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Foreword 

This evaluation of Coram Leap’s flagship Leadership and Enterprise programme provides a powerful 
account of what an embedded place-based approach to supporting young people affected by harmful 
conflict and violence can achieve. 

For the last nine years Coram Leap Confronting Conflict has been working in the boroughs of 
Lambeth and Southwark with young people who face heightened levels of risk: exposure to serious 
youth violence, harmful group norms, and criminal exploitation. This has been against a backdrop of 
increasing poverty and inequality with all of the social and emotional strains on young people and 
families that entails. The L&E programme has not only provided safe space and vital support, but has 
shifted norms, strengthened protective relationships, and created pathways into leadership for young 
people who are too often overlooked. 

Across all phases of delivery, the consistency of outcomes stands out. Whether working intensively 
with small friendship groups or reaching much larger cohorts in school settings, young people 
repeatedly report stronger understanding of conflict, improved communication, being more able to 
regulate their emotions, and increased confidence in relationships with peers, family and authority. 
These are not superficial gains. They are changes that can influence young people’s decision-making 
in moments of high risk and can influence how young people navigate the world long after the 
programme ends. 

The evaluation highlights the elements that make this work effective: skilled role models, trusted 
adults, and trainers who combine expertise in conflict navigation with an ability to build sustaining 
and meaningful relationships with young people; the creation of psychologically safe spaces; 
experiential learning approaches; and strong, responsive, collaborative local partnerships. Creating 
the conditions in which young people feel able to pause, reflect, take responsibility and reconfigure 
their relationships means that leadership emerges not as an add-on but as a natural outcome. Young 
people who have progressed through the programme, now support their peers and shape their 
communities. This is the long game of change: shifting not only individual behaviours but group 
norms and community capacity. 

This evaluation also affirms the value of relational practice being key. And it challenges us - as an 
organisation and as a sector - to continue investing in the approaches we know work: those that build 
agency, strengthen belonging, and foster the conditions for young people to lead. 

Our sincere thanks go to Ahmed Moallim, L&E’s programme manager, who has consistently held to 
the values and principles of Coram Leap’s approach with wisdom, persistence and humility. I am 
deeply grateful to him, to our delivery partners for their collaboration and local insight, and to Coram 
Leap’s expert freelance trainers who have all helped to shape the programme as it evolved. But most 
of all I want to thank the young people whose honesty, courage and insight continue to shape L&E’s 
evolution. The evaluation findings are a testament to them.  
 
Jo Broadwood 
Coram Leap Managing Director 
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Part one 
 
Background 
 
Coram Leap Confronting Conflict’s (Leap’s) Leadership and Enterprise programme (L&E) has been 
running since 2017, following a pilot in 2016. L&E supports young people aged 11-25 to better 
understand and navigate conflict in their lives. 
 
The young people the L&E team work with are growing up in areas with high rates of violence, 
harmful conflict and risk of criminal exploitation. L&E is primarily delivered in Lambeth and 
Southwark, both of which sit within the most deprived 20–25 percent of local authorities in England.1 
Deprivation is particularly evident in relation to income, crime and the living environment, alongside 
significant levels of child poverty. 
 
L&E focuses on friendship groups by taking a ‘whole group’ approach, which recognises the vital role 
that peer groups play in this stage of a young person’s life. While rooted in helping young people to 
understand conflict, L&E has evolved to address the wider social and environmental factors shaping 
their lives. This developed in response to earlier approaches to working with young people caught up 
in dangerous group norms around violence in which key individuals were removed from localities 
such as schools. By focusing upon relationships and the situations in which these evolve, the 
programme aims to shift group norms around conflict and violence, recognising the powerful 
influence peers have during adolescence. 

 
Leap’s highly experienced trainers work with young people through experiential workshops, 
facilitated dialogue and reflective activities. L&E is delivered in partnership with a range of 
organisations, including youth groups and schools who refer young people to the programme. L&E 
works in two key ways:  
 
Direct work with young people. This consists of three tiers:  

1. Tier one/beginner: taster workshops and half-day trainings giving young people a first 
experience of Leap’s conflict navigation training and style of training. These involve delivery 
of some of the activities on offer through the longer sessions and are a means of reaching a 
much wider audience in a light touch manner. The school tasters also led to more targeted 
group work for young people at risk of school exclusion.  

2. Tier two/intermediate: two-day Leap conflict navigation training for young people, delivered 
with partner organisations to develop young people’s understanding of conflict, their self-
awareness of their relationship to conflict, and provide them with insights and tools to 
navigate conflict and enable decision-making. 

3. Tier three/advanced: engages young people who have completed the intermediate training 
and are related to one another via friendship groups. It comprises 30 hours of delivered 
curriculum, including training sessions, trips and residentials.  

Direct support to adults. This consists of two strands:  
1. The Facilitator Development Programme (FDP) is a free course for 18-25-year-olds who are 

already working with young people. Taking place over eight days, it aims to build youth 
leadership, develop confidence, and enable young people to gain delivery experience.  

2. Adult practitioners, often from L&E partner organisations, are trained to understand conflict, 
their relationship with it, and how to support young people to manage it.  

 

 
1 Ministry of Housing, Communities and Local Government, 2025 
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The evaluation and this report 
In 2025 m2 consultants was commissioned to evaluate the third phase of the L&E programme in 
order to establish the difference it has made and to draw out learning to inform future programme 
development. The evaluation builds upon previous independent evaluations conducted in 2019 and 
2022.2 
 
m2’s evaluation is relatively light touch and largely dependent upon existing Leap data collection and 
survey design. It draws on a desk review of Leap’s existing data, surveys, interviews with delivery 
partners and trainers, and trainers’ observations.3 While the focus of the evaluation and the report is 
Phase 3 (2023-2026), earlier phases are referenced to demonstrate how the programme has 
developed over time.  
 
This report4 opens with an overview of the whole L&E programme to date before turning to the Phase 
3 evaluation findings. The second part of the report consists of a personal narrative written by L&E’s 
Programme Manager who has been involved throughout, initially as a participant, then as a trainer 
and manager. The final section draws together key themes and learning before setting out reflections 
and recommendations for the future.  

 
****************************************************************************************** 
Coram Leap Confronting Conflict would like to express its gratitude to the National Lottery 
Community Fund as the principal funder of the Leadership & Enterprise Programme, and to the 
Walcot Foundation for their support in Phase 3. Over the nine years of the programme, Coram Leap 
have been supported by a number of trusts, major donors and foundations with core funds which 
have helped to sustain and strengthen their delivery of this programme. It is grateful to them for their 
trust and belief in Coram Leap's work and approach.  
 
Coram Leap would also like to acknowledge and thank Coram Leap's board of trustees, staff team and 
expert pool of freelance trainers for their commitment and dedication to the young people they serve. 
 

 

  

 
2 Previous evaluation reports were delivered by Brathay Trust Research Hub (2019) and The Social Investment Consultancy (TSIC) 
(2022). 
3 Please see Appendix I for a full evaluation methodology. 
4 A summary of the evaluation findings is also available from https://coramleapconfrontingconflict.org.uk. 
 

https://coramleapconfrontingconflict.org.uk/
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L&E in numbers5 
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The L&E programme 2017-2026 
 
L&E’s delivery has so far spanned three phases, each lasting approximately three years. While the 
focus of each phase has shifted, each has built on the learning of the one before it. Leap has 
approached learning iteratively, with a willingness to reflect and course correct in response to 
emerging findings. Across all phases, there has been clear thematic continuity with a number of 
consistent principles underpinning the work, even as the delivery evolved over time. 
 
The context of the work shifted substantially over this period. Externally, this included the Covid-19 
pandemic, deepening awareness about the impact of racism, and the increasingly straitened 
economic outlook. Leap, like many other organisations in the sector, has experienced significant 
organisational shifts over the past nine years, including recently joining the Coram group to secure 
the longer-term growth and sustainability of the organisation. L&E’s successes and learning need to 
be seen in the light of this context.  
 

