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Evaluation Findings

The SROI analysis estimates that the

PALs initiative generates €5.85 of social

value for every €1 invested

“You weren’t just
learning it in a room
— you were going
back and trying it
with your own
group every week.”
(PAL)

“The exercises
were great, but
the chat and the
laughs were just

as important.”

(Participant)

“I can get up out
of the chair
without thinking
about it now...
before I’d have to
plan it.”
(Participant)
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Section 1: Introduction and Context

1.1.Introduction to the Report

This report presents the findings of a Social Return on Investment (SROI) study of the PALs
(Physical Activity Leaders) initiative, delivered by Age & Opportunity as part of its wider Active
Programme. The purpose of the study is to understand, evidence, and value the social outcomes
generated by PALs, and to assess the extent to which the initiative represents value for money in
the context of its funding. The study focuses on eight cohorts of PALs delivered between
November 2024 and December 2025, implemented in partnership with eight Local Sports
Partnerships (LSPs) across Ireland. Over this period, 122 participants were trained as PALs,
subsequently delivering physical activity sessions for older people within their own community
settings. The scope of the study includes:

e Qutcomes experienced by trained PALs

e Qutcomes experienced by older people participating in PALs-led sessions

e The role of partnership delivery and community-based infrastructure

e The wider social value generated through increased physical activity, wellbeing, and social
connection

The study adopts a conservative and proportionate approach, in line with SROI best practice,
recognising that participants were often already engaged in community groups and that some
displacement of alternative activities may have occurred. These considerations are explicitly
addressed within the analysis.

1.2.Report Objectives
As set out in the terms of reference, this evaluation aims to determine the Social Return on

Investment in Age & Opportunity’s PALs initiative. The evaluation objectives are to:

Determine the personal, health and social outcomes of being a PAL

e |dentify all material stakeholders to the PALs initiative

e Articulate the journey of change for each stakeholder based on the outcomes achieved
through their participation, engagement, and collaboration with PALs.

e Map and evidence stakeholder outcomes

e Calculate the SROI generated by PALs

e |dentify key learning and recommendations

e Propose a pragmatic solution to maintain up to date information about PALs activities.
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In addition, the terms of reference set out several key evaluation questions to be answered by
the study, these include:

1. Does PALs increase the numbers of older people regularly participating in sport and
physical activity?

2. Does PALs increase the numbers of older people meeting the recommended physical
activity guidelines?

3. How does Age & Opportunity’s PALs initiative impact on different stakeholders: PALs;
members of PALs groups; Local Sports Partnerships; wider society?
How much social value is generated for every €1 invested in the PALs initiative?

5. What is the most effective way to continue reporting on the SROI of PALs and maintain
up to date information about PALs activities?

1.3.Social Return on Investment

Measuring the direct costs, activities, and outputs associated with a service or programme is
generally straightforward. However, capturing and articulating the wider social, economic, and
environmental outcomes generated by that activity is significantly more complex. These
outcomes are often experienced over time, across different stakeholder groups, and outside of
traditional market systems, making them difficult to evidence and compare using conventional
financial measures alone. Social Return on Investment (SROI) provides a structured and
internationally recognised framework for addressing this challenge. It is an approach to
understanding, measuring, and managing value that goes beyond outputs to examine what
changes, for whom, and why those changes matter. In doing so, SROI supports more informed
decision-making, stronger accountability, and clearer communication of impact to funders,
policymakers, and communities.

SROI is methodologically aligned with cost—benefit analysis in that it assigns monetary values to
outcomes, including both positive and negative effects. However, it extends beyond traditional
economic appraisal by explicitly valuing outcomes that are not traded in markets, such as
improvements in wellbeing, confidence, social connection, or independence. By translating
these outcomes into monetary terms using credible financial proxies, SROI enables different
activities, interventions, or investment options to be compared on a like-for-like basis.

1.3.1. Principles of SROI

At its core, SROI is grounded in a set of seven principles, which ensure that analysis is robust,
proportionate, and ethically sound. These principles guide both the process and the
interpretation of findings.
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Principle Description ‘
Involve Understand how change is created by engaging directly with those who
stakeholders experience or contribute to outcomes. Stakeholder dialogue is central to

identifying what matters most and ensuring that the analysis reflects
lived experience.

Understand Clearly articulate how activities lead to outcomes, recognising the full

what changes range of values, objectives, and stakeholders involved. This includes
defining the scope of the analysis and developing a coherent theory of
change.

Value what Use appropriate financial proxies to value outcomes that are not

matters captured by markets, ensuring that social, environmental, and wellbeing

impacts are expressed in the same terms as financial costs.

Only include Focus on outcomes that are significant to stakeholders and relevant to

what is material = decision-making. Clearly explain how activities contribute to these
outcomes, supported by evidence.

Do not over- Assess the extent to which outcomes are attributable to the activity being

claim analysed by considering deadweight, attribution, displacement, and drop-
off. This ensures that impact is not overstated.

Be transparent Clearly document assumptions, data sources, methodologies, and
limitations. Transparency allows stakeholders to understand, scrutinise,
and trust the findings.

Verify the results Seek appropriate independent assurance or verification to confirm that
the analysis is reasonable, methodologically sound, and consistent with
SROI guidance.

These principles ensure that SROI is not simply a technical exercise in monetisation, but a
disciplined approach to understanding value. When applied rigorously, SROI provides a credible
narrative about how resources are converted into meaningful change, supports value-for-
money assessments, and strengthens the evidence base for investment and policy decisions.

1.4.Report Structure

The remainder of this report sets out the policy, strategy, and evidence context for the PALs
initiative, followed by a detailed description of the methodology underpinning the SROI analysis.
It then presents findings relating to the outcomes achieved and the experiences of key
stakeholders, alongside the SROI impact map and associated valuation model. The report
concludes with an interpretation of the results, including limitations and learning, and outlines
conclusions and implications for future delivery and investment.
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Section 2: Setting PALs in Context
2.1. Introduction to Age & Opportunity

Age & Opportunity is a national organisation working to enable and support the full and equal
participation of older people in society in Ireland. Established in 1988, the organisation operates
at the intersection of policy, practice, and advocacy, with a long-standing focus on challenging
ageism, promoting positive ageing, and creating opportunities for older people to remain active,
visible, and valued within their communities.

