of the Unity worker was a difficult one at times in terms of balancing their 

responsibilities to the service user and to safeguarding their baby or child. There were a 

number of occasions recorded where the Unity worker reported safeguarding concerns to 

their manager and they were passed on to children’s services. These were difficult decisions 

for the project to make requiring dedicated oversight and support. On at least one occasion 

where the Unity Project worker challenged the young person (in this case about the behaviour 

of a violent ex-partner), the young person straight away disengaged from Unity. Balancing the 

role of supporting the young person in their wishes and feelings and helping them on their 

terms and the role of safeguarding the best interests of the children is tricky and project 

workers need training and support on that interface. Social workers too had to be reminded 

of the unique role of the Unity worker at times for example when asking them to contribute 

to parenting assessments.  

 

3.44 It has to be said that much of the support provided by Project Unity to date is around 

independent living skills. Support with housing, budgeting, keeping safe and looking after 

yourself as a care leaver is the responsibility of the corporate parent – the local authority, the 

local health board and the police. Leaving care teams may well be committed to this work as 

they prepare young people for leaving care and devise individual pathway plans but 

respondents indicated that many are under-resourced. One personal adviser described the 

role of the Unity worker as they same as theirs – to support the young person - both roles 

being distinctively different to the role of the baby or child’s social worker.  

  

Capturing the lessons learned from Phase 1  

 

3.45 This review has demonstrated the importance of the one to one, holistic support provided 

by Project Unity. It works to give young care experienced mothers and expectant mothers a 

‘fighting chance’ of keeping their children. The independent, intensive support is desperately 

needed and Phase 1 of Project Unity has really shaped what that, young people-led support 

should look like. This type of support is however, inevitably resource intensive – especially 

when considering the vulnerabilities of the service users and the all the challenges and 

obstacles they are facing. The staffing structures within and around Project Unity in NYAS 

are to be strengthened to ensure adequate operational support for project workers in relation 

to assessing and managing risk, safeguarding babies and infants,  lone working, and home 

visits in high risk situations. Consideration should also be given to actively encouraging co-

working as a means of mitigating any identified risks to project workers.   

 

3.46 Some NYAS staff expressed the view that, given what has been learned about the nature of 

the support that young women are requesting, and the realities of providing a young person-
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led service - care should be taken in opening up the service incrementally across Wales, so 

that demand can be properly managed. They said that whilst is really positive that Phase 2 

would provide more project workers and a much improved management and co-ordination 

staffing structure, it was still going to ‘fill up quickly’. The Case File Analysis suggests that the 

aim of Phase 2 of Project Unity to provide support services until ‘we have reached the goal set 

by the young woman in their support plan or if she no longer wishes to engage’10 may well 

cause difficulties in relation to throughput, when cases are not actively managed. One NYAS 

worker said she worried that in the next phase, Project Unity would not be able to meet all 

the demand: 

 

 I think if the offer remains the same, they will quickly get booked up.  We need to be 

careful how the service is advertised and promoted. The issue is young people need this 

kind of support straight away – they can’t wait. We don’t want to raise expectations 

and then not be able to deliver. 

 

3.47 The worker continued to say that already, many of the referrals were coming in too late, when 

they were in crisis and this is borne out by the Case File Analysis. It was recommended by this 

respondent that Project Unity should seek to establish a point of referral with each 

participating local authority to try to ensure Project Unity support is offered to all eligible 

young people promptly (e.g. all care leavers under a specific age who are pregnant) rather 

than just offered as a reaction when young women are clearly struggling. The proposal going 

forward is to take the roll out of Project Unity across Wales very steadily, setting bespoke 

eligibility criteria with each participating local authority. The criteria will be reviewed regularly 

‘to make best use of funding whilst safely meeting demand’11.  It will be important to include 

consideration of the findings of this evaluation when setting these local criteria including the 

importance of establishing clear points in child protection procedures where the local 

authority should consider discussing a referral to Project Unity with the young or expectant 

mother.  

