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Executive summary 

The Careers & Enterprise Company administered £2 million funding from 
JPMorganChase to deliver targeted support and build the evidence base on effective 
careers education for disadvantaged young people at points of transition. The Effective 
Transition Fund delivered over two years of targeted support across ten projects, that 
were delivered by Careers Hubs in England.1 This provided support for over 1,000 young 
people in Year 10 and 11. 

The objectives of the Effective Transitions Fund were: 

■ to deliver targeted transition support to enable disadvantaged young people in Key 
Stage 4 to achieve sustained engagement in high-quality post-16 destinations; and 

■ to build the evidence base of effective interventions for the target group by 
understanding the impact of long-term targeted support on achieving high quality 
sustainable destinations. 

Target groups 
Each project elected to combine the mandatory criterion of Free School Meals (FSM) with 
at least one other characteristic, reflecting local priorities and identified needs. 

Young people faced intersectional barriers: young people in receipt of FSM face an 
attainment gap, are less likely to sustain an education destination, and are likely to earn 
less over their lifetime. 2 3 4 

The groups targeted by the Fund were (in order of prevalence): 

■ In receipt of Free Schools Meals (FSM) (mandatory criterion) 

■ At risk of under achieving / mildly disengaged 

 

1 Nine of the ten were part of Careers Hubs at the start. 
2 Department for Education (DfE). (2024). Key stage 4 performance, 2022-2023, custom table 1 and custom 

table 2 created April 2024.  
3 Official Statistics. (2024). Academic year 2021/22: Key stage 4 destination measures. GOV.UK. 

https://explore-education-statistics.service.gov.uk/find-statistics/key-stage-4-destination-measures February 
2024. 

4 Hodge, L., Little, A., & Weldon, M. (2021). GCSE attainment and lifetime earnings: Research report. 
Department for Education. 
https://assets.publishing.service.gov.uk/media/60c36f0cd3bf7f4bd11a2326/GCSE_Attainment_and_Lifetim
e_Earnings_PDF3A.pdf 
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and materials, systemic racism, undiagnosed SEND, difficult home contexts (with a 
lack of parental engagement or support) or faced issues with public transport (lack of 
access, affordability, or lack of confidence. 

Projects worked to address these through: 

1. 
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Supporting the transition 

■ Going the extra mile to ensure pupils are enabled to successfully transition into post-16 
destinations by providing additional support on exam results day or overcoming barriers in 
the early phase of the post-16 destination. 
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■ Low self esteem 

■ Gender 

■ Excluded from school or at risk of exclusion 

■ Ethnicity. 

At the start of the Fund, around two-thirds of participants had been eligible for FSM for 
between one and five years (66.1%) and around one-third had been eligible for over five 
years. At most, participants had been eligible for FSM for their entire school career. On 
average, learners had been eligible for five years. Young people in receipt of FSM 
experience multiple barriers when compared to their more advantaged peers. The 
attainment gap for young people on FSM suggests that 42.9% of young people will attain 
a standard pass (Grade 4) in GCSE maths and English language compared to 71.6% of 
non-eligible young people (DfE, 2024a). This has remained largely the same over the last 
decade (Francis-Devine et al., 2023). They are 4.1 percentage points (ppt) less likely to 
sustain an education destination than their non-disadvantaged peers (Official Statistics, 
2024b) and are likely to earn 9% less over their lifetime (Hodge et al., 2021). These 
qualifications are strong predictors of future good social, economic and health outcomes 
which demonstrates the risks these young people face.  

While the need for additional support for young people eligible for FSM is clear in the data 
and in wider evidence, project staff were not convinced that this was a complete or 
comprehensive proxy for disadvantage. They would have liked other criteria such as 
enhanced pupil premium to be included and there is a rationale for this, as some 
disadvantaged groups (such as looked-after children) are not eligible for FSM. 