Chart 1: L&E overview 2017-2026 
 

Phase 1 Phase 2 Phase 3 

• Programme delivery 
established, reaching 196 
young people across the 
phase 

•Programme delivery expanded, 
reaching 235 young people across 
the phase 

• Programme delivery scaled 
significantly, reaching 557 young 
people across the phase 

• Pilot delivery used to test 
and refine the model 

• Delivery became more consistent 
and structured 

• Shift towards youth-led delivery 
through trained facilitators 

• Early evidence of 
improved confidence and 
conflict management 

• Baseline–endline measurement 
introduced to track change 

• Adult training more targeted to 
support delivery 

• Evaluation approach 
emerging, with limited 
outcome tracking 

• Stronger emphasis on 
relationships and leadership 
development 

• Evaluation strengthened with 
matched baseline–endline data 
(n=55) 

    
• Model embedded and operating 
at scale 

 

Phase 1 (2017-2019) 
Following a pilot in 2016, Phase 1 further tested the impact of L&E’s experiential, reflective approach. 
Delivery was small-scale, local, and intensive. The emphasis was on supporting young people to move 
from reacting in the moment to reflecting before acting. From 2017-2019 L&E worked directly with 
196 young people. This phase also involved working with 37 people on the FDP.  
 
The 2019 Brathay Research Hub evaluation concluded that young people developed self-awareness, 
confidence, and relational skills through L&E’s approach. Key findings of the evaluation were that:  
  

 
5 Reach numbers represent all nine years of the programme.  
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• There were demonstrable, positive short-term outcomes for young people participating in 
L&E, including 70% showing positive change in their confidence to communicate, share 
opinions, be themselves and participate, and 73% having an increased knowledge of tools 
and strategies, and confidence to deal with conflict situations.  

• Longer-term outcomes included 85% of programme graduates making positive choices about 
risk-taking behaviours and 85% agreeing that L&E helped them to manage conflict in their 
everyday life. 

• Friendship groups developed more supportive relationships as a result of young people 
developing an understanding of each other’s feelings, triggers and relationship to conflict.  

The evaluators made recommendations about strengthening data collection in order to further 
evidence learning as the programme developed.  

 
Phase 2 (2020-2022) 
Phase 2 focused on deepening the evidence of ‘what works’ and embedding delivery more 
consistently. L&E expanded its reach through a greater range of delivery partners.  
 
Baseline and follow-up measures were introduced in response to learnings from Phase 1, reflecting a 
growing commitment to evidencing impact beyond immediate feedback at both individual and group 
levels. This informed a revised Theory of Change6 which clarified the short, medium and long-term 
outcomes and introduced a stronger impact framework, along with some more consistent data 
collection tools. 
 
The 2022 TSIC evaluation report concluded that:  
 
‘Through partnerships across Boroughs of Southwark and Lambeth, close collaborations between 
teams of trainers and people that work with young people, and commitment to a tailored, individual 
approach, L&E has been able to demonstrate impact across all areas of its work: 
 

• Young people who participated were able to gain a better understanding of conflict, 
experienced fewer conflicts with people in their lives, developed a stronger sense of 
responsibility for their own behaviour, and increased their motivation to pursue their 
personal goals.  

• After completing the FDP, facilitators increased their confidence across a variety of different 
facilitation skills, including delivering sessions on conflict, conducting debriefing exercises 
and managing group dynamics. 

• Adult professionals found the Working with Challenging Behaviours (WWCB) programme 
useful for developing a better and more nuanced understanding of conflict and increasing 
their confidence in managing conflict situations with young people. 

• L&E partners were exposed to new methods of working and were able to strengthen their 
existing relationships with young people through shared experiences and learnings.’ 

 
Phase 3 (2023–2026) 
In Phase 3, delivery shifted further towards building resilience and a sense of belonging amongst 
young people. While overall funding levels remained consistent, expectations around numbers 
increased. Leap therefore sought to increase reach while maintaining the relational depth that had 
characterised earlier phases. Leap adapted L&E, including strengthening progression routes into the 
FDP, and recognising that young people engage at different stages and levels.  
 
The majority of delivery took place in 2023-2025, with some final sessions taking place in January 
and February 2026. This phase saw the evolution of two key delivery strands: 

 
6 Please see Appendix III. 
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1. FDP: This was integrated more directly into L&E to provide progression pathways. This 
included a component of assessed delivery to young people (alongside an experienced 
trainer), which in turn enabled Leap to reach more young people at an introductory level.  

2. Bespoke adult training: Leap continued to work with adult practitioners, including some at 
partner organisations. Adults participated in a range of sessions including introduction to 
conflict sessions, mentor training and trauma-informed training. This developed the 
previous work - which primarily focused on the WWCB workshops - in order to offer a more 
tailored approach.  

 
During Phase 3, 654 individuals engaged with the L&E programme. Participants included young 
people aged 25 and under, FDP participants aged 18–25, and adult practitioners aged 25 and over. 

 

• 557 young people through group work, including taster sessions 

• 41 through FDP 

• 56 adult practitioners. 

 
Leap further developed tiered sessions (beginner, intermediate, and advanced) to tailor content more 
closely to participants’ needs. This created space to go deeper with those with sustained involvement, 
while maintaining accessibility for groups that might need less intensive intervention.  
 
Phase 3 engaged over two times as many young people as Phase 2, and nearly three times as many as 
Phase 1. 95% of young people who started L&E completed the programme.  

 
Another notable development by the time of Phase 3 was the increasing clarity around leadership as 
an outcome. In Phase 1, this emerged informally. By Phase 2, FDP participants demonstrated 
significant gains in facilitation confidence. In Phase 3, leadership appears as a natural outcome of 
increased self-awareness, agency and relational competence.  

 
Phase 3 evaluation findings (2023-2026) 

Certain outcomes of the L&E programme have remained consistent. From the early work in Phase 1, 
through the embedding of partnerships in Phase 2, to the scaled delivery of Phase 3, L&E has 
delivered impact in three core areas: 

• Improved understanding of conflict 

• Increased confidence and communication skills 

• Stronger, more reflective relationships. 

The Phase 3 evaluation has found that these outcomes continue to be evident, even as the programme 
has expanded in scale and reach. Participation in L&E is associated with increased self-awareness, 
improved communication and greater confidence in managing conflict.  
 
The chart below shows comparative baseline and endline data across key indicators, signalling 
positive changes in young people’s ability to deal both with conflict, and standing up for their beliefs 
when challenged by their peers.  
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Chart 2: Confidence managing conflict and personal beliefs 
 

 
At endline, higher proportions of young people rated themselves highly on both indicators. For 
managing conflict, this increased from 59% (n=13) at baseline to 75% (n=17) at endline. Confidence 
in standing up for personal beliefs also increased, from 61% (n=14) to 80% (n=18). 
 
This report now turns to explore how Leap’s approach contributes to the outcomes outlined 
previously. 
 

Leap’s approach 
 
There are four consistent themes arising from m2’s analysis7 of the Phase 3 data which illustrate how 
key elements of Leap’s delivery and approach contribute to these positive outcomes. Together, they 
reflect how L&E’s content and delivery are experienced in practice. 
 

1. Experiential learning 
 
L&E sessions start with the assumption that young people learn by doing rather than by being told 
what to do. Sessions are discussion-led and grounded in real-life situations, making the content 
relatable and easier to apply beyond the workshop. This helps the learnings to stay with young people 
after the programme ends.  
 
In evaluation interviews, L&E partners consistently compared delivery positively to what they often 
styled as ‘traditional workshops.’ Young people are not positioned as passive recipients of 
information; instead, facilitators guide discussion, reflection and activity. Partners described the 
format as immersive, particularly in residential settings where time allows ideas to settle. 
 