 

3.48 Safeguarding babies and young children as well as safeguarding the young women has been 

a significant feature in a number of a cases with threats to personal safety mainly emanating 

from ex-partners or family members.  The reporting system in NYAS seems to have worked 

well although one occasion it has been experienced as bureaucratic. Project workers and 

managers acknowledged the need for new staff to receive training and support on 

safeguarding babies and children as well as on safeguarding vulnerable young women. One 

project worker wanted to see local agencies adopting a ‘safer lives’ approach which 

incorporates, more explicitly, considerations of the safety of both the mother as well as the 

babies/infants as a way of bringing all parties together to work on common objectives:   

 

  

 
10 NYAS Funding Application: Welsh Government Sustainable Social Services Third Sector Grant, August 2019  
11 Ibid 

https://gov.wales/sites/default/files/publications/2019-06/sustainable-social-services-third-sector-grant-2020-2023-guidance-notes_0.pdf
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It’s been difficult to balance when on the cusp…. Really what is needed is a ‘safer lives’ 

approach from agencies not just about young child – safety of mum too. They should be looking 

at MARACS12 as well as MASH13s. 

 

3.49 Many of the common experiences of young care experienced mothers and expectant mothers 

highlighted in this evaluation – fall far below the standards expected and set out in regulations 

and inspection frameworks. There are a number of very clear messages that need to be 

communicated to those agencies with corporate parenting responsibilities as highlighted in 

Figure 2. External facing programmes of training and guidance combined with stronger 

partnership working and influencing are required to press home these messages and affect 

systematic change. This could usefully be taken forward with interested young people in Phase 

2 through the proposed multi-agency forums and third sector networks.  

 

3.50 In the two years since Project Unity became operational interest has grown in this area of 

work - supporting vulnerable young mothers or expectant mothers. The interest is linked to 

the growing concerns about the rising numbers of children entering care in Wales and 

England. There is real scope in Wales for Project Unity to network work with other Third 

Sector agencies and academics on influencing and campaigning activities as well as 

collaborate on further research projects. Plan International UK currently run a girls rights 

programme14 in Wales supporting young people to ‘campaign on the issues affecting them 

and make positive change in their communities programme to ensure Wales is a place where 

girls are heard and feel empowered’. Plan are launching a Wales network early in 2021 which 

could be a useful opportunity for staff and young people from Project Unity to join with others 

and pursue common policy objectives – ahead of the Senedd elections scheduled for May 

2021. 

 

3.51 Two respondents, one male partner of a service user and one NYAS staff member were 

concerned that care experienced young fathers did not receive personalised support because 

many of them needed it too. The next phase of Project Unity includes plans to research the 

needs of young fathers and this will be good first step in responding to this feedback.  

 

3.52 Young people had few suggestions for improving the service Project Unity provided because 

they all thought it had been really good. One young person thought that social services should 

have more resources so that the social workers and personal advisers could support care-

experienced young and expectant mothers better than they do. A number would like to see 

Unity supporting local peer support groups. As one young person said:   

 

 
12 MARAC – Multi Agency Risk Assessment Conference. MARAC stands for Multi-Agency Risk Assessment 
Conference. The Domestic Violence MARAC is a meeting where agencies talk about the risk of future harm to 
people experiencing domestic abuse and if necessary their children, and draw up an action plan to help 
manage that risk. 
13 MASH – Multi Agency Safeguarding Hub. The Multi Agency Safeguarding Hub (MASH) brings key 
professionals together to facilitate early, better quality information sharing, analysis and decision-making, to 
safeguard vulnerable children and young people more effectively. 
14 Champions of Wales 

https://plan-uk.org/act-for-girls/champions-of-wales
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Bringing together young mums in local groups would be a good idea – I know it really 

helps to speak to others in the same situation. 
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Figure 2:  Messages from Project Unity Phase 1 

 
 

3.53 The last major lesson learned is that the systems NYAS employ for monitoring progress and 

for capturing evidence of outcomes did not work well for this type of support project. One 

issue is that the main system (PRISM) that NYAS use to record outcomes is not set up for 

project work – rather it is for advocacy work. It proved impossible to complete end of 

programme questionnaires with service users because of the nature of their engagement and 

for many, the busy-ness and instability of their lives. Feedback from service users as to their 

satisfaction with the service was only recorded in seven cases. Finally, the case recording 

system seemed to be good at capturing activities as well as action plans but there were no 

obvious reviews of the action plans or case summaries detailing outcomes in any systematic 

way.  It was not clear what reports the NYAS case management system could provide as there 

were abnormal challenges to accessing such reports during the lock down period. Ultimately 

the information from anonymised case files was extracted manually and entered into Excel 

for analysis. A process that is labour intensive and not sustainable.  

Messages from 
Project Unity

There is lack of 
preparation and 
planning for care 

experienced young 
women to become 

parents

Young women tell us they are 
in need of emotional and 
practical support to feel 
emotionally equipped to 

parent, and feel let down by a 
system they are not in by 
choice and which has not 

taught them how to be parents

They feel under immense 
scrutiny and judgement 

during parent assessments, 
often feeling stigmatised 
and discriminated against 

because of their care-
experienced status.