The organisation’s work is grounded in a rights-based and strengths-based approach, recognising
older people not as passive recipients of services, but as active contributors with skills,
experience, and leadership potential. Age & Opportunity works closely with Government
departments, statutory agencies, local authorities, and community partners to influence policy
and deliver practical, evidence-informed programmes that respond to the needs and aspirations
of older people across Ireland.

A core strand of Age & Opportunity’s work is its Active Programme, which focuses on increasing
participation in physical activity among older adults. The programme is underpinned by a robust
evidence base demonstrating the role of regular physical activity in supporting physical health,
mental wellbeing, social connection, and independence in later life. It aligns closely with national
policy priorities relating to healthy ageing, prevention, and community-based wellbeing.

The Active Programme adopts a partnership-led delivery model, funded by Sport Ireland and
working primarily through Local Sports Partnerships (LSPs) and community organisations to
ensure accessibility, inclusion, and sustainability. Activities are designed to be age-appropriate,
inclusive, and adaptable to different abilities, with a strong emphasis on reducing barriers to
participation and supporting people to engage at their own pace.

Within the Active Programme, PALs (Physical Activity Leaders) represents a key initiative and
is the focus of this study.

2.2. Introduction to PALs

PALs seeks to support older people to engage in regular physical activity, improve wellbeing, and
remain active and connected within their communities. The PALs initiative is designed to:

¢ Build local leadership and capacity by training older people to lead physical activity
e Embed activity within existing community groups and settings
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¢ Increase the reach and sustainability of physical activity opportunities for older people

Through a structured six-week training programme, participants develop the skills, confidence,
and understanding required to safely and inclusively lead physical activity sessions for their peers
within their own community settings.

Training is delivered in partnership with Local Sports Partnerships, drawing on local knowledge,
venues, and inclusion expertise. A distinctive feature of the PALs model is its emphasis on peer-
led delivery and progression pathways. Many PALs are already active members of community
groups, enabling immediate application of learning and rapid scaling of impact. Some PALs
progress further to become trainers themselves, strengthening community infrastructure and
long-term sustainability. As part of the wider Active Programme, PALs contributes to Age &
Opportunity’s strategic objectives by:

¢ Increasing physical activity participation among older people

e Improving physical, mental, and social wellbeing

e Strengthening community connection and inclusion

e Supporting older people to live well, and live better for longer, within their communities

2.3. Setting PALs in Context

Supporting older people to remain active, connected, and live well in their own communities is
both a public health priority and a key policy direction in Ireland. PALs sits within this agenda
because it:

e Builds local leadership and community capacity (peer-led delivery rather than service
dependency)

e Embeds physical activity in existing community infrastructure (groups that already meet
regularly)

e Focuses on outcomes that matter most for healthy ageing: mobility, confidence, mental
wellbeing, and social connection.

This section sets out the strategic alignment of PALs across national, regional/local and

international policy, and summarises the relevant best-practice and research evidence, including
the role of SROI in valuing physical activity interventions for older people.
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2.4. Alignment with Irish National Policy and Strategy
2.4.1. National Physical Activity Policy

PALs directly supports the objectives of Ireland’s National Physical Activity Plan (Get Ireland
Active!), which established a cross-sector approach to increasing physical activity across the
population, supported by multi-agency implementation and local delivery mechanisms. In
October 2025, Government launched the National Physical Activity Framework and Action Plan,
setting an explicit long-term ambition for Ireland to become the most physically active population
in Europe by 2040, with an emphasis on enabling environments, practical delivery, and cross-
sector coordination.

2.4.2. Healthy Ireland and Slaintecare

Healthy Ireland establishes a whole-of-government approach to wellbeing, with physical activity
positioned as a core protective factor across the life course. Slaintecare further reinforces
prevention, shifting care “closer to home”, and strengthening community-based support for
healthy living and chronic disease prevention. The Healthy Ireland Strategic Action Plan explicitly
links Healthy Ireland implementation to Sldintecare’s prevention objectives.

2.4.3. National Positive Ageing Strategy

Ireland’s National Positive Ageing Strategy sets a vision of enabling older people to realise
physical and mental wellbeing, remain engaged in community life, and strengthen
intergenerational solidarity. Physical activity and participation are explicit parts of that vision.
The HSE Positive Ageing Programme reinforces this as a holistic, whole-system approach that
reaches beyond health services into community life.

2.4.4. Sport Policy

The National Sports Policy 2018-2027 sets participation targets and recognises the need to
ensure sport and physical activity is accessible across the life course, including for an ageing
population. PALs also aligns closely with Sport Ireland’s delivery model through the network of
Local Sports Partnerships (LSPs), which exist specifically to grow participation through
partnerships, targeted programmes, training, and local coordination.

2.4.5. Age-friendly Policy

Ireland’s Healthy Age Friendly Homes Programme reflects a strong policy commitment to
enabling older people to live with dignity and independence at home for as long as possible,
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supported by community-based alternatives and closer-to-home services. In December 2025,
the Department of Health also published a blueprint for delivering an Age-Friendly Health
System, reinforcing the strategic priority of age-friendly, person-centred care with a specific
focus on “mobility” as a core component of healthy ageing.

2.4.6. Alignment with Regional and Local Policy Priorities in Ireland

While national frameworks set direction, delivery is frequently shaped at local and regional
level through:

e Local authority and community planning, including Local Economic and Community
Plans (LECPs)

e Local age-friendly strategies and actions

e Local Sports Plans

e Local Sports Partnership (LSP) Strategic Plans

Local strategies and plans commonly include explicit commitments to promote healthy and
active lifestyles for older people, improve access to community-based supports, and strengthen
participation and inclusion

2.5. International Policy and Best Practice
2.5.1. WHO Global Action Plan on Physical Activity (GAPPA) 2018-2030

The WHO GAPPA calls for a whole-of-society approach to increasing physical activity, with
attention to ability, inclusion, and the life course. It recognises the need for tailored
programmes for older adults and enabling environments that support participation.

2.5.2. UN Decade of Healthy Ageing 2021-2030

The UN Decade of Healthy Ageing sets out a coordinated global agenda centred on improving
lives of older people through age-friendly environments, integrated care, long-term care, and
combatting ageism—reinforcing the importance of mobility, participation, and community
inclusion.