Each project brought a rationale for selecting their other targeting measures, for example 
low attendance and SEND. The COVID-19 pandemic impacted on school attendance and 
the mental health of many young people. The overall absence rate for all young people in 
school year 2023/2024 was 6.8%, with persistent absence at 20.3% (DfE, 2024b). The 
relationship between absence and GCSE attainment suggests that those not achieving 
grade 9-4 in English and maths had an absence rate of 8.8% compared with 5.2% 
achieving grade 4 in both subjects (Long & Roberts, 2024). One-third of young people 
(33.0%) who are SEND and on FSM are persistently absent from school while 34.7 % of 
those with EHCPs are absent (Children’s Commissioner, 2024). Many of these are on 
waiting lists for SEND and mental health support (Children’s Commissioner, 2024).  

Pupils who have a special educational need or disability (SEND) are less likely to sustain 
an education, employment, and apprenticeship destination than pupils who do not have 
SEND (88.9% vs 94.6% respectively) (Official Statistics, 2024b). There are several types 
of support that pupils with SEND need in their post-16 transitions. Mental health is a key 
concern, as research shows that SEND pupils are more likely to develop mental health 
difficulties (NHS, 2018; Thompson & Atkinson, 2022).  
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been so since 2022 (Office for National Statistics, 2024), meaning that NEET prevention 
has become a more prevalent issue. 

1.1.2 The participating cohort 

The cohort of young people taking part in the projects was mixed and typically reflected 
the ethnic makeup of the local areas. At the start of the Fund, 74.9% of participants were 
white. As one project was targeted by gender (male) and ethnicity, and another project 
targeted males, compared to one project targeting females only, this resulted in more 
males participating in the Fund than females – 59.6% and 39.5%.  

Many young people faced additional barriers, such as English as an additional language 
(7.6% of the cohort at the start), an Education, Health and Care plan (EHCP) (16.9% of 
the cohort at the start) or SEND (41.1% of the cohort at the start). These rates are higher 
than the national cohort averages, where 4.3% of pupils have an EHCP and 13.0% have 
SEND (Official Statistics, 2023). Further information on the cohort can be found in the 
accompanying technical report.  

1.2 Evaluation 
CEC commissioned a consortium of organisations to support project incubation and 
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English and 52.0% maths) and 42.9% achieve both. The proportion of pupils with any 
SEND achieving grades 4 or above in English was 41.0% and 42.0% for maths – which is 
more similar to the ETF cohort (DfE, 2024a).  

The midline survey of young people took place in Year 11 and asked whether young 
people anticipated they would have the grades needed to get onto their first/second 
choice option. At that stage, 88.4% thought they were on target or making good progress 
on this. When they were surveyed in year 12 (or equivalent), 40.8% of respondents to the 
mainstream version of the survey reported not having, or not quite achieving the grades 
they needed to get onto their first choice. 

The outcomes data shows the difference that this made to young people’s destinations. In 
April 2023, one-third of the cohort intended to enter level 3 study (39.3%), however in 
November/December 2023, 24.9% were studying at level 3 and more were studying at 
level 2 and level 1 than anticipated.  

Figure 2 Intended and midpoint post-16 destinations (level of study) * 

 

*Using the number of pupils with data in their MI records as the total 

Source: Management information, 2021-2024 

2.2 Education, employment and training destinations 
ETF participants progressed at good rates into post-16 destinations including education at 
sixth forms and sixth form colleges, further education colleges and independent training 
providers, as well as into apprenticeships and other types of work.  

The figures below show that overall, just over nine in ten participants in ETF were in 
education, employment or training (EET) and under one in ten were NEET. 
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Project snapshot 

The ETF project in East Sussex sat within the Local Authority, which meant that the project 
could draw on additional data analysis and compare the progression rates of the ETF cohort 
with a comparable cohort that had not taken part in the project. The NEET rate for the ETF 
group was 9% compared to 24% of the comparable cohort.* 

* please note the ETF and comparable cohorts were not matched using statistical methods so this finding 
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3 Causal pathways – how outcomes were 
achieved 

Using the framework and language of the theory of change, the examination of causal 
pathways brings to the fore the relationship between activities that are delivered as part of 
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of conducting projects like these with schools and young people, some projects found that 
their initial plans for delivery necessitated change due to a range of factors including 
infrastructure, timings, contracting and pupil selection.  

While some projects used schools' existing careers advisers, other employed coaches, 
and mentors from external careers delivery organisations. The projects defined the 
appropriate workforce and whether there was a need to contract-out the work, based on 
the needs of pupils within the cohort and perceived match with existing skills. As such, 
experiences of working with disadvantaged young people, young people who are NEET, 
or with SEND pupils, were an important consideration as well as experience of careers 
education, information, advice, and guidance.  