There is inconsistent 
quality in the publicly 

funded legal advice and 
representation young 

women have accessed in 
Wales

Many of the young people 
are still dealing with the 
trauma of their past, and 

have not received the 
necessary therapeutic 

support to deal with these 
issues

Many do not understand 
decisions being made and 
have no-one on their side 

to navigate the child 
protection  system in 

which they find 
themselves

We know they lack 
community networks 

and can be socially 
isolated, having no or 

minimal positive family 
networks and for some, 

abusive  ex-partners

Young care experienced 
mothers have aspirations to 
enter employment, training 
or education but they don’t 
have the resources  to do so
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4. Review of arrangements to monitor and evaluate Project Unity 

and proposals for capturing evidence of outcomes in Phase 2 
 

Review of arrangements to monitor and evaluate Project Unity 
 

4.1 As previously noted the arrangements in place to monitor progress against outputs and 

outcomes in the first phase of Project Unity were problematic. There are a number of issues 

to consider when planning for the evaluation of Phase 2 based on the experience, as follows: 

 

• Case records did not provide details of outcomes routinely. There were no case 

summaries or reports of reviews of individual action plans on the case record. 

• There were no periodic 360 reviews of individual cases as NYAS conducts annually 

with its advocacy and Independent Visitor caseloads. There was no evidence of any 

other system in place for gaining feedback from referrers on the progress the young 

person was making. 

• Recorded feedback from young people was only available from seven young people 

and there was no other records available of what service users thought of the service 

or their ideas for improvement. 

• The system for gathering information on the young person’s support needs and goals 

– at the start of the intervention and on progress towards those goals - at the end of 

intervention, proved to be impracticable. No ‘after’ assessments were completed 

largely because exits from the project was rarely planned.    

• Service users have not yet been involved in designing the framework for monitoring 

and evaluating the project.  

• NYAS’s credibility and capacity to achieve change through campaigning and 

influencing work will be strengthened if the issues the young women are dealing with, 

the details of the service response and the outcomes for service users are more 

systematically recorded, analysed and reported. This review has highlighted the 

common experiences of young care-experienced mothers and expectant mothers 

that need to be addressed by those with corporate parenting responsibilities albeit 

with help from the Third Sector. It is important to be able to evidence these needs 

and demonstrate exemplar responses.   

 

4.2 The review has confirmed that bringing in an independent evaluator towards the end of the 

project is a flawed approach.  Whoever is leading the evaluation should be involved right from 

the start to advise the project on: 

 

• The evaluation framework (objectives, KPIs etc.); 

• What to monitor and what information to collect and how; 

• A review once the service is operational to check through any teething problems with 

data collection and tweak the arrangements accordingly, and most importantly;  

• Provide interim reports to help shape the project’s development as it strives to meet 

its objectives.  
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 Review of the experiences of others evaluating similarly targeted services 
 

4.3 As part of the review, conversations were had with Dr Louise Roberts of CASCADE, Cardiff 

University and the Reflect (lead) Service Manager at Barnardo’s. Evaluations of services with 

similar objectives were also reviewed, including two evaluations of the Family Drug and 

Alcohol Courts (FDAC)15in England, and an evaluation of the Reflect Project in Gwent16 . 

Reports of the Care Crisis Review, published in 2018 were also included in the review. The 

Care Crisis Review, funded by the Nuffield Foundation and facilitated by the Family Rights 

Group, brought together the child welfare and family justice sectors and parents to consider 

how to address the ‘care crisis’, and explored the factors which have contributed to the 

number of children in care reaching the highest levels since the Children Act 1989 was enacted 

with care order applications reaching record levels17. The Review puts forward a series of 

options for change which remain pertinent to the legal and child protection systems 

surrounding Project Unity’s service users.. 