2.5.3. WHO Age-friendly Cities and Communities

The WHO Age-friendly framework positions local environments as critical in optimising
opportunities for health, participation, and security as people age—principles that strongly
align with community-based, accessible activity models.
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2.6. Physical Activity, Older People and Social Value

The public health evidence base consistently links physical activity in later life with outcomes
such as improved physical function, mental wellbeing, reduced isolation, and increased
independence, all of which have relevance for PALs.

2.6.1. SROI Evidence: Positioning this study

SROI is increasingly used to communicate the value of physical activity in terms that resonate
with public investment decisions, by making outcomes visible and (where appropriate)
monetised. A 2024 systematic review of SROI* applied to physical activity and sport highlights
that SROI studies commonly capture outcomes across:

e Mental wellbeing
e Social connection
e Physical health and functional ability

It notes ongoing methodological emphasis on transparent outcome selection, defensible
proxies, and conservative assumptions. Complementary work has sought to build consensus on
impact domains and measurement approaches for SROI in physical activity and sport, reflecting
an evolving but increasingly standardised practice base?. A number of SROI studies have
examined community activity, walking, and structured exercise approaches, particularly
relevant to older adults, demonstrating that measurable social value is often concentrated in:

e Improved wellbeing and confidence
e Reduced loneliness / increased connection
e Health value linked to increased activity and function

Examples include:
¢ SROI of walking programmes capturing health, wellbeing, and social connection
benefits3
e SROI modelling and application in sport/physical activity contexts, including
methodological approaches used widely in the UK*

1 https://pubmed.ncbi.nlm.nih.gov/39384169/

2 https://www.frontiersin.org/journals/sports-and-active-living/articles/10.3389/fspor.2024.1334805/full
3https://socialvalueuk.org/wp-content/uploads/2023/05/Value-of-Walking-FINAL-assured-version.pdf?utm
4 https://shura.shu.ac.uk/24563/5/Davies-SocialReturninvestment%28AM%29.pdf?utm
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o SROI analyses of targeted exercise programmes for older people and those with

cognitive impairment, illustrating the applicability of SROI to later-life mobility and

wellbeing outcomes®.

At a system level, Sport England’s social value work® illustrates the scale of wellbeing and health

value associated with community sport and physical activity investment, reinforcing the policy

relevance of robust valuation approaches.

2.7. Summary

The following table captures the seminal policy and strategy documents underpinning the PALs

initiative and summarises PALs alignment.

Policy / Strategy

Key Objectives

Alignment with the PALs
Initiative

National National
Physical Activity
Framework and
Action Plan (to
2040)

National National
Physical Activity
Plan (Get Ireland
Active!)

Healthy Ireland  National
Framework

Slaintecare National
Reform

Programme

Increase population-level

physical activity; enable
delivery through
partnerships; prioritise
inclusion and lifelong
participation
Cross-sector approach to
physical activity;
strengthen local delivery
mechanisms

Improve population
wellbeing through
prevention; embed
physical activity as a core
determinant of health
Shift focus to prevention;
deliver care and
wellbeing supports closer
to home

5 https://pmc.ncbi.nlm.nih.gov/articles/PMC9168930/?utm

PALs operationalises national

ambition through community-
based, peer-led delivery,
increasing participation
among older people using
existing local infrastructure
PALs translates cross-sector
policy into practice through
collaboration between Age &
Opportunity and Local Sports
Partnerships

PALs delivers preventative
health outcomes through
regular, accessible physical
activity embedded in
community settings

PALs supports Slaintecare
objectives by strengthening
community-based wellbeing

Shttps://www.sportengland.org/research-and-data/research/social-value-and-return-investment-sport-and-

physical-activity?utm
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National Positive
Ageing Strategy

National Sports
Policy 2018—-
2027

Sport Ireland /
Local Sports
Partnership
Strategy

Healthy Age
Friendly Homes
Programme

Local Economic
and Community
Plans (LECPs)

WHO Global
Action Plan on
Physical Activity
(GAPPA)

UN Decade of
Healthy Ageing
(2021-2030)

National

National

National /
Regional

National /

Local

Local

International

International

Enable older people to
live full, active lives;
promote participation,
independence, and
wellbeing

Increase participation
across the life course;
ensure inclusive access to
sport and physical activity

Grow participation
through local
partnerships, training,
and community delivery

Support older people to
live independently at
home and in community

Promote health, social
inclusion, and community
participation

Increase physical activity
across the life course;
reduce inequalities

Improve wellbeing of
older people; foster age-
friendly environments

and reducing reliance on
formal services

PALs supports active ageing
by enabling older people to
lead and participate in
physical activity within their
own communities

PALs addresses later-life
participation gaps and
supports inclusive, age-
appropriate physical activity
pathways

PALs aligns directly with the
LSP model, using local
intelligence, venues, and
partnerships to sustain
delivery

PALs contributes to mobility,
confidence, and social
participation—key enablers of
independence

PALs provides a scalable,
evidence-based intervention
that local authorities and
partners can implement
PALs reflects international
best practice through
inclusive, community-based,
age-appropriate delivery
PALs supports healthy ageing
by strengthening mobility,
connection, and community
participation
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Section 3: Operating Model

3.1. Introduction

A clear and consistent delivery model has emerged across the PALs initiative. While local delivery
contexts vary, engagement with Age & Opportunity staff, PALs trainers, Local Sports Partnership
partners, and trained PALs indicates a shared and well-understood pathway through which the
initiative operates in practice. This delivery model, consistently articulated and validated through
the consultation process, reflects how PALs is implemented on the ground across different
locations. It comprises a series of interconnected stages, from partnership engagement and
participant recruitment through to training, supported practice, and sustained community-based
delivery. Each stage is shaped by a combination of enablers, barriers, and critical success factors,
which are set out in the sections that follow.