The table below outlines each project with the targeted cohorts and the activities 
undertaken.  

Table 3.1 Projects and the main activities undertaken 

Hub/Region Target cohort Activities  

Leicester and 
Leicestershire 

Attend specialist provision 
school (SEND) 

One-to-one sessions, workplace experience 
and visits  
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Table 3.2 Activities, planned and delivered (up to and including summer break 2023) 

  

2021-
2022 

Planned 

2021-
2022 

Delivered 

2021-
2022 

% 

2022-
2023 

Planned 

2022-
2023 

Delivered 

2022-
2023 

% 

Total 
delivered 

Tailored one-to-one 
coaching/mentoring/careers adviser 
support session 

1926 1815 94.2 5559 4069 73.2 5884 

Identification of goals and 
development needs (action plan) 

1144 646 56.5 3269 2192 67.1 2838 

Post-16 encounters (eg college visits) 437 265 60.4 898 655 72.9 920 

Employer encounters (eg taster, visit) 897 601 67.0 896 710 79.2 1311 

Work experience placements 242 130 53.7 354 251 70.9 381 

Provision of careers information to 
young person (eg leaflets, websites) 

984 1073 109.0 2924 1993 68.2 3066 
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Not only did these sessions provide an opportunity for young people to delve into topics of 
their interest, but sessions could be highly personalised and flexible. The flexibility of one-
to-one sessions can be considered a key means to personalise the experience, achieve 
outcomes, build impactful relationships and was highly effective across all projects. The 
ability to be flexible in delivery enabled the coaches/mentors/advisers to adapt their 
approaches and delivery to suit the needs of each young person they engaged with.  

‘You set up this, like, coaching role for each kid. Because that's what I'd want my 
kids to have. And I'd want my kids to be really, really pushed. And given something 
really good, whether the most academic or the least academic’.  

Headteacher 

For some projects, such as Hertfordshire, during examination periods, the mentors often 
found themselves supporting the young people’s mental health and wellbeing rather than 
discussing careers. For other projects such as in Leicester and Leicestershire and the 
North East that worked with SEND cohorts, it was the ability to adapt the frequency of 
one-to-one sessions and their duration, to acknowledge the impact that this can have on 
the young person.  

Project snapshot 

Leicester and Leicestershire originally planned to carry out termly one-to-one careers education, 
information advice and guidance (CEIAG) sessions with the young people in the project. Once 
the project took off and the CEIAG sessions started to take place it soon became apparent that 
the young people often struggled to focus and deal with one longer session. To tackle this, the 
Careers Advisers felt that it was more appropriate to adapt these sessions and as such they 
were typically delivered at least twice per pupil per term. This increased time with Careers 
Advisers was a key facilitator to pupils devising and following a plan for their post-16 
destinations, and also enabled the Careers Advisers to better adapt and modify the sessions to 
suit the pupils’ varied needs.  

‘I had to come up with creative solutions sometimes, based on the pupils’ particular needs. One 
time I wrote down options for one of them who wasn’t very verbal, and then he was able to 
organise the pieces of papers in relation to what he wanted most’.  

Careers Adviser 

Building relationships and having consistency was an important factor in being able to 
deliver the programme of support. Being able to build trust and have a confidante for 
young people to talk to about their worries or concerns in terms of their post-16 decisions 
was key. This was recognised by a young person on the fund programme who explained:  

‘Having chats, building up confidence [in the coaching], so I can be more confident 
around people and start talking to more people and getting better at relationships.’  

     Pupil 
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Project snapshot 

The West of England project was part of a depth evaluation, which involved interviews with 
young people, project staff and stakeholders. In the view of project staff, it was the one-to-one 
sessions where pupils demonstrated most engagement and these were a vital way to 
personalise the support that the project could offer. Pupils also expressed positive views about 
the one-to-one sessions. 