 

4.4 We also approached the Welsh Government for advice on any particular tools they favoured 

for gathering evidence on well-being outcomes from care experienced young people but no 

advice was forthcoming. The Welsh Government monitors progress against its national 

outcomes using a range of measures and is committed to publishing annual updates18.  The 

data it collects on the measures come from a range of sources but primarily local authority or 

police returns and, particularly for the subjective measures of well-being (such as life 

satisfaction), from the National Survey of Wales19. However, the Welsh Government analysis 

does not capture or identify the outcomes for particular populations, for example - care 

experienced young mothers or expectant mothers.  The aim is to provide ‘an understanding 

of the overall impact of care and support on people’s lives’20 

 

4.5 The same Welsh Government guidance indicates that the approach to measuring well-being 

outcomes ‘follows the principals of Results Based Accountability (RBA)’21. RBA draws a 

distinction between the well-being of the population (well-being outcomes) and service 

performance (the different that services make for their users)22. So each service or project 

(including Project Unity) retains direct accountability for their service delivery.23 In a related 

 
15 Harwin, J et al., (2011) The Family Drug and Alcohol Court evaluation project Final Report. Brunel University.  

Harwin, J et al., (2016) After FDAC: outcomes 5 years later Final Report. Lancaster University. 
16 Roberts, L. (2018) Evaluation of Reflect in Gwent. CASCADE, Cardiff University. 
17 Nuffield Foundation (2018) Care Crisis Review  
18 The most recent update was published in May 2019: Measuring national well-being: A report on the national 

outcomes framework for people who need care and support, and carers who need support, 2017-18 
19 National Survey of Wales  
20 Welsh Government (2019: Page 6) Social services: the national outcomes framework for people who need 
care and support and carers who need support.  
21 Ibid (page 7) 
22 Further information on the principles and terminology used in RBA can be found at: 
https://clearimpact.com/results-based-accountability/ 
23 Performance and Improvement Framework for Social Services Measuring Activity and Performance – 

Guidance 2020-21 
 

https://bura.brunel.ac.uk/handle/2438/5909
https://fdac.org.uk/wp-content/uploads/2020/03/After-FDAC-outcomes-5-years-later-Final-Report-December-2016.pdf
https://cb5afbac-5b1d-4b51-beeb-0123a0aadd81.filesusr.com/ugd/7516f3_09efd1fdb0e240248a58035c7dd4bdc2.pdf
https://www.frg.org.uk/involving-families/reforming-law-and-practice/care-crisis-review
https://gov.wales/sites/default/files/publications/2019-05/a-report-on-the-national-outcomes-framework-for-people-who-need-care-and-support-and-carers-who-need-support-2017-18.pdf
https://gov.wales/sites/default/files/publications/2019-05/a-report-on-the-national-outcomes-framework-for-people-who-need-care-and-support-and-carers-who-need-support-2017-18.pdf
https://gov.wales/national-survey-wales
https://gov.wales/social-services-national-outcomes-framework
https://gov.wales/social-services-national-outcomes-framework
https://gov.wales/sites/default/files/publications/2020-03/measuring-activity-and-performance-guidance-2020-21.pdf
https://gov.wales/sites/default/files/publications/2020-03/measuring-activity-and-performance-guidance-2020-21.pdf
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development, in order to measure direct accountability for local authorities, a performance 

measurement framework has been developed in relation to social services functions. It 

measures the things local authorities are doing to improve well-being outcomes for people in 

need of care and support. However, very few of these measures focus on children in need of 

care and support and none focus on local authority duties to provide support for children and 

young persons who it has looked after when they cease to be looked after (care leavers) as 

set out in Sections 105 to 115 of the Social Services and Well-being (Wales) Act 2014. 

According to the Law Wales website, the support provided by local authorities ‘is intended to 

be equivalent to that which a child who has not been looked after might reasonably expect 

from his or her parents.’24 

 

4.6 The learning from all these investigations has been incorporated in the following proposals 

but it should be noted that other providers are also experiencing challenges in capturing 

evidence of outcomes from vulnerable young women who use their support services. The only 

sure proof way of evidencing outcomes of a service such as Project Unity is to set up a 

Randomised Control Trail (RCT) and provide the service to one randomly selected group and 

no service to another matched group and then compare outcomes using validated measures.  

Such an approach is challenging not least for ethical reasons but also because of the high costs. 

For Project Unity Phase 2 a more pragmatic, action orientated approach to evaluation will 

better support a more dynamic relationship enabling the learning from the evaluation to 

inform the project’s ongoing expansion and strategic development. Action Research 

methodology particularly supports particpatory, collaborative and co-production approaches 

as favoured by Project Unity and is widely used in Education research.  

 

 

Proposals for Phase 2 
 

4.7 The following proposals are put forward for consideration. The aim is to both strengthen 

existing arrangements for recording and data collection and introduce new methods and 

procedures for gathering feedback from service users and referrers. It is envisaged that a 

particular challenge will be gathering the relevant quantitative data and demonstrating - in 

numerical terms, what exactly the project has achieved in terms of reducing the number of 

children entering the care system in Wales. On the plus side NYAS will be able to co-design 

(with service users, NYAS staff and funders) a monitoring and evaluation framework that: 

 

• Enables all beneficiaries to self-report changes as a result of their involvement in the 

project, in for example, their sense of safety or of feeling valued. 