3.2. Core Delivery Approach

The PALs initiative operates through a collaborative, partnership-led model, coordinated
centrally by Age & Opportunity and delivered locally through a network of Trainers and in
collaboration with Local Sports Partnerships (LSPs). An appointed staff member within Age &
Opportunity works closely with LSPs to:

¢ Identify priority communities and groups of older people
¢ Recruit suitable participants to be trained as PALs
e Coordinate training delivery and ongoing support

Participant recruitment is informed by the tacit knowledge of LSP personnel, including
Development Officers, Sports Inclusion and Disability Officers and ESF+ Officers. This ensures that
recruitment is targeted, inclusive, and responsive to local need. LSPs also play a key role in
identifying appropriate, accessible community venues in which PALs training can take place.
During the period covered by this study, 122 participants were trained as PALs across eight
locations in Ireland, in collaboration with eight Local Sports Partnerships.

3.3. PALs Delivery Structure

In almost all cases, individuals trained as PALs are already embedded within existing community
groups. These groups typically meet on a regular basis and may be engaged in:

¢ Social activities (e.g. arts and crafts, history groups, lunch clubs)

e Health and wellbeing initiatives

¢ Informal community-based gatherings
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This approach builds on existing social infrastructure, enabling physical activity to be integrated
into established routines and trusted settings, rather than requiring the creation of new groups
or services. This has proven effective in engaging participants but is a consideration in terms of
deadweight and displacement within a Social Return on Investment Context.

3.3.1. Training of PALs

PALs training is delivered through a six-week modular programme, designed to progressively
build participants’ skills, confidence, and leadership capacity. The six core modules include:

Basic principles of physical activity for older people
Sit Fit sessions, including armchair aerobics

Better Balance

Going Strong

Rolling, Bowling, Pitching and Tossing

Stepping and Strolling

PALs Skills

N o v s~ wh e

Delivered over 6 days, collectively, these modules equip participants with the knowledge,
practical skills, and confidence required to lead safe, inclusive physical activity sessions for older
people within their own communities. A key feature of the model is its practice-based learning
approach. During the six-week training period, PALs are encouraged to bring learning back to
their own community setting, trial and practise session delivery with their peer groups and apply
learning in real-world contexts alongside ongoing training.

3.3.2. Post Training Delivery

Following completion of the training, newly trained PALs are expected to independently deliver
physical activity sessions within their community groups and lead sessions on an ongoing basis,
embedded within regular group meetings. Evidence from this study shows that individual PALs
work with varying group sizes, ranging from smaller groups of 6—7 participants to larger groups
of up to 38 participants.

For the purposes of this SROI analysis, a conservative average of 10 participants per PAL has been
applied to estimate onward impact and avoid over-claiming, resulting in 1,220 participants
engaged by PALs during the scope of this study. This delivery model enables the initiative to
achieve significant reach and scalability, extending the benefits of the initial training investment
to a much wider cohort of older people, and this is central to its value for money.
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3.3.3. Coordination

Overall coordination of the initiative sits with Age & Opportunity who provide access to
experienced, vetted and trained PALs trainers. Age & Opportunity maintains consistency and
quality across locations and supports the sustainability of the model. PALs trainers are individuals
with a long-standing relationship with Age & Opportunity and are experienced in delivering train-
the-trainer style programmes. Importantly, some trainers are former PALs participants who have
progressed into trainer roles, demonstrating a clear development and progression pathway from:
Participant — PAL — PALs Trainer. This progression model strengthens community capacity and
supports long-term sustainability.

3.3.4. PALs Logic

The logic of the PALs initiative is that by increasing the number of trained PALs embedded within
communities, the initiative seeks to:

e Substantially increase levels of physical activity among older people

e Improve physical and mental health and wellbeing

¢ Strengthen social connection and reduce isolation

e Enable older people to live well, and live longer, within their communities.

A key consideration within the SROI analysis is that participants attending sessions delivered by
PALs are typically already members of existing groups that meet up to twice per week. As a result,
the initiative includes an element of displacement, which has been explicitly accounted for in the
SROI calculation.

While participants may otherwise have engaged in alternative activities, Age & Opportunity’s
underlying assumption, supported by evidence, is that regular physical activity delivers distinct
and significant physical, mental, and emotional wellbeing benefits for older people. These
benefits underpin the initiatives value-for-money case and form the basis for monetisation within
the SROI study, where appropriate.
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Section 4: Methodology

4.1. Introduction

This study was designed and implemented in accordance with internationally recognised Social
Return on Investment (SROI) methodology, as set out in A Guide to Social Return on Investment
(Social Value International)’. The evaluation adopted a theory-based, mixed-methods design,
enabling both the identification of causal pathways and the measurement and valuation of
outcomes experienced by stakeholders.

The methodological approach prioritised rigor, proportionality, and transparency, consistent
with expectations for peer-reviewed and assured SROI studies. Quantitative methods were used
to evidence change over time in key outcome domains for PALs, while qualitative methods
provided depth, context, and explanatory insight into how and why change occurred. Desk-based
analysis and structured stakeholder engagement underpinned all stages of the evaluation.

4.2. Desk Review

A comprehensive desk-based review was conducted. This included analysis of:
e PALs initiative documentation and training materials
e Monitoring and background data
e Previous evaluation and research literature, including previous SROI studies involving
older people
¢ Relevant policy frameworks relating to ageing, physical activity, health, and wellbeing

The desk review informed outcome selection, supported proxy identification, and ensured that
findings were situated within the wider evidence and policy context.

4.3. Stakeholder Identification

A facilitated stakeholder mapping workshop was undertaken at the outset of the study with
representatives from Age & Opportunity. The purpose of this workshop was to systematically
identify stakeholders who were material to the PALs initiative. Stakeholders were assessed
against:

¢ The extent to which they experienced change as a result of the initiative,

¢ The materiality of that change to the overall value proposition,

¢ The feasibility and proportionality of evidencing those changes.

7 https://www.socialvalueint.org/guide-to-sroi
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This process ensured that the evaluation focused on stakeholders for whom outcomes were both
significant and attributable, in line with SROI best practice, and avoided the inclusion of
stakeholders where change was marginal or speculative. For clarity, the following stakeholders
were identified:

Stakeholder No. Description of Role / Assumption ‘

PALs Trainers 10 Trainers delivering the six train-the-trainer modules to PALs,
ensuring PALs are equipped to lead safe physical activity in
community settings.