John*, said that he had liked the one-to-one sessions a lot more than the group sessions. He 
thought they were very useful because he and the coach talked about his opportunities, ‘where I 
could actually go’
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Employer encounters/visits that worked well were interactive and engaging for the young 
people, for example, one project had an employer run speed networking sessions with the 
aim of increasing the confidence of the young people. The delivery staff fr 





 

Institute for Employment Studies   23 





 

Institute for Employment Studies   25



 

26    Effective Transitions Fund: evaluation report 

 

4 Effecting positive change in young people  

 

As a result of participating in the projects and activities, young people achieved short term 
(proximal) outcomes that were instrumental to their final destinations. These are explored 
here, reporting on the statistically significant results from the young person survey 
(measuring difference between baseline and endline), plus data from the careers worker 
survey and interview data.  

4.1 Awareness and knowledge 
Careers coaches aimed to support greater awareness of the range of options available for 
young people after year 11. Pupils demonstrated their increase in awareness and 
knowledge of different post-16 education options over time. For example, awareness of 
apprenticeships increased by 24 percentage points (ppt) during the programme to 91.6% 
for participants in the mainstream survey. Comparable data from the same question in the 
Future Skills Questionnaire (FSQ) shows an increase to 81.9% over time.13  

Increases in understanding of traineeships also compared favourably to national FSQ 
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4.1.1 Knowing their strengths, skills and interests and how these 
might apply to further learning and work  

In interviews, careers coaches reported that they had seen a stark improvement in young 
people’s confidence in their strengths and skills compared to the start of the programme.  

‘Even the change from January to April, some of the students you can really see 
them go from being very shy to being interviewed by an employer by themselves. It 
is very heartwarming’  

Careers Adviser 

As young people increased their knowledge and employability skills through the projects, 
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Careers adviser interviews suggest that the Autumn and Spring term career sessions 
were instrumental in raising the pupils' awareness of career paths, which in turn boosted 
their motivation. This effect seems to have been driven particularly by the mentoring 
sessions in the Autumn 2022 term. 

4.2.2 Being able to see a link between achievements at school and 
their chosen career goal 

Almost all (95.9%) respondents to the careers worker survey thought that young people 
progressed in making a link between education and work. The interviews with project staff 
suggested that one-to-one sessions and employer visits helped lead to an increased 
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This was more likely to be reported by young people with higher attendance rates (over 
80% attendance in Year 9 compared with an attendance rate of 79% and under), 
suggesting a relationship between being able to attend school more frequently and being 
able to continue with their career goals.  

4.6 Linking survey measures and outcomes 
Analysis revealed that some survey measures were predictors of the outcome measures. 
A model that combined learner satisfaction with their destination and a tendency to score 
positively on job focussed survey questions was a statistically significant predictor of initial 
EET status (September 2023), midpoint EET status (November/December 2023), and 
also the likelihood of staying in the same EET destination by the six-month tracking point. 
For example, for each increase in survey scores for satisfaction with the destination, the 
likelihood of staying in the same EET destination increased in a 4.6:1 ratio.14 This shows 
the importance of initial happiness with their chosen destination and their sustained 
engagement in the same EET destination.  

A model with pupils’ perceived careers coach support as a predictor of midpoint EET 
status was also found to be statistically significant. It suggested that for each increase in 
survey scores around perceptions of careers coach support, the likelihood of being EET in 
November/December 2023 increased in a 3.6:1 ratio. 

 

14 Further detail of this testing is provided in the technical report. 
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5 Barriers to progress  

Despite the positive destinations data and positive self-reported measures, there were 
factors that moderated the progress that could be made: these could be clustered around 
those affecting the individual and those within the wider system. 

5.1 Moderating factors for individuals 
As described earlier, the chosen targeting criteria for the ETF projects meant that the 
cohort generally faced multiple disadvantages. Some targeting criteria created challenges 
for delivery and continued engagement in the projects. 

5.1.1 Mental health  

Multiple projects reported young people struggling with mental health and low confidence, 
often resulting in high anxiety levels. The consequence of this was that projects faced 
struggles with engaging young people in certain activities. This affected work experience 
and placements, where attendance could be poor. Projects reported anxiety and 
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disadvantage, or in the individual, such as undiagnosed SEND or worsening mental 
health and anxiety.  