• Provides illustrations of how activities have led to improvements in well-being 

outcomes for individual young women through case studies and video diaries (for 

example). 

• Potentially incorporates some validated mechanisms for measuring changes in well-

being. 

 
24 Law Wales. Leaving care and services for care leavers 

 

http://www.legislation.gov.uk/anaw/2014/4/contents?lang=en
https://law.gov.wales/publicservices/social-care/Local-authority-responsibilities/responsibilities-children/leaving-care/?lang=en#/publicservices/social-care/Local-authority-responsibilities/responsibilities-children/leaving-care/?tab=overview&lang=en
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• Facilitates reflections and regular reviews whereby successes are celebrated and 

areas requiring improvement are identified and acted upon. For example, with 

regard.   

Specific proposals are set out below in a series of steps. It will be important to engage Welsh 

Government grant manager(s) throughout the process as well as working with young women 

(service users but also eligible populations), participating local authorities and other partners 

and relevant agencies.  

 

STEP 1: Revising Objectives 
 

4.8 More work should be done on the objectives for the Project to make them SMARTER. 

Objectives are 'SMART' if they are specific, measurable, achievable, (sometimes agreed), 

realistic (or relevant) and time-bound, (or timely). 25 Once SMART, each objective should be 

assigned at least one Performance Indicator – or Success Criteria by asking what success in 

meeting that objective would look like.  Revisions to the objectives for Project Unity Phase 2 

would need to be negotiated with the funder, Welsh Government. At present the objectives 

for Phase 2 are as follows:  

 

1. Drive and support a reduction in numbers of children entering care in Wales and 

reduced involvement with the child protection system. 

2. Ensure that care-experienced young mothers and expectant mothers are empowered 

to have their voice heard and can influence policy and practice which impacts on this 

marginalised group. 

3. Improve the wellbeing of care-experienced mothers, expectant mothers and children 

in Wales. 

4. Address a diverse range of issues experienced by care-experienced young women, 

including poverty, homelessness, health and mental health, employability and 

educational attainment. 

5. Provide cost savings to local authorities by reducing demand on their services and 

preventing escalation of child protection proceedings. 

6. Reduce the impact of Adverse Childhood Experiences for the next generation of 

children. 

7. Expectant mothers are prepared and receive the necessary support to be equipped to 

be a good parent. 

 

STEP 2: Selecting Key Performance Indicators (KPIs) 
 

4.9 The selection of KPIs will be influenced by the availability of data and should be refined when 

practicable data collection arrangements are explored. For example, to assess performance 

against Objective 1, data would be required to measure the trends in the numbers of children 

entering care. Local authority returns and all Wales statistics are time-lagged and do not 

specify the care experience of mothers (see 4.5 above). Instead NYAS should look to 

 
25 Chartered Management Institute Setting SMART Objectives – a checklist 

http://www.iconsulting.org.uk/~/media/Files/Checklists/CHK-231-Setting_Smart_Objectives.pdf
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negotiating agreements with participating local authorities for them to capture a baseline 

measure before the Unity service is launched and then monitor the numbers of children of 

care experienced mothers aged up to 25 years – who enter care on a monthly or quarterly 

basis. This information could also be used to assess progress against Objective 5.  

 

4.10 Project Unity workers could also be asked to specifically record the care status of the children 

of service users at three or six-monthly reviews. Follow up interviews with local authority case 

managers could provide information on the care status of the children 3-6 months after the 

case was closed to Project Unity. Project workers could also record feedback from service 

users (see below) at regular intervals about the impact of Project Unity support.    

 

4.11 The selection of indicators should also reflect the Welsh Government’s national well-being 

outcomes for people who need care and support26. Appendix C of this report sets out a 

summary of these national well-being outcomes and national outcome indicators. The Welsh 

Government are funding Phase 2 of Project Unity under their Sustainable Social Services Third 

Sector Grant and will require evidence of improvements in some of the specified outcomes. 