PALs (Trained Peer 122 Participants trained as PALs between Nov 2024-Dec 2025,

Leaders) completing the six modules and gaining skills and confidence to
lead physical activity for older people in their own community
settings.

Participants in 1,220 Assumes each PAL delivers activity to an average of 10 older

PALs led Activities participants. Some groups (including those visited by the

(Older People) evaluator, had up to 38 in a session, whilst others had 6). A

conservative average of 10 per PAL is applied, this was also based
on an average of estimates provided by PALs.

Age & Opportunity 1 Coordination, administration and overall responsibility for
delivering the initiative.

Employees 1 The equivalent of 0.8 FTE were supported through PALs funding

Working on PALs during the time period.

Local Sports 8 Contribution of Development Officer/SIDO or ESF+ Officer time

Partnerships (LSPs) to recruit PALs, schedule activity, and promote the initiative.

Sport Ireland 1 Allocated funding to Age & Opportunity for the Active
Programme which enabled the delivery of PALs from Oct 2024—
Dec 2025.

HSE 1 Strategic stakeholder with responsibility for health and wellbeing

policy relating to older people.

4.4. Quantitative Data Collection for Outcomes

Quantitative data was collected using a pre-and post-intervention survey with 122 trained PALs.
This approach supported the measurement of change over time and strengthened causal
connection between participation and observed outcomes. Validated measurement tools were
selected to ensure methodological robustness and comparability:
e The Short Warwick—Edinburgh Mental Wellbeing Scale (SWEMWBS) was used to assess
changes in mental wellbeing
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e A social connectedness scale measured changes in social interaction, belonging, and
perceived connection
e The M1 Physical Activity Measure captured changes in physical activity levels

The use of validated instruments reduced measurement error and increased confidence in the
reliability of findings. Survey data was analysed to identify aggregate patterns of change across
outcome domains aligned to the programme’s theory of change.

4.5. Qualitative Data Collection

Qualitative methods were employed to explore stakeholder experiences in depth, to
contextualise quantitative findings, and to support the identification of outcome pathways for
valuation.

4.5.1. Semi-Structured Interviews

Semi-structured telephone interviews were conducted with 24 trained PALs and 6 PALs trainers.
Interviews explored experiences of training, confidence and skills development, leadership,
delivery challenges, and perceived impacts on older people participating in sessions. The semi-
structured format enabled consistency across interviews while allowing flexibility to explore
emergent themes.

4.5.2. Focus Group Discussions

Focus group discussions were held with 38 older people participating in PALs led sessions across
community settings. Focus groups explored: motivations for participation, experience and
outcomes.

4.5.3. Stakeholder Interviews

Semi-structured interviews were undertaken with Sport Ireland representatives, members of the
Age & Opportunity Active Programme Advisory Group (including HSE representatives) and four
Local Sports Partnership partners. These interviews provided system-level perspectives on the
design of the initiative, delivery partnerships, policy alignment, and sustainability.

4.6. Data Analysis

Quantitative and qualitative data were analysed separately and then triangulated to validate
outcomes across multiple sources, strengthen causal connection between activities and
outcomes within the impact map and to identify consistency and/or divergence in stakeholder
experiences. Qualitative data was analysed thematically, while quantitative data was analysed
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to identify meaningful patterns of change. Findings informed the final impact map and SROI
calculation.

4.7. Valuation and SROI Modelling

Outcome valuation was undertaken through a structured co-design process with Age &
Opportunity representatives, consistent with SROI principles of stakeholder involvement and
transparency. Facilitated workshops were used to identify and agree appropriate financial
proxies for each outcome. To enhance robustness and minimise bias, proxy values were
concealed during selection. The workshops also served to test the relevance, credibility, and
defensibility of outcome—proxy linkages. Follow-up workshops were held to agree conservative
and evidence-informed assumptions relating to:

e Deadweight (what would have happened anyway)

o Displacement (extent to which outcomes replaced other activities)

e Drop-off (the decline in outcomes over time)
These assumptions were applied consistently across the SROI model to avoid over-claiming and
to ensure proportionality.

4.8. Limitations

The study acknowledges several limitations: A larger sample size would further strengthen the
generalisability of findings whilst survey data is subject to self-reporting and response bias. These
limitations were mitigated through a mixed-methods design, the use of validated quantitative
tools, triangulation across multiple stakeholder groups as well as continuous co-design and
engagement with Age & Opportunity as the commissioning organisation.

4.9. ImpactReady

The ImpactReady software tool, developed by S3 Solutions was used to register attendances at
the various training modules, to host and distribute validated survey tools and to analyse the pre
and post survey data for outcomes.

4.10. Alignment with the SROI Principles

The following summarises the application of the SROI principles to the research methodology:

SROI Principle  How the Principle Was Applied in This Study

Involve Stakeholders were actively involved throughout the study, including
Stakeholders stakeholder identification, outcome selection, and participation in valuation
workshops, ensuring the analysis reflected lived experience.
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Understand
What Changes
Value the
Things That
Matter

Only Include
What Is
Material

Do Not Over-
Claim

Be Transparent

Verify the
Result

A clear theory of change underpinned the evaluation, supported by mixed-
methods data capturing how, why, and for whom change occurred.
Outcomes were valued using appropriate financial proxies selected through
a structured and bias-mitigated process, ensuring social value was
expressed in meaningful and credible terms. Stakeholders were provided
with multiple proxy options for each outcome, with the proxy values
concealed to ensure that proxies were chosen for their alignment rather
than value. This was delivered via facilitated workshop and the use of
Mentimeter.

Stakeholder mapping and outcome prioritisation ensured that only material
outcomes with sufficient supporting evidence were included in the SROI
model. Outcomes relating to reputational benefit for both Sport Ireland and
the HSE were eliminated due to concerns about their materiality.
Conservative assumptions relating to deadweight, displacement,
attribution, and drop-off were applied and clearly documented to avoid
overstating impact. For example, deadweight ratios of up to 80% were
applied to outcomes relating to social connectedness on the basis that
participants in community settings were likely to meet had they not been
taking part in physical activity sessions led by PALs.

All methodological decisions, assumptions, and limitations are explicitly
described, enabling scrutiny, learning, and replication.