Additionally, young people with identified SEND or an EHCP, often experienced illnesses 
and hospital visits which took priority and reduced attendance on the project. The North 
East project found that it was more difficult to keep young people in specialist schools 
engaged because some pupils were frequently off school with a variety of different health 
and wellbeing needs.  

In some cases, schools had safeguarding concerns for young people, which meant they 
were unable to be released for activities away from school premises.  

5.1.4 Transportation 

Transportation was both a systems and individual barrier. The prohibitive costs of 
transporting pupils outside school affected some of the activities that projects could offer.  

Public transport was an issue for many young people, particularly those in rural areas, 
and some pupils with SEND. In one area Local Authorities no longer provided bus passes 
for SEND pupils, which meant some parents struggled to pay for travel. This resulted in 
barriers for pupils attending college or other post-16 destinations without funding. 
Travelling by public transport caused anxiety for pupils who were not used to it. To 
address this some projects provided support to pupils which included travel training, 
accompanying them on buses and helping them to build their confidence to travel alone.  

5.2 System barriers 
In the wider system, progress could be derailed where projects could not foster sufficient 
support from schools or wider stakeholders. A range of systemic barriers were identified. 
These provided learning for all the projects and for CEC and have been considered in 
project design for the second wave of ETF funding. 

5.2.1 Delays in contracting and fund management 

While some projects initiated delivery relatively seamlessly in the Autumn term of 2022, 
others faced delays with contracting which had a knock-on effect on recruitment and 
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Project snapshot 

The ETF project in Dorset focussed on working with young people who were at the greatest risk of 
becoming NEET. Working with each student holistically as an individual providing intensive career 
counselling was an important part of the programme, which was informed by the COM-B model. 
To provide a more integrated approach for students, careers advisers set up WhatsApp groups 
with the young person, the careers adviser and their parent. This helps to provide the support for 
young people when they are transitioning to their post-16 destination as the young person can 
contact someone directly. 

Being reactive to young people’s needs ensured the projects integrated activities that they 
recognised the young people needed. Additional workshops, particularly addressing 
managing stress, anxiety and transition were added to one programme using matched 
funding to ensure the young people were able to effectively transition. 

Personalisation 

Personalisation to meet young people’s needs was central to ensuring project success. 

‘It's personalisation for everybody and starting it early enough to make a difference. 
Because…I've got a really strong view that careers is done incredibly badly in lots of 
schools. And I'm quite convinced that we don't do it in that way. We do it really 
well.’  

Headteacher 

Although project delivery plans had been established at the start of the project, 
personalisation and being flexible were paramount. Young people were more likely to 
engage in employer events if they had an interest in the occupation/sector, project staff 
invested time and resource in understanding young people’s interests and recruiting 
employers who would fit the brief.  

The young person survey analysis showed that ‘being aware of some of the types of 
businesses or employers in their area’ and ‘being able to identify employer and 
organisations relevant to their career interests’ increased statistically significantly over 
time – meaning that the projects had a proven effect on pupils’ job focus.  

Recruiting employers relevant to pupils’ career interests was highly successful in projects 
with a work experience focus where engagement was enhanced for those who were 
matched to jobs they were interested in. Shortening placements to aid accessibility was 
another positive example.  

Representation 

Additional to this was the importance of representation, specifically young people seeing, 
interacting, and being mentored by people like them. This was explored in 3.1.3 where the 
importance of selecting the right employers and role models to exemplify aspiration was 
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not only increased aspiration, but helped young people explore options they might not 
have previously considered such as going to university or working for a firm in the City.  

Project snapshot  

The London project focussed on supporting excluded young black men in alternative provision 
(AP) or at risk of exclusion. The programme adopted multiple methods to demonstrate positive 
examples of representation and role models, including mentoring by successful young black 
men, peer support, the project progression coaches and opportunities to meet with successful 
black men working with high profile London based companies. 

‘For those that engage, representation is a massive thing. They need to see people 
who look like them. This helps their confidence to grow and encourages 
progression. When they walk into a workplace and see young black men it makes a 
difference’.  

Progression Coach 

Exposure to positive experiences with people who looked like and sounded like the pupils 
helped to raise aspiration and contribute to increased self-worth. 