Figure 1 on pages 16 and 17 illustrates (in the third column) a number of outcomes for Project 

Unity service users that have read across to the eight well-being domains in the national 

framework. The following five domains of the national well-being outcomes framework are 

particular relevant to Project Unity’s work and achievements in Phase 1: 

 

• Securing rights and entitlements 

• Physical and mental health and emotional well-being 

• Protection from Abuse and Neglect 

• Domestic, family and personal relationships 

• Social and economic well-being 

 

4.12 When determining the most suitable performance indicators for Project Unity Phase 2, it is 

inevitable that as well as working with local authorities to establish baselines and updates on 

relevant statistics, Project Unity will have to rely on a range of subjective measures and 

gathering feedback from service users for example, on their feelings of belonging, increased 

confidence, and their sense of well-being.  Project worker assessments and feedback from 

referrers can strengthen the evidence of improvements in particular outcomes by 

triangulating data collected from different sources.  

 

STEP 3:  Design data collection arrangements including tools that appeal and will 

engage service users and referrers 
 

4.13 By now, with a set of SMART objectives and related set of KPIs it will be possible to list all the 

information required and explore more critically how this information will be collected, 

stored, analysed and reported at regular intervals. Some kind of dashboard arrangement for 

 
26 Welsh Government (2016) Well-being statement for people who need care and support and carers who 
need support 

https://gov.wales/sites/default/files/publications/2019-05/well-being-statement-for-people-who-need-care-and-support-and-carers-who-need-support.pdf
https://gov.wales/sites/default/files/publications/2019-05/well-being-statement-for-people-who-need-care-and-support-and-carers-who-need-support.pdf
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managing both output and outcome data setting would be helpful but this may not be an 

available facility for NYAS projects.  

4.14 NYAS should review the tools and procedures it has for gathering feedback from service users 

on the outcomes or impact of the service. Outcomes Star ratings are recommended by some 

respondents and used by Barnardo’s Reflect projects27. One NYAS manager said:  

Outcome star is a widely used impact tool, it can be designed to be bespoke to the 

project KPIs and integrated into CHIP easily.   It is user friendly and provides a visual aid 

which evidences the distance travelled of service users.   I feel this would be really 

beneficial to the project and our other services, it is used by other agencies in particular 

Barnardo’s and the Reflect project who we have already identified as being some of our 

key partners for the Unity Project.  

4.15 An Outcomes Star could be designed to chart self-reported improvements in the most 

relevant key domains of the well-being statement. Further work needs to be done to consult 

with young people on how they would like to give feedback – for example, by making short 

video diaries, sending audio messages or having What’s App conversations where a short list 

of questions are fired off and young people respond with text or audio recordings.  Feedback 

could be routinely collected at three-monthly intervals.    

4.16 Referrers should also be encouraged to provide feedback – after the case is closed but also at 

three or six monthly reviews. Feedback could also be gathered from a broader local authority 

and corporate parenting perspective at quarterly multi-agency forums. All these 

arrangements need to be agreed and then set up, reviewed and probably tweaked.   

 

 STEP 4: Guidance and training for project staff and operational managers 
 

4.17  Detailed guidance and training should be provided to the Project Unity team and interested 

service users to ensure the recording of the information required and templates provided to 

encourage a consistent approach. For example a template for a three monthly case summary 

specifying a list of possible outcomes as set out in Figure 1 on page 19-20 and a system for 

triggering, administering and following up – periodic requests for feedback from service users 

and referrers.  

 

STEP 5: Reporting and opportunities for reflection and learning  
 

4.18 Opportunities must be created to make use of all the data collected and regularly report on 

progress against objectives to the Project Unity team. Monitoring and evaluation is not just 

about producing grant management reports it also a big part of a learning and project 

development process. It is especially important when developing an innovative project 

designed to meet a relatively new, identified need - to have regular opportunities for staff and 

 
27The Outcomes Star is an outcomes measurement tool.  The cost of the licence is around £700, then there 

are training costs for staff of around £200.    

 

https://www.outcomesstar.org.uk/
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service users to reflect on the project’s achievements, deliberate the challenges the project is 

facing, devise solutions and take them forward.     

 

5. Concluding comments  
 

5.1 Project Unity has been providing a much needed holistic, one to one support service to care 

experienced young mothers and expectant mothers in parts of south-east Wales since 2018. 

In the two plus years of operation, the project has demonstrated success in engaging very 

vulnerable and disaffected young women in a young people-led service. The support has been 

well received and is in high demand. The outcomes for service users look promising and it is 

exciting to be moving to a second, better resourced phase of Project Unity’s development. 