The methodology and findings are presented in a form suitable for
independent assurance, with clear audit trails from data collection through
to valuation and SROI calculation.
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Section 5: Evaluation Findings

5.1. Introduction

This section presents a detailed analysis of quantitative and qualitative data gathered through
the validated surveys, interviews and focus groups with older participants, PALs, trainers and
organisational stakeholders. The analysis is structured to reflect both outcomes achieved and the
processes through which those outcomes were generated. The findings are presented as a
narrative of change rather than a catalogue of activities. The emphasis is on explaining how and
why outcomes occurred, the conditions that enabled them, and the points at which impact was
constrained or uneven. Verbatim quotations are used to evidence and deepen key points,
bringing forward the lived experience behind the outcomes identified.

5.2. Quantitative Survey Results - PALs

In order to measure change across the three key anticipated outcome areas, PALs were asked to
complete a baseline survey on commencement of the training modules, and again at the end.
The surveys were completed in person, by hand, with the results subsequently uploaded to the
ImpactReady Software which was used to store, monitor and track data.

5.2.1. Changes in Mental Health (PALs)

This analysis examines change in mental wellbeing using the Short Warwick—Edinburgh Mental
Wellbeing Scale (SWEMWBS), based on matched pre- and post-programme data from 102 of 122
participants.

304

204

04

Pre Post

Average wellbeing scores increased by 5.4 points from pre to post, representing a meaningful
positive shift at cohort level. Notably, 62% of participants (63 individuals) experienced
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improvements, whilst 23 reported no change and 16 a decline. The most significant individual
improvement was +30 points, highlighting substantial gains for some participants.

5.2.2. Social Connectedness (PALSs)

Social connectedness showed a more modest but positive trend: 33% of participants improved,
55% remained stable, and 12% declined. Whilst average gains are smaller than for wellbeing, one
participant improved by +40 points, demonstrating significant change is possible.

43.7 46.9 +3.2

Average prescore Average post score Average change
Baseline social Following programme Net positive shift
connectedness participation across cohort

Social connectedness often takes longer to shift and is influenced by structural factors beyond
programme control, making these findings credible and realistic. In addition, those trained as
PALs were typically already part of a group, and their role was to upskill in physical activity so
they could provide opportunities to their peers in community settings. Therefore more modest
improvements in social connectedness compared to wellbeing were possibly to be expected.

5.2.3. Physical Activity (PALSs)

Physical activity was measured as the number of days per week with at least 30 minutes of
activity. Results show clear positive change:

54% of participants Average increase of 0.82
increased activity days
55 individuals reported more From 4.44 to 5.26 days per
active days per week week

Maximum change: +7 days

Some moved from no activity to daily movement
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This represents meaningful behaviour change, with over half the cohort becoming more
physically active.

5.2.4. Summary

The following summarises the results of the pre and post quantitative data. The analysis is based
on matched participant IDs only (n=102). Improvement defined as post score > pre score.

Mental Wellbeing Social Connectedness Physical Activity

Strong gains Moderate improvement Clear increases
+5.4 point average increase +3.2 point average increase +0.82 days per week

62% improved 33% improved 54% improved

Taken together, these three validated outcome measures provide a robust, evidence-informed
account of the impact of the initiative on PALs. The findings demonstrate meaningful change
across multiple domains of health and wellbeing, whilst acknowledging variation in individual
experiences.

5.3. Thematic Analysis

The following sets out a thematic analysis of the phone calls with PALs, semi structured interviews
with stakeholders and focus groups with participants of PALs activity.

5.3.1. How the PALs Initiative Creates Change

The evidence from across the qualitative data points to a clear and coherent pathway through
which the PALs initiative generates impact. This pathway is intentionally designed, and is
underpinned by a structured operating model that combines central coordination at Age &
Opportunity with locally embedded delivery. The initiative operates through a collaborative
partnership between Age & Opportunity and Local Sports Partnerships (LSPs).

Age & Opportunity provides strategic oversight, curriculum design, trainer expertise, and quality
assurance, while LSPs contribute place-based knowledge and local connections, including
detailed knowledge of local communities, existing groups, trusted venues, and individuals who
are well positioned to act as peer leaders.
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This partnership-led approach ensures that recruitment to PALs training is targeted and
responsive to local context. Participants are typically already embedded within community
groups that meet regularly for social, wellbeing, or informal activities. As a result, PALs training
does not seek to create new structures for participation, but rather builds physical activity into
existing social infrastructure.

“It wasn’t about setting up something brand new — it was about bringing movement into what
we were already doing.” (PAL)

By locating physical activity within familiar, trusted environments, the initiative seeks to reduce
common barriers to engagement, including anxiety about new spaces, fear of not ‘keeping up’,
or uncertainty about belonging. This was repeatedly cited by participants as a reason they felt
comfortable engaging from the outset.

The training model reinforces this pathway of change. PALs training is delivered over six weeks
through a modular curriculum that progressively builds knowledge, skills, and confidence.
Modules such as Sit Fit, Better Balance, and Going Strong provide practical, immediately
applicable tools, while also reinforcing key principles around safety, inclusion, and adaptation. A
defining feature of the model is its practice-based learning approach. Participants are
encouraged throughout the training period to bring learning back to their own groups, to trial
activities in real-world settings, and to reflect on what works for their peers.

“You weren’t just learning it in a room — you were going back and trying it with your own group
every week.” (PAL)

This immediate application serves two key functions. First, it accelerates confidence-building by
allowing PALs to see early success in familiar settings. Second, it embeds delivery within existing
routines, increasing the likelihood that activity continues beyond the formal training period.
Across the consultation process, participants consistently described the training environment as
supportive, non-judgemental, and enjoyable. This was perceived as central to the initiatives
effectiveness.

“You didn’t feel like you were being tested... it was all about having a go and enjoying it.” (PAL)

For many PALs and trainers, this enabled them lead sessions in ways that felt appropriate to their
communities and groups, rather than adhering rigidly to a prescribed programme.
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“They weren’t saying ‘this is the only way to do it’ — they were showing you how to make it work
for the people in front of you.” (PAL)

At participant level, this flexibility ensured that physical activity was something perceived as
achievable and relevant to daily life. Movement was presented as adaptable, incremental, and
social, rather than as a performance-based or fitness-driven activity.