For many young people, what stood out for them was not only the activities themselves, but the 
meaning drawn from them: 

 
7 The themes emerged through synthesising data from the surveys, interview transcripts, written reflections, trainer observations, and the desk 
review. 
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‘I enjoy being able to go deep into the conversations and untangle new meanings and 
understandings of things.’ (Young person)  
 
‘Whenever we played games, we always had the deeper meaning, which etched the lesson 
further, a good way to use strategies.’ (Group work, Advanced, survey)  

 
Trainers were clear their approach of avoiding instruction in favour of facilitation is intentional:  
 

‘It’s not “here’s your PowerPoint, here are your handouts, you’ll learn X, Y and Z.” We’re 
still hitting learning outcomes, but we’re having a conversation around it. It feels more like 
a process than being spoken to. I can run the same programme with a group of grown-ups 
or young people … but almost every programme is bespoke, because we really think about 
the context and who we’re working with.’ (Trainer interview) 

 

FDP 
The experiential nature of the FDP was reinforced by trainers: 
 

‘It’s a real old-school facilitation style of being with people …We don’t tell them anything … 
they kind of learn for themselves.’ (Trainer interview) 
 
‘Using games as a learning tool was really effective in putting things into perspective. Some 
challenges in life may feel bigger than they actually are, but at the end of the day, life moves 
on. These games also allowed us to experience childlike joy, making the sessions fun and 
meaningful. Reflecting on my time with Leap, a major lesson that stands out is the 
importance of valuing moments as they come rather than getting caught up in the 
negatives.’ (FDP participant) 

 

Bespoke adult support 
Adult practitioners also described how the delivery approach brought out new learning for them: 
 

‘The most useful part of the process today was watching the role-playing of a challenge by 
various participants to see what worked best. This brought out insights that I would not have 
discovered on my own.’ (Adult participant) 

 
‘The activities and games made us understand the learning objectives and how to approach 
them in a fun and engaging way.’ (Adult participant) 
 
‘What feels distinctive is that it uses non-conventional ways to teach. The learning is active 
and experiential, not just theoretical. As a qualified teacher and lecturer, I found this 
refreshing because it taught me a different learning technique through games and 
activities. These methods made the learning stick, and they helped me reflect more honestly 
because I was fully involved rather than sitting back as a passive learner.’ (Adult 
participant) 

 
The chart below shows how the programme was received by young people (n=18), and adult 
practitioners (n=8).8 9 
 

  

 
8 These indicators were not used in the FDP.  
9 Sample sizes for these charts are small (n=18 and n=8). Findings should, therefore, be interpreted as indicative rather than representative. 
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Chart 3: Experiential learning10  
 

 
 
Across these groups, there were consistently high satisfaction scores related to Leap’s delivery, rating 
it either a 4 or 5. Experiential learning is not simply a delivery method within L&E but the 
mechanism through which change occurs. Across Phase 3, interactive exercises, reflective debriefs 
and embodied activities helped young people understand conflict as something lived and navigated in 
real time.  
 
This mirrors findings from earlier phases, where active participation and relational facilitation were 
associated with shifts in confidence and communication. The consistency of this pattern across the 
full programme, indicates that L&E’s distinctive pedagogy - experiential, discussion-led and rooted in 
real scenarios - remains central to its effectiveness.  
 

2. Self-awareness leading to agency, then to choice  
 

As a result of the sessions, young people developed greater awareness of their emotions, triggers, and 
behavioural patterns. This increased self-awareness supports more deliberate decision-making, 
thereby giving young people a stronger sense of agency and choice in moments of conflict. Across 
interviews, increased self-awareness emerged as one of the most visible shifts: 
 

‘Those ‘aha’ moments happen all the time.’ (Trainer) 
 

Young people 
Young people described making different choices once they had greater awareness of their emotions 
when faced with conflict: 
 

‘There was a situation where I usually would of just fought them, but [I] took time to see it 
from their point of view and talked it out and avoided a fight and losing a close friend.’ 
(Young person).  
 
‘[Conflict] is bad but can be resolved and changed with the right attitude.’ (Young person) 

 
10 Group work data from 2023 and 2024, and adult data from 2026. 
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Trainers noticed that reflective questioning often leads to visible shifts in self-awareness:  
 

‘[They say] “I understand why I do what I do, and I can do something about it.” It kind of 
shows a mirror to them … and they go, “Oh my gosh, wow. I can do something about this.”’ 
(Trainer) 
 

Another trainer described seeing this change in real time: 
 

‘He did something that really hurt you. And so, you decided to hurt him back … did it bring 
your grandmother back? [There was a visible shift] … It looks like somebody that goes from 
very chatty to … very considered speech … there's that pause … and then the language has 
changed.’ (Trainer) 

 
Looking at the survey data (please see below), it is interesting the scores tell a different story to the 
qualitative data, which suggests a more significant change. There are various potential explanations 
for this: qualitative data is more likely to explore and explain the subtle shifts that may take place 
than a relatively blunt five point survey; participants notoriously frequently overestimate confidence 
and knowledge at the start of a programme, which can lead to apparent declines over time; 
participants may feel cautious about ticking the highest mark as it can feel like boasting.  
 
 

Chart 4: Self-awareness in managing conflict (Young people) 
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By endline, 62% of young people rated their ability to stay calm during conflict as 4 or 5 (n=13). Most 
participants (71%, n=15) reported the same score at baseline and endline; of these, 11 consistently 
rated themselves 4 or 5. A smaller proportion reported increased confidence between baseline and 
endline (10%, n=2), while 19% reported lower confidence at endline (n=4). 
 
The chart below shows increases in self-reported confidence in managing conflict and de-escalating 
situations. These figures reflect what trainers observe in practice:  

 
Chart 5: Young people’s ability to handle conflict 

 
Across both indicators, most young people reported no change between baseline and endline. For 
dealing with conflict, 71% reported the same score at both time points (n=15), including 13 who 
consistently rated themselves 4 or 5. A further 14% reported increased confidence (n=3), including 
one participant whose score increased to 4, while 14% reported lower confidence (n=3).  
 
For de-escalating conflict, 76% reported no change (n=16), with 13 consistently reporting scores of 4 
or 5. A smaller number reported increased confidence (10%, n=2), both moving into the high range, 
while 14% reported lower confidence (n=3).  
 

FDP 
Participants in the FDP described how they gained greater understanding of their personal 
relationship with conflict, and in turn how this enables them to engage participants:  
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‘I normally react in a diffusive way. I have a tendency to escalate conflict easily if I do not 
remain in emotional control, so I seek initially to ground myself and ask myself what it is 
that I want to achieve, and what I can control in the situation? Then I ask the person what 
the conflict we're facing is really about. If not a question this direct, then I ask questions 
that try to make us think about how we feel and want to behave towards each other, e.g., 
'do you think approaching it like this is respectful? Do we respect each other? So, what are 
we doing?' I think questions are often disarming, especially when they're open.’ (FDP 
participant) 
 
‘I communicate clearly, ask what the genuine problem may be, I breathe, I walk away 
respectfully, I take care of myself, I text or call if it cannot be handled effectively in person, I 
allow myself to feel my emotions privately, I express my feelings later after walking away 
or understanding them better so as to not project, and in dire situations I remove all 
contact from them completely to maintain my peace of mind. I also log essential details and 
report the issues if conflict cannot be resolved in work settings without higher authority 
input.’ (FDP participant) 

 

Bespoke adult support 
Self-awareness is also critical for adults working in youth spaces, enabling them to better understand 
how their own experiences shape the way they engage with young people:  
 

‘Our workshop today allowed me to reflect on the way that conflict was resolved in my 
childhood household compared to how I resolve conflict in my current household.  I 
definitely feel confident that I have progressed in the way that I look at conflict as an adult 
and that I am able to influence young people positively in this way.’ (Adult participant) 
 
‘It is always beneficial to have the time to reflect on our practice as professionals working 
with young people and to be able to apply new strategies in our work.’ (Adult participant) 

 
The following charts are broken down into L&E’s three strands of delivery:  
 

1. Young people 
2. FDP 
3. Bespoke adult support.  

 
The indicators presented were consistent throughout the programme. The chart below shows how 
confidence in staying calm during conflict differs across the three L&E strands: 
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Chart 6. Ability to stay calm during conflict situations (by programme) 
 

 
 
Across the programmes, most respondents reported confidence in their ability to stay calm and 
reasonable during conflict situations. This was reported by 71% of young people (n=17), 85% of FDP 
participants (n=17), and 75% of adult practitioners (n=6), with the remainder rating themselves 
below 4 on the scale.  
 
The following chart compares participants’ confidence in dealing with conflict situations across the 
three programme strands: 

 

Chart 7: Confidence in ability to deal with conflict situations (by programme) 
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Most respondents reported confidence in their ability to deal with conflict situations in their lives. 
This was reported by 72% of young people (n=17) and 85% of FDP participants (n=17), while 50% of 
adult practitioners (n=6) rated themselves 4 or 5 on the scale. 
 