Further work will continue as part of Stage 2 of this consultancy with the new project team, 

the service manager and interested service users, to further develop the action plan sketched 

out above and set up the new monitoring and evaluation arrangements. 
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Appendix A: Case File Analysis Template 
 

 Yes/No Notes 

ID    

At time of referral    

Age    

Legal status    

Education/employment status    

LA area    

Housing (type)    

Pregnant    

Parent of child (+ ages and care status of children) 
  

 

At risk of CSE    

Issues that the project sought to address (tick all that 

apply):   

 

• Poor access to support services 
  

 

• Isolation, limited access to support networks    

• Knowledge/awareness/confidence-building  

around  support services, sexual health, 

healthy relationships, gender equality and 

body image   

 

• Levels of confidence and resilience    

• Other (please specify) 
  

 

Comments  
 

 

Referrer (NYAS, social worker, personal adviser.)    

Date case opened    

Services provided/support plan goals    

• Outreach and relationship building 
  

 

• Providing information and advice on support 

services   

 

• Advocacy support for young women to ensure 

their rights are upheld and protected 

(including for young parents attending Child 

Protection Conferences)   

 

• Group work 
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• Signposting to emotional and therapeutic 

support e.g. counselling 
  

 

• Membership of young parents participation 

group as a platform to influence how services 

work for care-experienced young people 
  

 

• Other (please specify) 

 

 

Hours per week? Type of contact (phone, visit, 

message, other) 
  

 

Comments  
  

 

Endings    

Date case closed    

Progress on issues that the project sought  to address 

(Tick all that apply): 
  

 

• Poor access to support services 
 

 

• Isolation, limited access to support networks 

 

 

• Knowledge/awareness/confidence-building  

around  support services, sexual health, 

healthy relationships, gender equality and 

body image   

 

• Levels of confidence and resilience, 
  

 

Other  impact (please specify)    

Other comments on outcomes? 
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Appendix B: Interview Topic Guides 

 

Background and experience with project unity 

Role/contact/involvement with the project 

Project UNITY – operations  

• Can you tell me how the project has developed over the last three years it is been 

operational?  

• Value of the different service elements, e.g. one to one support, support networks, 

workshops.  

• Delivery of support- what have been the main issues that Project Unity has supported young 

people to deal with – top 3? How were they supported? What has gone well/not so well?  

• Referral route and engagement.  

• Co-working with NYAS advocates or other referrers. 

• Peer support, workshops, conference 

• Influencing and campaigning activities 

• Evaluating progress against goals.  

Outcomes 

What about successes? 

• Young women achieving their goals or just making good progress 

• Positive outcomes for service users 

• Changes in policy or practice 

• Other 

How do you think the support from Unity helped with those successes?  

Influencing activities – impact? 

Monitoring and Evaluation (Project staff and managers only) 

Please can you describe how the recording systems worked in practice and how easy/difficult it was 

to collect all of the information required? 

Do you have any suggestions for how the project could best go about collecting the information 

needed to measure outcomes or ‘distance travelled’ for service users?  

Project Unity – Phase #2 

Are there any changes / improvements to Project Unity you would like to see in Phase #2?  

Comments on the service model and the ‘must have’ elements  

  

Staff and referrers 
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Background and experience with project unity 

Please tell me about your involvement with the project?  

How did you hear about the project? How was it explained? Was that a good way? How could that 

have been done better? 

Initial thoughts on the project – were you happy to engage?  

What did you hope the service would be like? What sort of support were you looking for?  

 

Project Unity  

• Activities 

• Frequency and type of contact 

• What were the main issues that Project Unity supported you with  

• Co-working with NYAS advocates or other referrers. 

• Peer support, workshops, conference (if relevant) 

• Influencing and campaigning activities 

 

Outcomes 

Do you think the service helped you? If so, how?  

What issues did you work on with Unity? What goals did you achieve? What changed? 

How do you think the support from Unity helped with those successes?  

What do you think are the best bits of working with Project Unity? 

Would you recommend Unity to others? 

 

Project Unity – Phase #2 

Are there any changes / improvements to Project Unity you would like to see in Phase #2? 

Comments on the service model and the ‘must have’ elements.