“It wasn’t exercise in the scary sense... it was movement you could actually do.” (Participant,
Raheny)

Following completion of training, newly trained PALs are expected to independently lead activity
within their community groups. Evidence from this study shows that PALs work with a wide range
of group sizes, from small groups of six or seven participants to much larger groups of up to thirty
or more. This onward delivery model significantly extends the reach of the initial training
investment. Evidence also emerged of progression pathways whereby some trainers delivering
the various modules to PALs have themselves previously completed the training, demonstrating
a route from participant, to PAL, to trainer. This progression model strengthens capacity and
supports the long-term sustainability of the initiative.

The central coordination and quality assurance, locally informed recruitment and delivery;
practice-based learning; and peer-led activity embedded in existing social structures represents
an effective delivery model for PALs that leads to the achievement of outcomes for stakeholders
as described further below.

5.4. Outcomes
Physical Activity leading to confidence

Participants within sessions led by newly trained PALs consistently reported improvements in
relation to balance, flexibility, strength, and confidence in everyday movement. These changes
were perceived as important for participants in building confidence to maintain independence
and manage daily tasks.

“I can get up out of the chair without thinking about it now... before I’d have to plan it.”
(Participant)

Several participants described specific changes in what they felt able to do such as reaching
overhead, walking for longer periods, or feeling more stable when moving around the house.

27 |Page



SROI Study on the Age & Opportunity PALs Initiative

“I used to be afraid I’d lose my balance, but now | know what way to move myself safely.”
(Participant)

Participants consistently described that exercises were demonstrated in multiple ways, with clear
options to modify or opt out.

“They kept saying, ‘do what suits you’ — that takes the fear out of it.” (Participant)

This approach is regarded as particularly important in mixed-ability groups, where participants
vary widely in mobility, health status, and confidence, enabling individuals to engage at their own
pace without feeling exposed. Participants described significant increases in confidence and
creativity in integrating movement into daily routines. That rather than viewing physical activity
as a separate task, participants spoke about embedding short, appropriate exercises into
everyday interactions.

“It doesn’t feel like an extra job now — jt’s just part of the day.” (Participant)

The emphasis on seated exercises, micro-movements, and observation of individual limits was
particularly valued.

“You realise there’s always something people can do, even on a bad day.” (Participant)

Improved Mental Wellbeing

Improvements in mental wellbeing emerged as a strong outcome. Participants spoke about
increased motivation, improved mood, and a renewed sense of purpose linked to having a regular
activity to attend.

“It gives you something to look forward to... it gets you up and out.” (Participant)

For some, this was described as particularly significant during periods of transition, retirement,
bereavement, or declining health. The sessions provided structure to the week and a sense of
routine that extended beyond the activity itself. Whilst many of the participants were already
part of a group, there was a strong sense that the opportunity to take part in physical activity

carried enhanced benefits and outcomes compared to other group activity.

“You feel better for the whole day afterwards... it lifts you.” (Participant)
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Participants consistently referenced the welcoming atmosphere created by PALs (PALs
themselves also referenced the welcoming environment created by trainers), the predictability
of sessions, and the absence of pressure as key to their enjoyment. Participants repeatedly
highlighted that feeling safe, physically and emotionally was central to their willingness to attend
and continue.

“You never felt pushed... you were encouraged, not forced.” (Participant)

Social Connection and Belonging

Social connection was one of the most consistently reported and valued outcomes. Participants
described solidifying friendships, strengthening local ties, and feeling more connected to their
communities. For most participants, being part of an existing group meant that a level of
familiarity and belonging already existed, although for others it was the availability of physical
activity sessions that encouraged their participation and enabled them to become more vocal
and engaged within the group.

“You start recognising people around the place... you’re not just on your own anymore.”
(Participant)

In several locations, groups brought together individuals from different housing estates,
backgrounds, or social circles who would not otherwise have interacted. Shared laughter,
informal conversation, and tea breaks were described as integral to the experience.

“The exercises were great, but the chat and the laughs were just as important.”

From an SROI perspective, whilst there is an element of deadweight, the initiatives design of
embedding activity within existing community groups rather than creating new, time-limited
interventions supported the development of relationships that persisted beyond the formal

sessions.

Increased Confidence and Competence to Lead Activity

For PALs, a significant outcome was increased confidence to lead safe, inclusive activity. Many
described initial apprehension about responsibility, fear of causing harm, or uncertainty about
their own authority.

“I was worried I’d do something wrong... the training took that fear away.” (PAL)
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The training process itself was central to this change. Practical rehearsal, observation of
experienced tutors, and clear guidance on safety and adaptation were repeatedly cited.

“They explained the ‘why’ behind what you’re doing, not just the ‘what’.” (PAL)

This confidence extended beyond technical skills to include communication, group facilitation,
and managing diverse needs within a single session.

Sustaining Delivery

PALs, having been trained to lead sessions then went on to initiate or sustain regular activity
sessions within their communities, including in Active Retirement groups, Men’s Sheds, and
community centres. In several cases, leadership was shared, reducing pressure on any one
individual.

“There’s two or three of us now... if one can’t make it, the others step in.” (PAL)

However, some PALs described a loss of momentum after training ended, particularly where
there was no immediate opportunity to practise or where logistical barriers emerged to groups
continuing to meet. The ongoing reliance on PALs, as volunteers, to lead sessions is one element
of ensuring the long term sustainability, it also requires ongoing management of the venue,
logistics, information, hospitality etc which were out of the control of most PALs, additional
support or guidance for groups was referenced as something that could be beneficial to minimise
drop off.

“Once the course finished, you were kind of left to figure it out yourself.” (PAL)

This variation is important for interpreting SROI assumptions around duration and drop-off.

Leadership and Development

Trainers described PALs as reinforcing and deepening their leadership and personal
development. Several spoke about increased confidence in working with older adults and greater
sensitivity to inclusion and adaptation.

“It reminded me why | do this kind of work.” (PALs Trainer)

At the same time, trainers identified opportunities for progression, including refresher training,
peer learning spaces, and clearer pathways for those wishing to develop further.
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Renewing Interest in Physical Activity

Beyond measurable increases in physical activity levels, a renewed or reawakened interest in
physical activity emerged as a distinct outcome across trainers and PALs. For some stakeholders,
particularly trainers and PALs with prior experience, the initiative acted as a catalyst to re-engage
with physical activity in a more purposeful way. For others, it reframed activity as enjoyable,
social and achievable rather than effortful or intimidating. This renewed interest was described
as motivational, often preceding sustained behaviour change. While not all individuals
immediately increased activity levels, the outcome is material within the theory of change as a
precursor to longer-term engagement.