The chart below compares confidence in the ability to de-escalate conflict across the three 
programme strands: 
 

Chart 8: Confidence in ability to de-escalate conflict (by programme) 
 

 
 
Most respondents reported confidence in their ability to de-escalate conflict. This was reported by 
72% of young people (n=18) and 90% of FDP participants (n=18), while confidence was lower among 
adult practitioners, with 38% (n=3) rating themselves 4 or 5 on the scale. It is interesting that the 
greatest levels of confident across all three measures were found within the FDP; this may relate to 
the more intensive nature of the support given compared to some of the adult training. 
 
Phase 3 data suggests that participation in L&E is associated with a growing sense of personal agency. 
Young people describe pausing before reacting, taking responsibility for their choices, and reflecting 
on their role within conflict situations. While earlier phases demonstrated increased understanding 
of conflict and reductions in frequency of disputes, Phase 3 evidence suggests a more internalised 
shift. This deepening of agency is particularly significant in contexts where young people experience 
limited control over structural conditions: 
 

‘One of the biggest highlights was how the young people came together after the most 
significant conflict they had over the [course of the residential]. They didn’t want any staff 
involved and requested the trainers to give them space to talk. One of the young people took 
the lead in mediating the conversation and they successfully addressed the conflict. They 
reported back that no one felt attacked, and everyone felt understood and supported by 
their peers.’ (Partner organisation) 

 
Sustaining and evidencing this identity-level shift will be an important focus for future evaluation 
work. The data presented here suggests that qualitative data may be more useful than pre-post 
surveys in understanding how young people’s confidence shifts; their comments tend to be more self- 
reflective than the surveys suggest. 



 

18 

 

 

 
 

4. Relational change before behavioural change 
 

‘I really appreciated how much I was listened to and how safe the space was.’ (Young 
person) 

 
Trust, safety, and active listening were consistently described as foundations for change. When young 
people feel heard and respected, they are more open to reflection which, in turn, supports shifts in 
behaviour. 
 
Relational safety came up repeatedly across interviews with partners, who described how building 
strong relationships precedes behaviour change. Leap trainers place strong emphasis on creating a 
space where young people can speak honestly without judgement. Trainers reflected that once safety 
is established, deeper reflection becomes possible. Young people responding to the surveys vividly 
describe how they were able to feel safe and to build relationships:  

 
‘I'm just very thankful to the leaders and everyone else for making it such an enjoyable 
experience. Even when I felt low and triggered, I bounced back quickly because of how 
much light energy was in the room and the other moments where we just had so much fun. 
I really was able to open up and let certain people in, and it just makes me so happy.’ 
(Young person) 
 
‘It was brilliant and felt like such a safe space to talk and be vulnerable, even though I had 
never met these people before the Leap sessions had started.’ (Young person) 

 
Partners also observed how facilitation style contributes to emotional security:  
 

‘The lead facilitators were really strong … they facilitated extremely well. Even when 
conversations were very private or sensitive, they handled them in a way that meant 
people felt safe.' (Partner organisation) 
 
‘There were a lot of students that I weren't aware were struggling so much with conflict, so 
one of the main changes is that I was able to identify those students from the things that 
they said. And then make sure that they went on to have support.’ (Partner organisation) 
 
‘The partnership with Leap has been outstanding, particularly in engaging some of our 
most challenging students. For the first time in the entire academic year, three of the most 
defiant girls, who typically avoid full lessons and exhibit problematic behaviours such as 
rudeness and vandalism, stayed engaged throughout the entire Leap sessions. It was 
fascinating to observe them actively participate with the facilitators who managed to hold 
their attention for the entire day. This was something we had struggled with all year.’ 
(Partner organisation debrief) 

 
This reinforces the point that the outcome of deep engagement is not always immediately apparent. 
Other trainers reflected on how identity shifts within safe environments; this gives room for 
behavioural change to occur:  
 

‘They come in behaving as others expect them to … by the time they leave, they’ve stepped 
into themselves. They no longer need to play up to what’s projected onto them.’ (Trainer) 
 
‘When young people feel safe … they’re able to share their thoughts, feelings and opinions … 
and when they become aware of it, it might mean that they don’t act out as much.’ (Trainer) 
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‘We struggled to get through the programme … we kind of thought these young people ain’t 
learned a thing… [but] when we read their evaluation, we were really stunned about how 
much they got from the programme.’ (Trainer) 

 
For young people, this focus upon the emotional security also appears to result in greater relationship 
satisfaction with people around them. Young people were asked questions about their familial and 
community ties in the endline survey, Among the different relationship categories, family and peer 
relationships scored the highest, a key focus for L&E. 
 

Chart 9: Change in reported relationships 

 
Between baseline and endline, most young people reported that they had stable relationships across 
family, friends, and teachers, describing these relationships as either good or very good. A smaller 
number of young people reported improvements and declines. It would be interesting to undertake a 
longitudinal follow up to see if there is a more significant change over a longer period.  
 
FDP  
Participants in the FDP workshops felt that, following the programme, they were better able to 
develop positive relationships and create safe spaces for young people:  
 

‘[My goal is to] create a safe space for 18+, teaching conflict and why it shows up and how 
to be self-aware.’  (FDP participant) 
 
‘I can hold space, including when it becomes uncomfortable and vulnerable for all involved. 
It takes energy and I decompress after but in the moment I can. I am also safeguarding- 
minded and can spot when something feels off. I am curious and also feel I have a 
commitment to the group to be there for them, make a space feel safe enough for them to be 
bold, curious and explore. I am able to balance facilitating conversations between people in 
group and also impart info, making debriefs a place for participants to explore.’ (FDP 
participant) 
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‘My work with young people varies and often I am working with extremely vulnerable 
young people who do not trust adults or social care systems and so building trust, 
engagement and relationships can be a long process. However, breakthrough moments 
make me feel positive in my ability to connect with young people and influence them 
positively.’ (FDP participant) 

 
7 out of 9 FDP respondents rated their confidence in building relationships highly, and 6 out of 8 
reported feeling confident in creating a safe space for groups of young people (rated 4 or 5). 
 
Similarly, adult participants described how they would apply their learning by:  
 

‘Building and developing the rapport between myself and the [young people]. To remember 
the different ways to resolve conflict in specific contexts.’ (Adult participant) 

 
‘Utilising my learnings to better navigate conflicts by keeping in focus the relationships in 
front of me over the issue at hand.’ (Adult participant) 

 
The chart below presents FDP participants’ self-reported ability to empathise with others, including 
their ability to put themselves in someone else’s shoes and recognise when something they say may 
cause offence: 

 

Chart 11: Ability to empathise with others 

 
Most FDP participants reported strong levels of empathy. 80% reported that they find it easy to put 
themselves in someone else’s shoes (n=16), while 20% rated themselves below 4 on the scale (n=4). 
Similarly, 70% reported that they can recognise when something they say may offend someone else 
(n=14), while 30% rated themselves below 4 (n=6).  
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‘I now speak from a place of understanding rather than engaging in conflict. It’s no longer 
a me versus them situation, it’s us versus the problem. I now focus on finding solutions 
rather than getting caught up in back-and-forth arguments with people. I’ve also noticed a 
boost in my confidence when working with young people. Before, when I went into schools 
to communicate with them, it was difficult, especially when they weren’t engaging, or there 
were a lot of distractions. But after completing the FDP course, when I had the opportunity 
to go into a school with some of the Leap trainers, I found it much easier to manage the 
room, handle distractions, and keep people engaged.’ (FDP participant) 

 
These findings highlight the importance of relational awareness in the programme. Partners also 
reflected on how the way sessions are delivered can shape these dynamics in practice. Some partners 
noted that having younger facilitators deliver sessions could be inspiring for young people in school 
settings, as it made the facilitators more relatable. At the same time, it was also mentioned that 
younger facilitators can sometimes be seen as peers rather than leaders, meaning this dynamic needs 
to be managed carefully. 

