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1.  PERFORMANCE AGAINST OBJECTIVES
1.1. Summary

The WNF funded GEM Programme ran from October 2009 to March 2011.  Two full cohorts have completed the 14 week GEM Programme.  These two cohorts commenced in November 2009 and May 2010 respectively.  A third cohort has commenced the programme on 21st March 2011, to complete at the end of June with additional funding from partner organisations.

It is intended that the GEM Programme will continue to run as a self-funded model with partner organisations providing funding at different levels.

The GEM programme has met its objectives throughout its duration. The Centre for Partnership was cited as the highest performing Working Neighbourhood Fund provider at the completion of the first year of the programme, along with the two other graduate transition programmes in Bradford.   (Source: Working Neighbourhoods Fund Skills Development Programme Mid-term Report, July 2010, Bradford District Council)
The performance of the first year of the GEM programme was covered in the mid-term report.  This final report will focus on the performance of the second year and the commencement of the third year of the GEM Programme, which have both run in line with the Project Plan in Appendix 1a.  The report will also outline the plans for the future of the GEM Programme.  
Year 2 of GEMS was largely run in the same format as Year 1, with some tweaks in view of feedback received at the Evaluation Stage of Year 1, as detailed in point 1.5.  Contract variations took place at the end of Year 2 to address concerns about the number of graduates into work anticipated, due to the changing economic and political climate.  The contract was varied by increasing the numbers of graduates engaged onto the programme; delivery of personal development/employability training and work placements.  Year 3 of the programme has drawn down the last £25k of WNF funding.  The contract value was increased to £153,569, which has been claimed in full by the end of March 2011.  
The high level project plan for the third year of the GEM Programme can be found at Appendix 1b.   A key objective in the ability to run a third programme was being able to sell the benefits of continuing the programme to existing and new partners, with a view to their pledging involvement in self-funding the third programme.  This objective was met, and the remainder of the funding from the WNF contract, together with the self-funding element from partners have jointly enabled the planning and development of a third GEM programme.
Third year GEM performance has commenced as planned.  The third year is majority funded by existing and new Housing Internship Partners who have been sought to pay graduate bursaries and the cost towards running another programme.  Work continues in line with the project plan to engage new partners in West Yorkshire.  The recent GEMS recruitment drive has seen 10 new graduates commence the GEM Programme on 21st March.  Of the 10 graduates engaged, 6 are from Bradford.  (The graduates who live outside of Bradford will not be included in the statistics or narrative of this report)  
Work will continue beyond the life of the Working Neighbourhood Funding to engage more partners for West Yorkshire and potentially more nationally based GEM Programmes as part of a longer term project plan as detailed in Section 6 of this report and outlined in the Project Plan in Appendix 1b.

1.2  Housing Internship Partnership (HIP)

The Housing Internship Partnership continued to play a key role during the second year of the programme, with involvement in the direction setting and graduate support.  The HIP attended 3 steering group meetings and 3 conference events during the second cohort providing support and guidance to graduates.  Three partners were also able to offer graduates permanent or temporary roles beyond their placements.
1.3  Recruitment

The Recruitment process for the second cohort took place during April 2010, with extra work carried out prior to the commencement of the programme to attract more candidates.  The recruitment phase ran along similar lines to the first year of the programme, with graduates being asked to make personal presentations, take part in a group activity and attend one to one interviews.  12 graduates were engaged from the process for the second cohort.
The third cohort was recruited in March 2011.  The format for the third cohort recruitment was amended in line with the external partners’ wishes to have more involvement in the process and the programme was advertised across West Yorkshire to cater for the geographical spread of the new partner base.  Graduates were asked to apply for specific projects with a maximum of 3 project choices, and went through a 2 stage recruitment process.  The first stage was to assess general suitability for the programme, and the second stage was a visit to the placements and assessment process where there was more than 1 graduate interested in the programme.   Although logistically challenging, it is felt so far that the process was successful in terms of the quality of candidates engaged for the third cohort. 
1.4  Action Group

The format of the Action Group for the second cohort commenced slightly differently than that of the first cohort.  The initial meeting/matching of graduates with their placement providers, together with the Employability part of the induction process was shifted forward and given 3 days prior to the Action Group induction week.  This meant that 4 full days could be given up to induction week, with placement induction visits taking place on the 5th day. This arrangement alleviated the rushed feel throughout the first cohort induction week.
For the third cohort, the content of the induction week was tweaked again in view of the drop in funding, so that only one tutor was engaged with the graduates at any one time, and only one day of group employability input took place during induction week.  Individual needs in terms of CV and application form completion will be met in one to ones throughout the programme.

