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OUR FIRST THREE YEARS 
Helping young people build lives that work 

This briefing paper is designed to update our donors, 
partners and friends on the progress we have made since we 
began our mentoring service in April 2017.  In doing so, we 
want to express our sincere gratitude to the people and 
organisations that have helped us. Our success would have 
been impossible without your invaluable support.    
 
Despite a temporary hiatus caused by the Coronavirus 
Emergency, we have established a firm foundation from 
which to deliver the next phase of our development.   
 

 
Since our service began in 2017, we have: 

 received a total of 290 referrals 
 matched 128 children and young 

people with a long-term mentor 

At the end of July 2020, we were: 
 supporting 73 ongoing relationships  
 managing a referral waiting list of 108 

children and young people 
 In the process of matching 27 trained 

mentors – a backlog that had built up 
due mainly to the COVID-19 
Emergency 

 
 
 
Over the same three-year period, 48 
relationships have closed: 
 20 were successful graduations 
 17 were for a variety of reasons 

beyond our control 
 15 of our young people or their 

parents disengaged 
 We made 3 matching errors 
 

 

 

 

 

 

 

 

 

PROMISEworks recruits, trains and supports volunteers who provide 
long-term, inspirational mentoring to some of Somerset’s most 
vulnerable and disadvantaged children and young people – ages 5 to 25.  
They are referred to the scheme for a variety of reasons including some 
who have suffered abuse or neglect.  

The successful mentoring model used by PROMISEworks has been 
developed over the past 20 years.  Through a long-term, trusting 
relationship with a mentor, a child can develop the resilience, self-
esteem and emotional well-being that will help each of them “to build a 
life that works” 
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Let us begin with the future - our long-term plans  

Demand for the mentoring service has never been in question, with the number of referrals always outstripping 
our ability to fulfil them. Rather than risk expanding too rapidly to meet this large demand, the trustees have 
set a sustainable business plan that will not risk the future of our existing mentoring relationships. The plan 
concentrates upon the establishment of long-term funding arrangements for lead Case Holders in each of the 
County’s four regions. Once the medium to long-term future of these “Area Coordinators” has been established, 
PROMISEworks will grow by recruiting additional case holders in each region. 

The successful delivery and future growth of the service is very much dependent upon two crucial factors: 
 Finding volunteers who are willing to support a young person for at least two years & 
 Funding the professional staff team and infrastructure needed to recruit, train and support our volunteers 

 
Both factors are themselves dependent upon the charity’s ability to raise awareness of its work across a broad 
variety of stakeholders, both in Somerset and wider afield.  Our needs are neatly summarised as MENTORS, 
MONEY & MENTIONS.  We need your continued help in any one, and preferably all three areas.   
 

Spreading the word – creating awareness of PROMISEworks  
We want everyone in Somerset to know about our work.  We have built new skills to start this process: 

 Jackie Foley, our first Charity Administrator began the development of our 
social media network - self-taught, she quickly built a large Facebook 
presence across the county   

 Our new Taunton-based Case Holder, Christell Charles, has continued this 
work, expanding our reach into Twitter, again with great results 

 More recently, we have been assisted by a local PR company, Stable Design, donating their services to help 
us develop an integrated social media plan across Facebook, Twitter and other platforms 

 We have invested significantly in a new website, with this work programme led by Sonja Finely, our new 
Finance & Administration Manager, again developing new skills in the process 

 Our Promotions and Events team, led by fundraising volunteers Penny Evans & Jackie Foley, launched their 
work with a successful fund raising and awareness dinner, hosted and financed by Yeo Valley in October 
2019.  A great success, this event raised over £11,000 as well as providing a springboard for our awareness-
raising efforts across the County’s business community.  