 
5. Leadership as an outcome, not an add-on 

 
‘I believe in leading from a place of truth, regulating my emotions with grace and serving 
myself and others with compassion. Also, I don't lead to be seen, I lead to create impact not 
claps of hands. It's something I do naturally. Leadership is for me protecting my energy, by 
creating … healthy boundaries, alongside knowing when it's time to pull back and pour into 
myself. Burnout is no longer my portion, burnout will cause me to lead with no impact, so 
I've learnt to observe myself becoming more self-aware about how I feel, how I’m 
responding and what I need to take care of myself as well as others. Leadership is also 
about how well I hold space, creating safe spaces for myself and others to unlock, unmask 
and become free, unapologetically what they want to become with confidence and impact.’ 
(FDP participant) 

 
Leadership emerges naturally during the programme. As confidence, communication skills, and self-
awareness grow, young people begin to influence peers, contribute more actively within group 
settings and, in some cases, step into facilitation roles.  
 

Young people 
In school settings, young people who progressed through delivery began stepping into more visible 
roles: 
 

‘It really helped to shape their leadership skills. The students we didn’t think would make it 
did and that reset our assumptions. They went on to develop presentations and you could 
see their confidence grow, as well as their understanding of how their minds and bodies 
work.' (Partner organisation) 
 
‘A lot of them started using the exercises they learned from Leap to re-teach them to their 
peers. I’ve seen young people go on to use it to reinforce boundaries with friends, 
communicate their needs in meetings and, when things come up that challenge them, they 
go back to what they learned and practice it. That’s when you see it working, it’s not just 
hearing it, it’s practicing it.’ (Partner organisation) 

 

FDP  
For the participants on the FDP, understanding leadership and one’s relationship to it is a significant 
element. FDP graduates described their own internal leadership shifts:  
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‘I struggled with the 1-1 vulnerability needed sometimes to champion a young person and to 
let them know that I really connect with them. Usually, I keep a safe emotional distance 
because it's easier. However, now I am learning to be more vulnerable, so my young people 
feel confident.’ (FDP participant) 
 
‘I feel like I can connect with young people and be a strong role model. Give them guidance, 
based on similar experiences I may have had. I believe I can give them the energy and 
attention they require.’ (FDP participant) 

 
Trainers also shared examples of progression: 
 

‘There’s a few of them that actually ended up becoming Leap trainers … some have become 
trustees … the teacher’s now become a student … we’re working together side-by-side as 
partners … for me that’s what’s beautiful … [One of the graduates of the programme], I 
worked with her 15 years ago, and she’s now managing a piece of work and actually brought 
Leap in because she said it had such an impact on her. [Another graduate] got permanently 
excluded … he went back to the school that he got excluded from … delivered that work … he 
was amazing.’ (Trainer) 

 
Partners appreciated seeing the progression made by L&E graduates and greatly valued the 
experience they bring back into the programme as facilitators:  
 

‘I really liked seeing that out of the three facilitators, two were former participants who are 
now trainers. They’d each had their own experiences of dealing with conflict in different 
ways and bringing that into their facilitation was really powerful. Having former 
participants as facilitators was quite special, because you can see that Leap offers a 
pathway for people who want to take things further. That’s something organisations really 
value: being able to develop people who engage with your work to the point where you’re 
working with them, not just for them. That’s a really beautiful thing.’  (Partner organisation) 

 
The chart below reflects increased confidence in communication, facilitation and influence.11 These 
quantitative findings sit alongside the progression stories described above, showing leadership as 
something that develops through participation rather than being added on separately. 

 

 
11 Facilitator Development survey data (2025/26). 
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Chart 12: Confidence working with young people 

Most FDP participants reported high confidence across these areas. 85% reported feeling confident 
explaining their ideas clearly to a group (n=17) and 85% reported confidence working with a group of 
young people (n=17). Confidence was similarly high in teaching young people about conflict, with 
89% rating themselves 4 or 5 (n=16). Confidence was lower when identifying strengths and areas for 
development as a facilitator, although 73% still rated themselves 4 or 5 in this area (n=11). 

Practitioners from the FDP delivered externally assessed sessions at the end of the programme. They 
achieved positive ratings, with most assessors scoring the delivery of the trainers, their enjoyment of 
the session, and their understanding of conflict highly. Through the FDP, participants are stepping 
into roles where they support peers, facilitate sessions and model reflective behaviour.  

FDP alumni stories suggest these experiences can shape long-term trajectories. Each of these 
graduates will have worked further with young people, increasing the impact of this programme.  

Leadership within L&E is framed as self-awareness, responsibility and service to others. The strategic 
opportunity now lies in making these progression routes more visible, systematic and measurable, 
further strengthening L&E’s contribution to community leadership capacity as well as individual 
growth. The case story below offers an example of how this might happen.  
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Rashid’s story 
 

‘Rashid12 completed the L&E course and it had a profound impact on him. Although, at first, 
he found the course and content to be challenging, he fully engaged with the activities and 
discussions and has now become one of the lead conflict resolvers in Lambeth. After school, 
he spends time at McDonald's which is a conflict hotspot in Lambeth, actively engaging 
with-  and mediating conflicts among - young people in the community.  
 
‘Although Rashid never wanted therapy nor felt safe to be in that space, the Leap 
programme provided him with the space to confront his own conflicts and issues in a safe 
and supported manner. It helped him access certain memories, understand trauma, and 
foster self-awareness, which has significantly boosted his confidence. He has now become 
an expert youth worker and a pillar of the community.’ (Testimonial from partner 
organisation) 

 

Challenges 
 
The context described at the outset contributed to several challenges for the L&E programme:  
 

Operational capacity 
From the beginning of Phase 3 of the programme, Leap was experiencing a number of different 
organisational and financial challenges. Inevitably these operational aspects led to staff capacity 
being stretched at times. It is to the credit of the programme staff and delivery team that the quality 
of delivery has continued at a very high standard against this backdrop of organisational change. In 
the last two years a new executive team has provided renewed leadership, resulting in greater 
financial and operational stability. 
 

Partner capacity 
Partners were extremely appreciative of Leap’s work, recognising the difference made to the young 
people they support. Some, particularly outside of school settings, described the level of capacity 
required as significant, especially in relation to engaging young people to attend. Some felt that they 
had not fully appreciated the amount of work involved. There is a concern that if the programme 
moves to a costed model (rather than being fully funded) they would be unlikely to be able to 
continue to support delivery. Some partners commented that the organisational changes Leap was 
undergoing during Phase 3 created challenges in programme set up and operational responsiveness, 
although not in quality of delivery.  
 

Data collection and analysis 
Consistency in data collection has been a challenge throughout the programme, including at points 
during Phase 3 as this was a time of flux. As described in the methodology, the differences in survey 
design made comparison across groups more challenging, as did the lack of demographic data 
collected. There has also been little opportunity to evidence the longitudinal impact; looking ahead, 
this would be of great value in supporting further learning about the programme.  
 
  

 
12 Name has been changed. 
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Baseline and endline survey scores may not accurately evidence subtle changes, as baseline 
information may be inflated. To improve accuracy in future assessments, a midline assessment could 
be introduced, allowing participants to reflect more accurately on their starting points. Alternatively, 
confidence could be measured based on the frequency of successful conflict de-escalation, in addition 
to self-reported perceptions. It is also likely that the level at which L&E works (relational, 
behavioural) may take longer to bed in than the period of the programme itself. Focusing more upon 
qualitative than quantitative data may give a truer picture of shifts in behaviour.  
 

Depth and breadth 
Whilst not specifically a challenge, finding a balance between reaching a wider group and offering 
intensive support to smaller groups, has been an ongoing discussion within L&E.  
 
During Phase 3, Leap offered more ‘taster sessions’ to young people, often through school assemblies. 
These involve delivery of some of the activities on offer through the longer sessions and are a means 
of reaching a much wider audience in a light touch manner. From the available data, although brief, 
the sessions made a positive impression upon the young people.  The school tasters also led to more 
targeted group work for young people at risk of school exclusion: 
 

‘While the programme was designed to engage students with behavioural challenges, it also 
resonated with those who generally behave well but sometimes act out in more subtle ways. 
The two-hour introductory sessions helped us identify which students would benefit most 
from progressing to the intermediate courses.’ (Partner organisation) 

 
A total of 178 young people responded to taster session surveys. Of these: 

• 57% rated their confidence levels as 4 or 5 (high) 

• 61% gave a 4 or 5 when reflecting on their self-appreciation 

• 83% rated their ability to fully participate in the course as 4 or 5. 

81% scored 4 or 5 when assessing the skills they learned during the session. 
 