1.5  Conferences

HIP Conferences were organised throughout the second cohort.  The networking, support and feedback that the HIP Steering Group were able to provide to the graduates during the first 2 conferences proved invaluable in building their confidence and developing their presentation skills in preparation for the final Exhibition in September.
Conferences have been planned in for the 2011 cohort to continue to engage the partners in the development of the graduates’ presentation skills leading towards the Exhibition.  

1.6  Reflection/Evaluation

Second cohort
Some programme changes for the second cohort took place as a result of previous evaluation from the first cohort.  The main changes were as follows:

· Placement mentors were invited to have involvement in the recruitment process, although this offer wasn’t taken up.

· Placement mentors were able to “sell” their projects and meet interested graduates during pre-induction week.   There was also time for graduates to attend interviews with placements where there was more than one graduate interested in a particular placement as a first choice.  This gave partners more input into graduate selection.

· Some of the first cohort attended a personal development session with the second cohort and related their own successes and learning experiences.  This received good feedback from the second cohort.
· The ILM unit was offered as an option, not a mandatory requirement, with a recommendation for graduates to complete the first assignment only, as the second assignment was on Leadership and had proved difficult to access where graduates didn’t have the relevant experience.

· Again a number of graduates (7) opted to carry out only one placement, which gave them more opportunity to experience the culture of the organisation they worked at.

· 4 new partners were engaged for the second cohort. 
· A chance for both cohorts to get together over a meal at Christmas was organised.

Following completion of the second cohort, questionnaires were sent out to partners and graduates, and an Evaluation event was held on 29th September. 
Positive feedback from graduates is summarised pretty much around the whole programme, with high value placed on the degree of support/mentoring received, the new skills gained, work experience and networking opportunities.  Positive feedback from partners was received around how the programme fits into their worklessness agenda, the new skills that they were able to utilise within their organisations, the commitment involved in running the programme and the opportunity to develop their own mentoring skills.
Negative feedback was received around the short term nature of the programme, restricted funding, mentor feedback (for one graduate) and the structure of some of the personal development sessions.

Third Cohort

-    4 more new external partners were engaged in the programme.

· Graduates were asked to apply for specific 12 week projects which were all detailed in the application pack, and to relate to how their own skills and qualities matched up with the requirements of the project in their application.

· Partners had involvement at recruitment stage by carrying out their own interviews and assessments on site.  This meant that graduates were able to get a feel for the organisation at an early stage and enabled a 3 way selection process between the Centre for Partnership, external partners and graduates.

· The Centre for Partnership has succeeded in its application to become an accredited CIH Centre, therefore the Institute of Leadership and Management assessment has been replaced by assessment for the Chartered Institute of Housing.

· The Personal Development and Employability induction were condensed back into 5 days to ensure cost effectiveness, with placement visits having taken place as part of the assessment process.
1.7  Issues impacting upon project progress during second cohort

The main issues which affected the smooth running of the second cohort were as follows:
· The dynamic of the second cohort was very different to that of the first, largely because the second cohort, were all from a similar age group (under 30), and there were also some strong personalities.  Although these issues had a positive impact in terms of the energy and enthusiasm of some of the cohort, it also led to challenges around personality clashes, placement provider concerns about conduct at work, and inappropriate conduct during personal development sessions, which had to be dealt with by the project manager and tutor.

· Similar to the first cohort some of the graduates’ lack of personal responsibility, lack of punctuality, and their motivation in terms of job search and placement work, led to some challenges in leading a small number of the group.  
1.8  Project Highlights

1.8.1  Once again the second cohort got off to a positive start.  The induction week worked well, and the 12 new graduates tackled the challenges they were faced with energy and enthusiasm.
1.8.2   In terms of graduates into employment, 50% of the two cohorts were successful in gaining employment following the programme.  (Anecdotally this figure is higher, but evidence has not been provided by all graduates)  
1.8.3  A real highlight was that the programme was multi-dimensional and able to provide a key piece in the jigsaw for many of the graduates in a diversity of ways, for example:

· graduates who had a clear idea of what their career path should be, but lacked the networks and contacts to get them into the right organisation
· graduates who needed to experience different elements of the housing sector in order to be able to decide upon a career path

· graduates who needed their self-confidence building.

· graduates who wanted to gain relevant work experience that would enhance their CV and employment prospects.

1.8.4  The programme brought out some key strengths in graduates who were willing to work hard, for example on the project management of the Exhibition.