 
 

 

 

 

Recruiting and training our volunteers 
We have continued to adapt our training programme to enable as many trainees as possible to apply.  Changes 
to the programme include: 

 increasing the number of courses – we now run a minimum of four 
courses each year, with the potential to add more as necessary 

 moving between different training locations across the County, so 
minimising the average travel time for our recruits 

 adapting the programme to run one day per week over four weeks: 
two Fridays and two Saturdays.  This means less time off work for 
our trainees and has already resulted in us recruiting volunteers 
from a wider age range 

WE NEED MENTIONS – PLEASE TELL PEOPLE ABOUT PROMISEworks 

Armed with the information in this brief, you too can be a PROMISEworks Ambassador.  Mention us to your 
friends; follow us on Facebook & Twitter; like and share our posts.  These simple actions will expand our 
reach and help us to build greater awareness of our work across Somerset 
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As a result of these adaptations, since we launched our own training programme 18 months ago we trained 
47 new mentors, with 18 trainees already booked for the next two courses in 2020. 

Our trainees have all commented upon the quality and usefulness of the training programme, both in how it 
prepares them for mentoring but also provides general insight into their wider lives and relationships  

 

 

 

 

 

WE NEED MENTORS – HAVE YOU CONSIDERED VOLUNTEERING? 

Are you at ease with children and young people and enjoy their company?  Do you have the time to train 
with us – one day per week over four weeks?  Could you commit to two years of meeting a young person for 
a few hours every week or two? Would you pass an Enhanced Disclosure & Barring Service check?  If you can 
answer yes to these questions then mentoring with PROMISEworks could be for you.  Contact us at 
mentoring@promiseworks.org.uk for more details. We would love to hear from you 

Coping with COVID-19 
 
The COVID-19 pandemic has presented several challenges.  From the outset, we formed a small, empowered 
Crisis Team that has met several times each week and established a clear, phased path through the 
emergency. 

Phase 1 - Lockdown 

 All mentors were encouraged to stay in touch with their young friends by whatever means possible - 
telephone, mail and digital communications such as Zoom and WhatsApp 

 Mentor supervision continued as normal using telecommunications rather than physical meetings 
 Our 24/7/365 emergency support capability continued 
 We furloughed one Case Holder, with the balance of their workload temporarily re-assigned 
 Mentor training programmes were suspended, but the search for new volunteers continued  
 Any activity that could not comply with Government guidelines was proscribed 
 The acceptance of new mentoring referrals was suspended 
 We closed our office and set up a virtual organisation, making full use of our existing systems 
 We established reduced budgets, stopping/reducing expenditure where possible 
 With many of our fundraising channels closed, we focused our search for coronavirus emergency 

support on a small number of specific targets.  This strategy bore fruit in the form of a £28,000 grant 
from the Government’s Coronavirus Community Support Fund distributed by the National Lottery 

 We developed a risk-based assessment of our options, taking whatever advice was available from such 
as NCVO, our accountants and our insurers, and using it as the basis of a robust Recovery Plan 

Phase 2 - Recovery 

 As Government guidelines changed, we worked to get our mentors and mentees back together 
 At the heart of this plan was a three-phase risk assessment.  In turn, we canvassed: 

o The mentor, to assess their appetite and potential to re-start face to face meetings 
o If the mentor was happy, we then talked to any other agencies involved with the child 
o When both were positive, we approached the child’s family to assess their attitude to resumption   

 If all three stages were positive, face to face meetings re-started, but strictly within the social distancing 
guidelines established by the Government 

 More recently, as guidelines changed again, we worked to allow mentors to take their mentees on 
necessary car journeys 

 Mentor training courses were re-started in early July, with three more courses planned this year 
 Again, working within the guidelines, we have been able to re-start the process of matching trained 

mentors with one of our 108 waiting referrals 
 In late July, as a signal that PROMISEworks was almost “back to normal” we started to accept new 

referrals once more  
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Building the team to deliver our promises 
From the initial group of three part-time members, the staff team has grown rapidly: 

 For every step of our operational journey we have relied upon Ali Hart.  Her original part-
time role in South Somerset has expanded quickly.  She has been a full-time Case Holder 
for over 18 months and has a much wider brief than her core case holding work.  Her 
breadth of involvement has become the template for our Area Coordinator roles across 
the rest of the County.  Our next major fundraising task is to secure long-term funding 
for Ali in her key position. 