At the other end of the spectrum, some young people participated in residentials taking place over 
three days in which much more intensive support was offered. From partners’ perspectives, the depth 
offered by the residentials is seen to create more impact: 
 

‘The intensity leads to it being a bit more impactful as well because they are in a bubble for 
those three days, just focusing on everything to do with conflict resolution ... with 
interactive activity throughout the day, which made it really engaging and impactful. 
Usually, a workshop will be three hours … This really deep dives into conflict resolution.' 
(Partner organisation) 

 
This suggests that, whilst there is a place for the taster sessions in engaging interest and a wider 
group of young people, the depth of engagement made possible by longer sessions will continue to be 
important for young people at greater risk. Looking ahead, being able to evaluate the longitudinal 
impact of different sessions would help to determine the most effective balance of different activities.  
 
While the evaluation evidence highlights key patterns in outcomes and delivery, understanding how 
these changes unfold in practice also benefits from the perspective of those closely involved in the 
programme. The following section provides a personal and professional reflection from L&E’s 
programme manager. 
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Part two 
 
The long game of change 

A personal and professional reflection by Ahmed Moallim, L&E programme manager. 
 
Early years: displacement, belonging, and learning the world wasn't neutral 
Long before I encountered Leap at 14, my sense of belonging and my relationship to authority were 
already being shaped by forces I could not yet name. I grew up in the shadow of intergenerational 
trauma: my parents were war-fleeing immigrants, displaced from an ancestral homeland that I later 
came to understand as not only beautiful and culturally rich, but also deeply impacted by colonial 
intervention and global power struggles in which Britain played a significant role. That history wasn't 
taught to me in school. It lived in family stories, silences, survival strategies, and the emotional 
residue that families carry when they've had to rebuild life through rupture. 
 
As a child, I experienced these dynamics as normal. But in hindsight, displacement, inherited loss, 
and an early lack of safety shaped my nervous system, my worldview, and my readiness for conflict 
long before I had language for it. I grew up with a deep intuition that my family's presence in Britain 
was not accidental, nor fully chosen. We were here because somewhere else had been broken. 
 
By my early teens, that inheritance began to surface as political awareness. I learned about Britain's 
role in Africa and Somalia, and how empire produces displacement and migration. That knowledge 
did not make me feel grateful; it fuelled anger and resistance. I vividly remember attending an anti-
English Defence League march - directly confronting far-right hatred toward Muslims - while also 
feeling the bitterness of living in a society that could demonise people like me without acknowledging 
the histories and policies that had shaped our presence here. 
 
After 9/11, the shift in how Muslims were seen was undeniable. Suspicion, surveillance, and hostility 
became part of everyday life. I internalised the sense that belonging was conditional, if not 
impossible. For many young Somali boys in East London, exclusion hardened into identity. Being 
anti-establishment felt coherent - not as a pose, but as an attempt to make sense of a system that felt 
hostile and hypocritical. Aligning with groups that rejected authority offered protection, belonging, 
and power. At the time, that did not feel like wrongdoing - it felt like refusal. 
 
My involvement in those circles emerged from politicised anger, inherited trauma, and the absence of 
safe spaces where those forces could be explored, held, and challenged. 
 
The moment that broke the spell: moral clarity 
In April 2007, when I was 14, a schoolmate was killed in a stabbing. He was affiliated with an 
opposing group to the one I was part of at the time. On the day it happened, I already knew there was 
serious tension, I understood who was being targeted and why, but I didn't yet know the outcome. 
 
That evening, I received a call telling me he'd been killed. In the background I could hear people 
celebrating. His death was being treated as a victory. I felt shame at being part of that environment, 
even though these were my friends - people I loved, people I had grown up with, friends of friends. 
The notion that he was an "enemy" died that day as well. 
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The following days at school were eerily silent. Everyone knew. His friend (another opposing 
member) had been critically injured and spent weeks in intensive care. Some of my peers carried 
themselves with pride. I carried the quiet understanding that what had happened was deeply wrong. 
I couldn't share that openly. But I did speak selectively: I remember telling two of my closest friends - 
one of whom was seen externally as our group's leader - that celebrating this was wrong. I couldn't 
say that to everyone, especially those more deeply entrenched, without consequences. I don't rewrite 
my younger self as heroic in any sense. I didn't leave those circles immediately. But I refused to let 
that moment become normal. I knew change would take a long time but had no pathway to explore 
what change meant. 
 
It matters that this isn't the common "ex-gang member" story that can accidentally give young people 
permission to stay on the same track because "it worked out in the end." I rarely detail the things I 
was involved in - not to protect an image, but because those experiences should only ever be used 
with purpose, for learning, when necessary. Shame, for me, wasn't a brand. It was a boundary. And 
that boundary shaped everything that came next. 
 
Over many years, the groups I was connected to, became the subject of sustained attention from 
authorities in Waltham Forest and across London - highly visible, violently organised, and adept at 
evading law enforcement. The name and notoriety of the group came much later, long after I would 
change course. Between the ages of 14-18, what I was living inside was a tension: belonging externally 
while pulling away internally. 
 
Enter Leap: a space that didn't ask for performance 
Leap came into our school after the murder, working with friendship groups around gangs, 
territorialism and conflict; it was the first time adults engaged us seriously without fear, judgement, 
or performance. They didn't demand confession or glamourise violence. They refused to reduce us to 
our worst moments. They created space for us to learn that conflict is something we could examine, 
not just act out. 
 
I engaged deeply. I was one of a few who asked for further sessions and training, and we brought 
friends with us - friends involved in, exposed to, as well as those not involved in, serious violence. 
Leap invested further. We were trained more intensively by one of the senior trainers with the 
ambition that we could deliver workshops ourselves. 
 
By the time I was 15-16, two friends and I were delivering intro to conflict type workshops to all Year 
9 students in our school. Later that year we delivered a session to young people and practitioners at a 
large Leap event at Friends House in Euston. The session was oversubscribed; around 40 people 
wanted to be there even though capacity was 20. Those experiences solidified my ambition: I wanted 
to become someone who could work with people - young people and adults - to better understand 
themselves and navigate conflict differently. I could see that conflict could be worked with, not just 
survived, and that adults could trust young people with serious responsibility when they were 
properly supported. That realisation set my direction. 
 
From participant to trainer to programme leader 
I stayed connected to Leap as a volunteer, attending training and supporting delivery wherever 
possible. Eventually I completed the Young Trainers Programme and became a freelance Young 
Trainer in 2012. I aspired to continue my development, to become a trainer who could work with all 
kinds of people to create meaningful change. 
 
I realised that instinct and charisma were not enough. If I was serious about this work, I needed 
discipline, education, and a deeper understanding of myself. In 2013, I began a degree at London 
Metropolitan University to study Youth and Community Work, graduating at the top of my class with 
a Social Science degree and a JNC-recognised qualification. Alongside this, I gained experience 
across mentoring, coaching, youth clubs, and building youth spaces. 
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I encountered the Adverse Childhood Experiences (ACE) framework for the first time and realised I 
had experienced the majority of the recognised ACE indicators. That knowledge was unsettling, but it 
was also clarifying. It gave language to patterns I had lived with for years - heightened vigilance, 
readiness for conflict, mistrust of authority - and helped me understand how intergenerational 
trauma, displacement, and survival strategies had shaped me long before I had conscious awareness 
of them. 
 
Crucially, this learning sharpened my sense of responsibility. It helped me to see how many of the 
young people I was working with were also carrying multiple ACEs - often without language, support, 
or recognition - and how easily systems misinterpret trauma-shaped behaviour as choice, defiance, or 
failure. This insight deepened my commitment to relational practice, boundaries and care, and it 
influenced how I approached facilitation, leadership, and risk from that point on. 
 
Between 2014-2016, Leap was seeking to re-invest in work it had long been known for: engaging with 
young people involved in, or affected by, gangs and serious violence. Significant research at the time 
identified Lambeth and Southwark as among the London boroughs most impacted by serious 
violence and organised crime, providing a clear evidence base for why focused attention, funding, and 
sustained support were needed in those areas. That direction aligned strongly with my own 
experience, and I supported Leap's decision to pursue funding for a three-year pilot, launched in 
2016 as the Leadership & Enterprise programme. 
 