Young women (service users) 
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Appendix C:  Summary of the national well-being outcomes and national outcome indicators (Wales)28 
 

What well-being means 
National well-being outcomes National outcome indicators 

Securing rights and 
entitlements 

Also for adults: Control 

over  day-to-day life 

I know and understand what care, support and 
opportunities are available and use these to help me 

achieve my well-being  

I can access the right information, when I  

need it, in the way I want it and use this to manage and 
improve my well-being  

I am treated with dignity and respect and treat others 
the same 

My voice is heard and listened to 

My individual circumstances are considered 

I speak for myself and contribute to the  

decisions that affect my life, or have someone who can 

do it for me 

Percentage of people who rate the care and support they have received as 
excellent or good 

Percentage of people whose care and support has helped them have a better 

quality of life 

Percentage of people who feel they have been treated with respect 

Percentage of people who rate the people that provided their help, care and 

support as excellent or good 

Percentage of people that received the right information or advice when 

they needed it 

Percentage of people reporting that they are in control of their daily life 
as much as they can be  

Percentage of people who felt involved in decisions about their care and 
support 

Percentage of voluntary organisations offering family welfare and children 
activities 

Percentage of adult service users receiving a direct payment 

 

 
28 Welsh Government (2016) Well-being statement for people who need care and support and carers who need support 

https://gov.wales/sites/default/files/publications/2019-05/well-being-statement-for-people-who-need-care-and-support-and-carers-who-need-support.pdf
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What well-being means 
 

National well-being outcomes 

 

National outcome indicators 

Physical and 

mental health and 
emotional well-

being 

Also for children:  

Physical, intellectual, 

emotional, social and 

behavioural 

development 

I am healthy and active and do things to keep myself 

healthy  

I am happy and do the things that make me happy 

I get the right care and support, as early as possible 

Percentage of people with high happiness scores  

Percentage of people with high life satisfaction scores  

Mean mental well-being score for people 

Percentage of people who have fewer than two healthy lifestyle behaviours 

Percentage of live singleton births with a birth weight of less than 2500 grams 

Percentage of children who receive care and support with mental health 
problems 

Percentage of children who receive care and support with up-to-date 

immunisations 

Percentage of children who receive care and support aged 5 and over with 

up-to-date dental checks 

Percentage of adults reporting their health in general is very good or good 

Healthy life expectancy at birth  

Hip fractures among older people 

Protection from abuse 

and neglect 
I am safe and protected from abuse and neglect 

I am supported to protect the people that matter to me 
from abuse and neglect 

I am informed about how to make my concerns known 

Incidence of domestic abuse and sexual offences  

Percentage of re-registrations of children on local authority child protection 
registers  

Percentage of people reporting they feel safe 

Percentage of adults at risk of abuse or neglect reported more than once 

during the year 
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What well-being 

means 

National well-being outcomes National outcome indicators 

Education, training and 

recreation 

I can learn and develop to my full potential 

I do the things that matter to me 

Key stage 2 and 4 results for children who receive care and support  

School attendance rates of children who receive care and support  

Learner outcomes in the further education, work-based learning and adult 
community learning sectors  

Percentage of adults aged 16-64 with at least one qualification 

Percentage of children who receive care and support achieving the expected 
level of learning or above at the end of the Foundation Phase 

Percentage of people reporting that they are able do the things that matter 

to them 

Domestic, family and 

personal relationships 

I belong 

I contribute to and enjoy safe and healthy 

relationships Percentage of people who feel that they belong to their local area  

Percentage of people who think that their local area is a place where 

people from different backgrounds get on well together  

Percentage of people reporting overall, emotional and social loneliness 

Percentage of people who think that people in their local area treat each 

other with respect and consideration 
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What well-being means 
 

National well-being outcomes 

 

National outcome indicators 

Contribution made to 

society 

I engage and make a contribution to my 
community 

I feel valued in society 

Percentage of people reporting the things they do in life are worthwhile 

Percentage of people who volunteer 

Percentage of voluntary organisations offering community or youth activities 

Percentage of voluntary organisations offering disability activities 

Social and economic  

well-being 

Also for adults: 

Participation in work 

I contribute towards my social life and can be with the 
people that I choose 

I do not live in poverty 

I am supported to work 

I get the help I need to grow up and be independent 

I get care and support through the  

Welsh language if I want it 

Employment rate of over 50’s 

Employment rate of adults aged 16-64 who are Equality Act core or work-

limiting disabled 

Gap in healthy life expectancy between least and most deprived  

The percentage of 19-24 year olds who are not in education, employment or 
training (NEET) 

Percentage of materially deprived households 

Suitability of living  

accommodation 

I live in a home that best supports me to achieve 

my well-being 

Percentage of people reporting that their accommodation is suitable for 

their needs 

Percentage of homeless households which include dependent children  

Percentage of voluntary organisations offering housing activities 

Percentage of social housing compliant with Welsh Housing Quality Standard 