 
 

 Supported by a generous, two-year grant from a private donor, we have recruited 
Christell Charles as our part-time Case Holder & Area Coordinator to cover Taunton & 
West Somerset.  This region is characterised by two extremes - urban deprivation in 
Taunton contrasted with rural isolation and poor social mobility in West Somerset.  
Christell joined us in late 2019 from the County’s Leaving Care Service.  She has quickly 
become our go-to person on social media matters  

 
  

 Funded by our largest grant to date (£110,000 over three years provided by the Hinkley 
Point C Community Fund), we have recruited John Chambers as the Case Holder and 
Area Coordinator to establish our presence in Bridgwater and Sedgemoor.  This office 
will help to ameliorate the potential adverse social impacts that the nuclear power 
station development may have on the area.  Like Christell, John is a former Leaving Care 
Worker.  He has extensive experience in supporting volunteers and is already taking an 
active role in the development of our training programmes 

 
 Sonja Finely, our new full time Finance & Administration Manager, has taken over from 

Jackie Foley, after Jackie had helped us to establish a sound administrative framework 
for the charity.  Sonja joined us towards the end 2019.  Her appointment is already 
allowing the Trustees to take a backward step from operational issues and concentrate 
upon governance and strategic matters 

 
 
 

 Like Ali Hart, Paul Jefferies has been with us since the start of our service.  His unique 
background as a former police officer and social worker has helped to grow our service 
in the Mendip region.  The firm foundation he established contributed to our recent 
success in securing a £75,000 grant over three years from an “Early Help” fund 
administered by Somerset Community Foundation on behalf of the County Council.  
We will use these funds to expand upon the platform that Paul has established in the 
Mendip region.  

 
 Having led the County Council’s original mentoring service, PROMISE, from its 

inception more than 20 years ago, Rod Salter has continued to inspire our work.  Not 
content with taking it easy after retirement from the Council, as our part-time 
Operations Manager Rod has overseen the development of the new operation and 
continues to supervise our cases and ensure the quality of our service. 
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A positive outcome of the COVID-19 period has been the lessons learned concerning information technology 
and communications.  Having had to abandon our office due to the emergency, we have developed a digital, 
paperless approach that has proved more efficient and effective.  It is unlikely that we will need office 
accommodation for the foreseeable future, bringing very welcome additional cost savings. 
 

Governance - expanding our Board to bring additional help and expertise 
We are continually looking to recruit more help and expertise. The original team of five trustees has been 
augmented by two new members:  

 Martin Elliott (left) is our new Charity/Company Secretary – 
Martin is a retired corporate lawyer who worked for one of 
Somerset’s leading industrial companies 

 
 
 Andy Holmes (right), our second recruit, is a business leader from 

the construction supply sector.  His business and marketing skills, 
along with an extensive network of contacts will prove an 
essential addition to our Fundraising team. 

 
 
 
 
 
 
 
 
 

Managing our cost base 
The average costs of supporting each 
relationship for one year is approximately 
£2,000.   

The charity has grown rapidly over its first 
three years of operation, with costs rising 
from £21,500 in 2016-17 to £131,800 in 
2018-19.  Prior to the COVID-19 crisis, we 
had established a budget of £215,300 for 
the current financial year.   

The latest forecasts for the year suggest 
that the exigencies of the COVID-19 crisis 
have had a significant effect on both 
income and expenditure, with both being reduced by approximately £50,000.  The effect of reduced activity 
combined with judicious cost management have helped us to retain cash within the charity.  This is an essential 
bulwark of our financial strategy as our reserves policy demands that we have sufficient cash holdings to fulfil 
every two-year promise that we make to our mentees. 