By the time I joined L&E as Programme Officer in 2017, Leap was actively listening to young people; 
testing assumptions, challenging language, and taking seriously how we understood their 
relationships and identities. What emerged was a clear message: many did not identify with gang-
based labels; however, they did recognise the dynamics of friendship groups. That learning directly 
informed the ways in which the programme was framed, named, and delivered. 
 
The focus on friendship groups was foundational. It mirrored my own entry point into Leap and 
reflected what I knew to be true from experience: young people make sense of themselves inside 
relationships, not in isolation. I had seen the limitations of interventions that remove young people 
from their families or communities in the name of safety. Displacement does not automatically 
produce protection. In some cases, it deepens vulnerability, creating isolation, weakening protective 
bonds, and exposing young people to new forms of risk. As County Lines activity expanded during 
those years, it became increasingly clear how easily dislocation could be exploited rather than 
resolved. 
 
Within the friendship-group work, one of the most impactful dimensions was exploring group 
dynamics and the roles young people take on: the joker, the ladies' man, the strongest, the most 
athletic etc. Leap has always asked young people uncomfortable questions like, "Who's the leader?" 
and used the discomfort to explore what leadership really means. We challenge groups to reflect: is 
your leadership based on fear, reputation, or merit? Is it serving you? Also, because we'd explored 
self-leadership and qualities of healthy leadership, young people could challenge each other within 
their friendship groups constructively rather than destructively. 
 
As the programme developed, we could see that we needed to embed L&E in schools, youth clubs, 
Pupil Referral Units, and alternative education settings - spaces young people already trusted and 
attended, often with their friends. This meant building partnerships properly. I would often spend 
evenings in youth clubs simply being present and useful, not delivering Leap content. This built trust 
and laid the groundwork for local delivery partners to engage in the programme itself.  
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The programme took young people through a structured, transformative journey: self-reflection, 
conflict navigation, emotional regulation, safety, identity, power, and self-leadership. In addition, we 
were responsive to emerging trends, for example, during the period social media use by young people 
became more common and we could see that conflict was no longer contained to physical spaces. We 
responded by broadening the L&E curriculum to include use of social media as a key factor in driving 
conflict.  
 
Refusal to rush impact and resisting dilution 
One of the programme’s defining strengths has been its refusal to rush impact. From the outset, L&E 
was not designed as a short intervention or behaviour-management tool, but as a relational 
programme that invests time in people, groups, and places. Over the years, this has meant staying 
consistently present with local partners through a changing local context, including funding 
uncertainty, staff turnover, and shifts in policy. That consistency has mattered. Many of the outcomes 
we see are not immediate or easily captured, but emerge over time through trust, repetition, and the 
gradual strengthening of self-awareness, accountability, and leadership in participants. 
 
At times, due to external factors, there has been pressure to dilute the programme, to scale faster, to 
simplify the language, to fit into short-term funding cycles. We have needed to resist that drift, 
maintaining clarity on what the work can and cannot achieve, being honest about challenges and 
setbacks and advocating for depth over breadth where possible.  
 
Development of peer facilitators and trainers has been central. Investing in quality delivery by 
supporting trainers (many of whom bring direct lived experience) to step into facilitation, leadership, 
and responsibility has been one of the most meaningful and demanding aspects of my role. It is about 
leaving a local legacy which can not only help to shift norms about conflict and violence but also 
transforms the story of a place to one where young people are seen as assets to their local area.  
 
Operationally and practically, delivering L&E has been complex. It has become a living system with 
many moving parts: schools, community partners, residentials, safeguarding, evaluation frameworks, 
funding requirements, and reporting. Holding that complexity is demanding, but it has also been 
what makes the programme resilient. Where L&E works best is where relationships are strong, 
expectations are clear, and learning is shared openly: internally and externally. 
 
The learning from this work 
Lasting change tends to emerge inside relationships, not around them. Young people do not shift 
because they are extracted, monitored, or corrected in isolation. They shift when they are supported 
to understand their influence within the relationships that already matter to them. Peer dynamics are 
not a side issue to be managed; they are the primary space where accountability, leadership, and 
harm either take root or unravel. 
 
Pressure for quick outcomes can be counterproductive. Pressure for quick outcomes, tidy narratives, 
or short-term reassurance can undermine the conditions required for deep rooted change. Trust, self-
reflection, and behavioural change do not operate on funding cycles. When work is driven by 
financial considerations and a desire for quick wins young people sense that immediately. 
Transformation requires time, consistency, and the willingness to stay when things are unresolved. 
 
Adults have a central role to play in facilitating change. Some of the most durable change I've 
witnessed has been in teachers, youth workers, and professionals who quietly shift how they interpret 
behaviour, hold boundaries, and respond to conflict. Young people return from our programme to 
environments shaped by adults. Any approach that focuses only on young people, without attending 
to adult learning and culture, will always be partial. 
 
Language is important. How young people are named, framed, and spoken about directly shapes 
what they believe is possible. Labels that reduce people to risk, deficit, or suspicion narrow the work 
before it has even begun. 
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Paying attention to practitioner well-being: This work carries emotional weight, particularly for 
those with lived experience. Without supervision, peer support, and permission to set boundaries, 
people can burn out or harden quickly. Neither outcome serves young people. Any model that relies 
on relational depth must invest just as deeply in the people holding that work. 
 
An ethical stance on the use of lived experience: Because they should only ever be used with 
intention and purpose, I rarely share certain aspects of my early life. I have seen how attempts to 
build credibility by proving how "bad" you used to be can accidentally give young people permission 
to remain where they are. In my experience, young people respond far more reliably to real care, 
honesty, playfulness, and firm boundaries - and to adults who can be trusted without needing to be 
impressed. 
 
Concluding reflections 
For those wanting to deliver work in this space I offer the following reflections: 
 

• Design around relationships, not isolated individuals 
• Fund for continuity and time, not speed or short-term reassurance  
• Treat adult learning as core, not incidental 
• Use language that expands identity rather than fixes it 
• Build structures that protect those doing the work, not just those receiving it. 

 
At the heart of L&E and my role in leading the programme is a tension I continue to live with, formed 
by: my own lived experience of being displaced yet finding community; never fully belonging yet 
refusing to disengage; sometimes feeling exhausted by an external social and political environment 
that feels hostile yet choosing to stay in the work. 
 
I have never been able to call Britain home in a simple or uncomplicated way. That hasn't changed. I 
still experience racism; I still feel the weight of living in a place that was shaped by the same imperial 
forces that displaced millions in the first place. The hostility may shift in tone or form, but it hasn't 
disappeared. And the emotional labour of responding to it - directly or indirectly - is real, draining, 
and ongoing. 
 
What has changed is how I hold that reality: Despite displacement, I have found a community: 
through shared language, shared values, shared struggle, and shared vision. I have found it in 
training rooms, in circles of young people grappling honestly with power and identity, in friendships 
that have survived transformation rather than collapsed under it. I have found it in mentors and 
trainers who understand that this work is not just professional, but deeply personal and political. 
 
For me, L&E has been both a container and a mirror. It has allowed me to take inherited anger, 
politicised awareness, shame, and responsibility and turn them into something generative without 
pretending they were never there. It has given me a way to stay engaged without becoming hardened, 
and to challenge systems without becoming consumed by them. 
 
I see that same outcome in young people I've worked with, young people who may never feel fully 
accepted, but who learn they do not need to disappear, perform, or destroy themselves to be seen. I 
see it in communities that move from fragmentation to shared language. I see it in adults who are 
challenged to examine their own power, assumptions, and avoidance, and who choose to stay in the 
discomfort long enough for something to shift. 
 
L&E holds that same tension. It does not promise belonging where none exists. It does not offer false 
reconciliation or easy narratives of integration. Instead, it creates spaces where people can 
understand themselves more clearly, act with greater responsibility, and build forms of leadership 
that are rooted in care rather than dominance. 
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Part three 
 
Reflections & recommendations 
 
The evaluation findings presented in this report highlight both the consistency and evolution of L&E 
over time. While delivery models have adapted across the three phases, several underlying patterns 
have remained stable. Young people participating in L&E consistently report stronger understanding 
of conflict, increased confidence in communication, and improvements in the quality of their 
relationships with others. 