1.8.5   A number of the graduates gave their own time to assist with some of the events during and after the second cohort, such as the first cohort speaking to the new cohort about their experiences and presenting at the second Exhibition.  Graduates from the first two cohorts had involvement in selling the programme to potential external partners at an event on 30th September 2010.
1.8.6  The second GEMS Exhibition was an event at which all the graduates seemed to enjoy presenting their experiences, and provided an entertaining break in the day for a number of senior people from the housing sector.  Some of the graduates had worked extremely hard in planning the Exhibition and a number of key Incommunities staff provided their professional input on photography, choreography and marketing themes, which provided the WOW factor.  The event provided some valuable publicity for the programme and gave graduates another networking opportunity.
1.9  Continuous Improvement
Improvements from the second cohort can be summarised as follows:

· The personal development sessions were reviewed to ensure that they linked in specifically with the housing sector.  The Centre for Partnership is now an accredited Chartered Institute of Housing centre, therefore learning and assessment will be based around CIH requirements, making the programme absolutely relevant to the housing sector.
· Graduates were asked to choose placements at application stage and demonstrate how they fit the essential criteria.

· Placement providers took part in the recruitment.

· Graduates visited their chosen placement where placement providers assessed their capabilities against the project requirements.

· The programme needs to engage the right people who want to learn and work hard.  As funding was dependent upon numbers, a small percentage of the second cohort, were engaged despite reservations in terms of their capabilities.  With partners funding much of the third cohort, it will be crucial to engage graduates with the right values and attitude to work.  Therefore recruitment was carried out in 2 stages and partners were engaged in decision making. 

· Mentors need to be tougher where graduates demonstrate behaviours that do not fit within the values of the programme, particularly in view of the self funding programme, eg; where they are unwilling to work hard or take personal responsibility. 

· Due to other commitments on the part of the accredited centre, the ILM assignments were not covered with graduates until late in the programme.  This problem will be completely alleviated in the 3rd cohort, as the Centre for Partnership is now an accredited centre for the Chartered Institute of Housing and as such will set, assess and internally verify all assignments. 

· Basic skill deficits were highlighted by partners in terms of the level of IT/numeracy skills in cases.   Partners were encouraged to test the essential skills required by them at an early stage and a generic assessment form will be produced that partners should complete on the trial days.

· Partners suggested having longer placements.  All placements on the third cohort are to be 12 weeks.  At the moment, there is not enough funding to run a longer programme, although this may change in future.

· Partners suggested they would like an employer market stall at the Exhibition.  This will be planned into the third cohort Exhibition.
2.   PERFORMANCE AGAINST OUTPUT REQUIREMENTS

2.1  Performance against Outputs and Milestones

The GEM Programme has achieved 100% of its claims against profile by 31st March 2011.  
The programme performed well against profile throughout the project duration, and had exceeded expectations by operating at 154% to profile, by July 2010, at the time of the WNF mid-term report publication.
Appendix 3 shows the Centre for Partnership’s performance against set Outputs and Milestones during the whole of the GEM programme.  
The summary of Actual claims at key stages in the programme is as follows:
	Actual Spend to April 2010 
	£69,229

	Actual Spend to July 2010  
	£99,979

	Actual Spend to September 2010
	£122,129

	Actual Spend to December 2010
	£128,129

	Actual Spend to March 2011
	£153,569


2.2  Beneficiary Data
Appendix 2 shows the data collected at recruitment stage of the beneficiaries engaged on 3 cohorts of the GEM programme.  A profile summary (percentage figures allow for rounding up or down) is as follows:
	Profile
	Categories
	As % of 1st Cohort 
	As % of 2nd Cohort
	As % of 3rd Cohort
	As % of All graduates

	Gender:


	Male

Female
	80%
20%
	50%
50%
	50%
50%
	64%

36%

	Age:
	Under 25

Age 25-30 

Age 30- 40

Age 40 - 50
	40%
30%

10%

20%
	42%
58%

-

-
	16.7%
50%

33.3%

-
	36%

46%

11%

  7%

	Ethnic background:


	British/Asian

Black African

White British/European

Indian

Bangladeshi
	60%
20%

10%

10%

-
	75%
-

25%

-

-
	33%
-

50%

-

17%
	61%

  7%

25%

  3.5%

  3.5%

	Disability:

	No

Yes
	100%
-
	100%
-
	100%
-
	100%

   -

	Council Ward:
	Thornton and Allerton
Toller

Heaton

Manningham

City

Bowling

Little Horton

Bradford Moor

Barkerend

Keighley East

Clayton and Fairweather Green

Bingley

Tong

Windhill and Wrose

Bolton and Undercliffe

Royds
	10%
10%
10%

10%
10%

30%

10%
10%

-

-

-

-

-

-

-

-
	-
   8.3%

-

16.8%

  8.3%

-

16.8%

  8.3%

  8.3%

  8.3%

  8.3%

  8.3%

  8.3%

-

-

-
	-
33.3%
-

-

-

-

-

16.7%

-

-

-

-

-

-

16.7%

16.7%

16.7%
	3.5%

14.3%
3.5%

11%

7%

11%

11%

14.3%
3.5%

3.5%

3.5%

3.5%

3.5%

3.5%

3.5%

3.5%

	Job success:
	British/Asian
Black African

Indian 

White British

Bangladeshi
	-
-

-

-

-
	-
-

-

-

-
	-
-

-

-

-
	28.5%

3.5%

-

7%

-


The first cohort differed from the next two in profile in terms of gender, with a 4:1 male to female ratio.  The second and third cohorts contained equal male to female graduates.  In terms of age, the second cohort, were all under age 30, and the proportion of graduates over 30 has increased in the final cohort to make up a third of the cohort.  

In terms of ethnicity, all 3 cohorts have differed, with British Asian graduates making up for the majority of cohorts one and two at 60% and 75% respectively. The British/European proportion of graduates increased throughout the programme from 10% to 20% to 50%.   Graduates from the African sub-continent were represented in the first cohort to 20%, but this decreased to nil in the next two cohorts.  This was despite applications having been received for the third cohort from a number of African graduates who did not pass the recruitment assessment process.  There was speculation amongst the recruiters that graduates who were educated abroad were not as geared up to the recruiting process and work culture as graduates who were educated in the United Kingdom and the assessment process had become more stringent by the third cohort with more applicants to select from.
It is notable that there were no graduates who registered a disability on the GEM Programme.  An application was received from a graduate through Remploy for the third cohort, but she withdrew her application before attending the assessment process, despite adjustments having been made to the process for her.  Her reasons for withdrawal were not given.  This will need to be followed up with Remploy and addressed if necessary in recruitment of future cohorts.  
Graduates from the three cohorts come from across the Bradford District, with the Manningham and Bradford Moor areas being the best represented on the GEM Programme.

Officially, 11 out of the 22 graduates from the first 2 cohorts have been successful in finding employment.  Anecdotally a further 4 graduates have found work but failed to submit evidence.

3.   INTERVENTIONS
The main concerns throughout the project have been in achieving the numbers of graduates into work as anticipated.  As the GEM Programme progressed, the political and economic climate altered which meant less available job opportunities.  In addition, there was anecdotal information through graduates who continued to engage with the programme, that others had found work, but were not forthcoming with their evidence.  Towards the end of 2010, the interventions below were put in place to deal with these concerns.

3.1 Additional Support

In October 2010, a workshop was set up to provide intense one to one assistance for those graduates who hadn’t yet found work.  Unfortunately, only one graduate attended.

3.2  Outputs
It was felt by the project team that another cohort of GEMS could be set up before the end of the WNF programme, and further graduates could benefit from the personal and skills development modules.  This would enable further funds to be drawn down if the contract could be varied to reflect this. In November 2010, the team at Bradford Council agreed that the output dealing with graduates into employment, OP6 be reduced by 5.  Simultaneously, OP1-4 dealing with graduates engaged; undergoing skills development and into work placements were all increased by 6.  This meant that all the remaining Working Neighbourhood Funding could be drawn down by 31st March if the recruitment process was successful.   In February 2011 the opportunity arose to bid for excess funding in relation to existing outputs, and a bid to claim for a further OP6 in the belief that at least one more graduate would supply evidence of work was accepted.
Contract variations during the life of the project were as follows:
	Date
	Reason for Variation
	Variation detail

	November 2010
	Concerns about ability to achieve OP6 target 
	OP1 increased by 6 to 26

	
	In light of changing economic and political
	OP2 increased by 6 to 26

	
	Climate.
	OP3 increased by 6 to 26

	
	
	OP4 increased by 6 to 46

	
	
	OP6 reduced by 5 to 10

	February 2011
	Succeeded in bidding for extra funding.
	OP6 increased by 1 to 11


4.  END USER PARTICIPATION
Case studies are included in the GEMS Brochure at Appendix 4, which have been used to sell the programme to new partners and potential graduates, and highlight some of the individual stories of beneficiaries.
Throughout the programme, the majority of beneficiaries engaged well, and it was notable that those graduates who worked hard on their placements; submitting job applications and in the skills development sessions were generally the ones who succeeded in their job search efforts.