5.3.2 System-level solutions 

School relationships 

Maintaining relationships with schools was challenging at times and a key success 
criterion. Projects that generally were able to deliver over two years were those with 
existing and good working relationships with schools. Through understanding school 
culture and meeting regularly with senior leaders, projects were able to ensure support 
and staff resources were available. In turn schools valued the project and more 
importantly saw that it was making a difference. Successful projects in this regard made 
sure they were meeting senior leaders termly and contacting them when problems arose. 
Relationships with Careers Leaders were vitally important, as was building connections 
with other staff to support the project, such as pastoral staff. These could make sure that 
young people were directed to attend sessions, demonstrating through conversations with 
young people that the projects were ‘joined up’ with school activities and acted as 
important administrative support to the data collection required by the evaluation. 

Creativity 

Creativity and flexibility, especially around helping young people to access employer-
related opportunities was central to success. Where pupils had specific requests such as 
legal or fashion, it was harder to secure work placements. The project in East Sussex 
developed a programme of activities which included visiting a textile company for a young 
person interested in fashion. This experience provided the young person with a broader 
view of the fashion industry and also the employer gave them lots of fabrics to take away 
and use to experiment with to continue their interest. In London, the project accessed an 
opportunity for their group of young black men to attend a black-tie business event; there 
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6 Key lessons 

Key lessons can be drawn from the success of the projects and the high level of 
sustained post-16 destinations. Many of these are inter-related and the importance of the 
relationships between the young people and project staff cannot be underestimated.  

6.1 Project Preparation 
While the project incubation period was welcomed by many projects, others felt it 
distracted them from getting started. However, shaping a theory of change helped to 
deliver successful, well thought through projects and changed how they now plan new 
projects. Lessons here focus on the importance of having identified schools, preferably 
ones where relationships exist. Projects and funders should not underestimate the 
amount of time required to ensure that the required data protection agreements and 
memoranda of understanding are put in place. It was essential to ensure that schools 
understood the data they were expected to provide and the relevant timelines.  

6.2 Building support networks in schools 
Support from senior leaders was a key requirement for projects to function well. In 
addition, ‘buy-in’ from a wider range of school staff was beneficial. Having a dedicated 
person to work with the project who could make sure pupils were where they needed to 
be, had dedicated space and supported data provision was essential. Working with 
pastoral staff, SENCOs, and as part of interagency teams contributed to a more holistic 
approach. Therefore, ensuring that all staff who had pupils on the project were aware of it 
and understood the commitment enhanced the experience for pupils and reduced 
duplication of resource for careers workers.  

6.3 Responding to young people’s needs 
Flexibility was a key requirement: both from CEC through the commissioning process and 
the projects being able to respond to the needs of the pupils and the environment. A 
flexible mindset from the start contributed to organic developments and ensured that 
review and reflection were central to project success.  

The specific needs of the pupils have become evident as the projects have evolved. 
Young people with SEND have complex needs which needed further consideration, 
resulting in changes in length of time of coaching sessions and work-related activities. 
The bitesize approach has worked well and ensured pupils are not overwhelmed. Other 
needs around mental health, anxiety about transition and post COVID-19 socialisation, all 
necessitated additional activities to build confidence and resilience. In addition, the 
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trust with pupils over time. Statistical testing of the survey results and outcomes data 
show little if any variation by pupil characteristics, showing that this tailoring has been 
impactful.  

The evaluation of the Fund aimed to add to the evidence base about how young people 
can be more effectively supported. Following on from research from the Behavioural 
Insight Team, which recommended a methodological framework for evaluating such 
career support interventions, the evaluation was based on programme theory and utilised 
theory of change in the approach. Overall, the evidence shows that the causal pathways 
in the theory of change are an effective guide to the operation of the fund and that there is 
confidence in the predictive power of the theory. The strongest mechanisms from the 
young person survey data are those that relate to coach support and the young people 
having a job focus. Some new mechanisms have also emerged – the integrity of the 
coach (keeping their word), improvements in behaviour, and engaged school staff.  

For funders, project leads and delivery teams, the lessons drawn out from this research 
will enable young people to be supported effectively. CEC is currently working with 
JPMorganChase on a second iteration of the Effective Transitions Fund and many of 
these findings have already been incorporated into the planning for the next wave of 
delivery.  
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