Looking across the entire period of delivery, what becomes particularly striking is not only the 
persistence of these outcomes, but the way in which they have been sustained as the programme has 
expanded in scale and complexity. From early small-group work in Phase 1, through the 
strengthening of partnerships in Phase 2, to the much larger reach of Phase 3, L&E has maintained a 
distinctive approach grounded in experiential learning, relational practice and reflective facilitation. 

At the same time, the evaluation highlights a number of tensions and opportunities that will shape 
the programme’s future development: between depth and breadth; between reflection and action; 
between iteration and more substantive shifts. In particular, the evidence points to the importance of 
balancing depth of engagement with wider reach; strengthening pathways for leadership and 
progression; and continuing to improve the ways in which the programme evidences its longer-term 
impact. 

Across the whole period of L&E delivery, certain ingredients for success are consistent. These 
include: 

 
• Excellence in delivery: partner organisations and young people praise the highly experienced 

and skilled trainers who combine technical expertise with emotional intelligence, adaptability 
and presence. Supporting staff and freelancers effectively is a vital element of ensuring high 
quality delivery. 

• Relational safety: young people describe feeling listened to, respected and challenged without 
being judged, and trainers create open and psychologically safe spaces where young people 
feel able to reflect honestly on their experiences. 

• Strong partnerships: long-term collaboration with schools, youth organisations and 
community groups that support consistent engagement. The evidence suggests that impact is 
strongest where partnerships are long-term, have aligned values, and involve active 
collaboration between Leap trainers and partner organisation staff. 

• Working within peer groups: offering support within peer and friendship groups was noted 
by young people as giving them the chance to reflect upon the different roles they may take 
up and how to navigate conflict within these groups. 

• Coherent tools and methods: the use of tried and tested Leap tools, exercises and interactive 
games provides a consistent methodology that allows learning to emerge through experience.  

• Leadership progression: over time, impact has deepened further by creating progression 
routes and building internal leadership capacity. FDP strengthens and extends L&E, enabling 
former participants to step into facilitation roles and embedding L&E principles within the 
wider community. 
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The evidence suggests that these elements work together to create the conditions in which young 
people are able to develop self-awareness, strengthen relationships and learn to effectively navigate 
conflict and complex social environments. Any future programme should aim to build upon these 
ingredients.  

In order to deepen learning, particularly about the longitudinal impact and any variations of 
outcomes for different groups, it will be important for evaluation data to be more consistent and 
demographic data to be collected. Undertaking more creative ways of evaluating the impact on young 
people, potentially including them in the evaluation design, and building in follow up research after 
the programme completes, will help to build a more robust evidence base. The qualitative 
experiences of those involved in the programme – young people, trainers, Leap staff and partners – 
form a critical element of the means of understanding the mechanisms for change, and these should 
continue to be valued and heard.  

As conditions for young people continue to be challenging, work of this nature remains critical.  
The evidence from the evaluation demonstrates that when young people feel respected, heard and 
emotionally safe, they are more willing to engage honestly with difficult topics and experiment with 
new behaviours.  
 
Young people’s strengthened communication skills, ability to manage conflict, and greater 
willingness to listen to different perspectives are rooted in the creation of open and psychologically 
safe spaces. Protecting the conditions that enable this, including skilled trainers, partner 
collaboration and allocating sufficient time, will be critical to sustaining impact. 
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Appendix I: Methodology 
 

Research design 
This evaluation examined L&E’s nine-year delivery from 2016 to 2025, with deeper analysis of Phase 
3 (2023-2025). m2 conducted the data analysis of the previous year (2023-2024), providing 
continuity across Phase 3 and informing this evaluation.  
 
For this evaluation, a mixed-methods design was used, drawing on both qualitative and quantitative 
data. The process was iterative, allowing emerging findings to inform later stages of the analysis. The 
evaluation was relatively light touch and dependent upon existing Leap data collection and survey 
design.  
 
Methods used  

• Desk review 
Review of evaluation reports and monitoring data from Phase 1 (2017–2019) and Phase 2 (2019–
2022). This included partner organisation debriefs and case studies.  
 

• In-depth interviews  
Partners (n=4); Trainers (n=4); Operational management (n=1).  
 

• Surveys  
Seven surveys were administered to different L&E programme cohorts between 2023 and 2025. 
These surveys primarily captured self-reported outcomes from participants and, where relevant, 
other stakeholders. Where possible, the data was used to track changes in participants’ responses 
over time. 
 
In total, 85 participants were administered the surveys at baseline. Of these, 58 also completed the 
endline surveys, resulting in a completion rate of 68%. This included 37 participants from advanced-
level cohorts and 21 from intermediate-level cohorts. (NB: A further 27 participants did not complete 
the second survey.) 
 

• Observations  
These were trainer perspectives, focusing on facilitation (FDP), engagement, and group dynamics. An 
in-depth write up was provided by the L&E manager; his observational insights were deeply relevant 
within the context of L&E. He has been involved with the programme for nearly 20 years, and his 
personal reflections are captured in Part two of the report.  
 

Data collection and analysis 
Interviewees were invited by Leap staff, and participation was voluntary. Participants were informed 
that the evaluation was being conducted by an external consultancy. Survey data was analysed 
quantitatively to examine patterns in responses and changes between the baseline and endline 
surveys, while qualitative data was analysed thematically. Findings were triangulated across the desk 
review, interviews, surveys and observations. 
 
There are differences in the numbers of participants reported in the evaluation reports for Phases 1 
and within this report. The first two evaluations did not include data on the taster and beginner 
session as they concentrated upon the outcomes for the more intensive work. These figures are 
included in this report; as a result, some of the reach numbers for Phases 1 and 2 in this report are 
higher than those in the original evaluation reports. 
 

Ethical considerations 
Informed consent was obtained from all interviewees and contributions were treated confidentially. 
Additionally, sensitive topics were handled with participant well-being in mind. Participants were 
willing to be named, subject to reviewing and approving any attributable quotes. 
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Limitations 
Uptake for in-depth interviews was lower than anticipated, largely due to the unpredictable nature of 
youth work settings. However, those interviewed included longstanding partners and trainers who 
were able to provide detailed and longitudinal insight. 
 
Survey questions and scales were not uniformly consistent across the different surveys, meaning that 
it has not always been possible to make direct comparisons. Not all respondents completed both 
baseline and endline surveys, meaning the tracked completions were relatively low. There was also 
variability across delivery contexts, meaning that direct comparison in some instances was 
challenging.  

Baseline and endline demographic data showed minor spelling differences, abbreviated names, and 
missing surnames which needed to be reconciled during the matching process. Where only one 
plausible match existed within a programme cohort, responses were matched using a process of 
elimination. Demographic data for participants was not collected by Leap in Phase 3 so comparisons 
of the outcomes for different groups could not be made.  
 
The participant data largely relies on self-reported findings which can, particularly in relation to 
confidence, be subjective. We have aimed to triangulate the data with the interviews in order to 
reduce bias.  
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Appendix II: List of partner organisations 
 

Phase 1 Phase 2 Phase 3 

Albrighton Youth Club Active Communities Network Ashdon Jazz Academy 

Cambridge House Ascension Trust Baytree Centre* 

Inspire Ashdon Jazz Academy Divert 

Mentivity Bloomberg Forest Gate Youth Zone 

OBC Youth Club Brandon Centre (She Is Supported) Harris Girls' Academy* 

St. Matthew's Project Centre Point London VRU* 

Southside Young Leaders  
Academy (SYLA) 

City Heights E-ACT Academy New Horizons Youth Centre 

Yellow Cube City of London Academy (Southwark) Salmon Youth Club 

  Divert Speaker Box 

  Dunraven School Spiral Skills* 

  Ebony Horse Club SYLA 

  High Trees  

  Jack Hobbs Club   

  Lambeth Council   

  Lambeth Early Help   

  Lilian Baylis Technology School   

  Mosaic Clubhouse   

  New Horizons Youth Club   

  Erwood Children's Home   

  Snow Camp   

  Southwark Council   

  Southwark My Ends   

  Southwark Young Advisors   

  Southwark Youth Parliament   

  Spiral Skills   

  St. Martin's Girls School   

  St. Paul’s Primary School   

  St. Matthew's Project   

  Stockwell Park Community Trust   

  SYLA   

  The Bradfield Club   

  Theatre Peckham   

  Victim Support  

 
 
*Organisations that participated in an evaluation interview 
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Appendix III: L&E Theory of Change 
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