There were a small number of beneficiaries who did not participate fully.  These were more notable in the second cohort.  There was also a need to deal with a number of conduct issues during the second cohort.  One graduate left the programme mid-way through, as she failed to turn up for her placement on two occasions despite warnings.  The same graduate had had two altercations with other graduates on the programme, which had to be dealt with.
5.   REFLECTION

5.1 Successes

The Centre for Partnership has successfully managed the GEM Programme in accordance with budget throughout its lifespan, with all outcomes and milestones achieved.  

The Centre for Partnership was cited as the highest performing Working Neighbourhood Fund provider at the completion of the first year of the programme, along with the two other graduate transition programmes in Bradford.   (Source: Working Neighbourhoods Fund Skills Development Programme Mid-term Report, July 2010, Bradford District Council)

The GEM Programme has been successful in terms of its partnership working with organisations throughout the West Yorkshire Housing sector.  Partners have pooled resources and worked together in a positive and proactive way to reduce graduate unemployment in a time of budget and funding cuts.  It is anticipated that these relationships will continue and build even after the life of the WNF Funding.  Testimonials from partners can be found in the GEM Brochure at Appendix 4.
One success of the programme design is around the extensive use of mentoring from each area of the programme.  It means that support for individuals comes from separate mentors in 3 areas of expertise – work placements, personal development and employability.  In addition to this, the camaraderie built up during the induction week between the graduates adds another dimension of support and helps to further build confidence and networks.

The GEM programme has been successful in helping over half of the graduates who have completed the programme find work.  A rewarding aspect of the programme has been when successful graduates keep in touch with the programme after its completion.  Participants have gained job success, confidence, experience, direction, contacts and networks that have already proved useful in kick starting their careers.  Quotes from graduates can be found in the GEM Brochure at Appendix 4.
The Exhibition events were successful in highlighting the talents of the graduates and publicising the GEM programme throughout the region.
5.2  Lessons learned

There are lessons to be learned from each cohort of the GEM Programme.  One of the main considerations in taking the programme forward is that every cohort is different, and needs to be managed flexibly with this in mind.  The design of the structure of the GEM Programme has been a great success, and allows flexibility in terms of managing individual needs and expectations.  
Lessons were learned from the first two cohorts in terms of being strict around dealing with inappropriate conduct and behaviours and also in ensuring that graduates values link in with the sector.  More robust feedback and nipping issues in the bud at an earlier stage are now part of the third cohort management strategy.  This has led to the loss of two graduates during the induction week.

6.  THE FUTURE OF THE GEM PROGRAMME
During the latter half of 2010, plans commenced to gauge the appetite for continuing a GEM programme throughout West Yorkshire.  The GEMS project team felt strongly that due to the success of the programme so far in getting graduates into work within the sector, it needs to capitalise on the momentum gained.  With this in mind, an event was organised to which a number of partners from the West Yorkshire housing sector were invited. The event was attended by a number of organisations from across the region and was a success in that it led to further meetings with potential partners who wanted to engage in another programme.  
The Project Plan at Appendix 1 reflects plans for the future of the GEM Programme throughout West Yorkshire and extending to other regions.  The GEMS Brochure at Appendix 4 was designed to sell the programme to new partners.

6.1 Partners and Funding
Most of the existing partners were retained on the programme and were able to pledge funding to contribute towards the programme’s running costs.  Four new partners have joined the programme for the 2011 cohort and work continues to engage other partners throughout West Yorkshire.
A Budget summary for the third cohort of GEMS can be found at Appendix 5.
6.2 Chartered Institute of Housing Accreditation

During the latter part of 2010 and early 2011, the Centre for Partnership has succeeded in becoming an accreditation centre for the CIH.  The GEM Programme will be one of the training programmes that will benefit from CIH accreditation.  The GEM graduates from the third cohort onwards will be given student membership of the CIH and access to the CIH website and publications as part of their membership status.  Completed assignments will contribute towards a Level 4 qualification.   The Centre for Partnership will continue to add further training modules to their portfolio.
6.3 Regional Programmes

There are plans to engage partners from other regions of the United Kingdom to set up GEM Programmes.  South Yorkshire, the North East and North West are regions that will be targeted during 2011.  The model for these programmes is likely to differ from the West Yorkshire model depending upon the organisational structures and resources available in each region, although each region will need to have a lead organisation to run the programme from their premises, with partner involvement.
Pipeline of graduates into Housing
It is intended to build into the vision and project plan that the GEM Programme will develop into a nationally recognised pipeline for getting graduates into employment in the Housing Sector.  The Housing Sector is staffed by a population of 150,000 (source: CIH) of whom 50,000 will retire by 2014.  (source: The Guardian, 2007)  This plan has yet to be fleshed out, but will add a further dimension to the GEM Programme.
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