At the end of July 2020, we had nett current assets of £177,400.  This is a healthy position, comfortably above 
the level demanded by our reserves policy.  Should this figure fall below £90,000, we would need to re-consider 
the nature of the promise that we are able to make to our mentees.  If it falls below £50,000 we would need to 
consider closure of the service.  

WE NEED A TREASURER PLUS OTHER NEW TRUSTEES – CAN YOU HELP? 

We are continually searching for additional help at Board level.  Would you like to be considered?  For 
example, we need a new Treasurer.  To date, we have been particularly well served in this regard by a former 
Trustee.  Unfortunately, work commitments mean that this arrangement cannot continue.  To discuss this 
opportunity, please contact our Deputy Chair, Kev O’Donnell at kev.odonnell@promiseworks.org.uk 
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Fundraising performance 
Since the launch of the operational capability in late 
2016, PROMISEworks had raised over £480,000 with 
a further £220,000 already pledged for future years 
(as at the end of July 2020).  There has been a good 
balance in the sources of these funds: 

 £310,100 via bids to grant-making bodies like 
Somerset Community Foundation, BBC Children 
in Need & the National Lottery 

 £78,900 from Corporate donors  
 £91,000 from Personal donors and events like 

the Yeo Valley Dinner 

More recently, we have recognised the different features of these income streams and organised our limited 
fundraising resources into three teams, each of which has started to specialise in its specific area: 

 Proposal team – bidding for grant funding opportunities, targeting larger, long-term funding opportunities 
 Partnering team – working to establish closer links with individual donors as well as partnerships with local 

businesses.  A recent innovation saw Thatchers Cider sponsor a senior executive to train as a mentor.  In 
tandem, the company has provided £4,000 to fund the cost of his mentoring activity for two years 

 Promotion & Events team – are working to build awareness of the charity across Somerset, focusing on 
specific regions and segments of Somerset society as appropriate.  The Yeo Valley event described above 
was the highlight of this team’s work so far, work that has been slowed significantly by the COVID-19 crisis.  

 

 

In summary 
While the COVID-19 pandemic has meant a temporary break in our growth trajectory, our operation has survived 
relatively unscathed and is ready to deliver the next phase of our story.  The demand for our mentors is 
increasing as the stresses created by isolation and economic distress put added pressure on already 
disadvantaged children and their families.   
 
The trustees, staff and volunteers of PROMISEworks would like to reiterate their thanks and 
gratitude to everyone who has helped us over our first three years.  We are proud of the 
work we do and immensely proud of the young people that we work with every day.  We 
hope that you also feel a sense of pride in your own contribution to our success story.  We 
look forward to working with you again in the future. 
 
 

 

 

WE NEED HELP WITH OUR THIRD “M” – MONEY  

We are sincerely grateful to everyone who has supported us over our first three years.  As we continue to 
grow our service there is an inexorable rise in our costs.  If you feel able to support us financially, please 
contact our Finance & Administration Manager on Sonja.Finely@promiseworks.org.uk. Sonja will be able to 
give you details of our regular giving scheme.  As an alternative, please visit the Donate pages of our website 
– www.promiseworks.org.uk.  Thank you for your continued help and support.  
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Let us leave the final word to M – “… I feel I have been set free” 

M is a young person who recently graduated from PROMISEworks and who wrote to tell us about having 
a mentor and how much she has meant: 

 Sessions with my mentor have transformed the way I look at myself and my life 
 She has helped me through deep trauma and abuse which I have been struggling to get past for years 
 She has helped me to understand that I have a choice and the power to shape my life 
 She has helped me build my confidence and self-esteem 
 The most crucial breakthrough for me was when she helped me understand that I deserve to be 

treated with love and respect and that it’s ok to say no 
 With the help of my mentor, I feel I have been set free 
 I will continue to work on myself, however, she helped me to build the basis for a better, happy future 

and taught me to make healthy choices for myself 
 She reminds me always that I am in control of my life despite a difficult start. 