Awareness of the needs of Older People

Among trainers and PALs, participation in the initiative led to increased awareness of the
physical, cognitive and emotional needs of older people. Stakeholders described greater
sensitivity to balance confidence, fear of falling, varying capacity and the importance of dignity
and autonomy in later life. This outcome was strongly associated with the training content and
delivery style, which emphasised safety, adaptability and participant choice. Enhanced
awareness translated into more inclusive practice and improved quality of delivery, extending
beyond PALs sessions into wider delivery with participants in community settings.

Reputation and Confidence

Organisational stakeholders consistently positioned PALs as a credible, trusted “Tier 3” physical
activity option. The initiative provided confidence for stakeholders such as LSPs to signpost
individuals into training as PALs so they could ultimately support community-based activity.

Partners highlighted the reputational value of association with Age & Opportunity and the PALs
initiative. The peer-led model was repeatedly identified as a defining strength. Stakeholders also
identified opportunities to deepen impact through stronger coordination, shared calendars, and
enhanced communications.

5.5. Key Enablers

Across all stakeholder groups, a consistent set of enabling factors emerged. The fun, social, and
games led approach, which fundamentally reframes how physical activity is perceived by older
people was cited consistently as a key enabler. Stakeholders consistently contrasted PALs with
more traditional exercise programmes, which were often described as intimidating, overly
technical, or focused on fitness or performance.
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In contrast, PALs was experienced as accessible and enjoyable, with laughter, music, and shared
activity acting as gateways to increased participation. This resulted in complementary outcomes
for participants including improved mental wellbeing and mood and increased connection,
encouraged repeat attendance, and supported engagement among individuals who might
otherwise have self-excluded from physical activity.

Closely linked to this was the role of high-quality trainers, who were repeatedly described as
combining warmth, empathy, and encouragement with clear structure and discipline. Trainers
were viewed as skilled not only in demonstrating exercises, but in reading groups, adapting
sessions in real time, and creating an environment where participants felt both safe and
supported. This balance between approachability and professionalism emerged as critical in
building trust and credibility, particularly in mixed-ability groups.

A further enabler was the initiatives strong and explicit emphasis on safety, reassurance, and
adaptability. Across interviews, participants and PALs highlighted the importance of being shown
how to modify movements, take breaks, or opt out without stigma. This emphasis reduced fear
of injury and failure, increased confidence, and allowed individuals to engage at their own pace.
From an SROI perspective, this adaptability is central to the value proposition, as it enables
participation by individuals with diverse physical abilities and health conditions.

The delivery of PALs through trusted, familiar community settings was repeatedly identified as a
critical enabler. By embedding activity within existing groups and venues, the initiative capitalised
on established relationships, routines, and social norms. This not only reduced barriers to entry
but also supported sustainability, as activity became part of what groups already did rather than
an additional or time-limited intervention.

Taken together, these enablers underpin the initiative ability to generate meaningful outcomes
across physical, mental, and social domains. They also provide a clear explanation for why the
PALs model delivers value beyond its immediate outputs, forming the foundation of the SROI.

5.6. Constraints and Areas for Development

Alongside the enablers outlined above, stakeholders also identified a number of constraints.
These constraints highlight areas where impact may be uneven or where additional support could
strengthen outcomes over time. One of the most frequently cited constraints related to limited
structured follow-up for some PALs following completion of training. While many PALs
successfully transitioned into delivery roles, others described a loss of confidence or momentum
once the formal training period ended, particularly where there was no immediate opportunity
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to practise or limited clarity around next steps. This variation has direct implications for the
sustainability of delivery and informed the conservative assumptions applied within the SROI
analysis regarding duration and drop-off.

Stakeholders also highlighted variability in local infrastructure, including access to suitable
venues, insurance arrangements, and equipment. In some areas, strong local partnerships and
facilities enabled smooth delivery and growth. In others, practical barriers constrained the
frequency or scale of sessions. This unevenness reflects broader factors rather than the design of
the PALs initiative, but nonetheless influences the extent to which impact can be realised
consistently across locations and may be an area that Age & Opportunity can extend support to
in future iterations of PALs. A related constraint (also a strength) is the dependence on local
capacity, particularly within community groups and Local Sports Partnerships. Where motivated
individuals and supportive organisations were present, delivery was more likely to be sustained
and expanded. Conversely, in contexts where capacity was stretched or leadership within an LSP
changed, activity was more vulnerable to disruption. From an SROI perspective, this reinforces
the importance of attribution assumptions that recognise the contribution of local stakeholders
alongside the PALs staff itself.

These constraints are directly relevant to the interpretation of the SROI findings. They informed
conservative judgements regarding attribution, duration, and drop-off, ensuring that the
valuation reflects not only the strengths of PALs but also the real-world conditions within which
it operates. Addressing these areas over time presents an opportunity to further enhance both
impact and value for money.

5.7. Summary

Overall, the thematic analysis demonstrates that PALs generates meaningful outcomes at
individual, community, and organisational levels. These outcomes arise from deliberate design
choices centred on enjoyment, inclusion, and empowerment. The qualitative evidence provides
a strong foundation for the SROI valuation and supports the credibility of the impact claims made
in this report.
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Section 6: Calculating the SROI

6.1. Introduction

Having identified the material stakeholder groups and the outcomes most relevant to each, this
section sets out how the Social Return on Investment (SROI) for the Age & Opportunity PALs
initiative has been calculated. The calculation of the SROI ratio draws on the application of SROI
principles, including materiality, outcome valuation using appropriate financial proxies, and
adjustments for deadweight, displacement, attribution, and drop-off. Together, these steps
ensure that the social value reported reflects a credible and proportionate estimate of the change
that can reasonably be attributed to the PALs initiative, while avoiding over-claiming.

The approach taken combines quantitative and qualitative evidence from stakeholder
engagement with quantitative assumptions agreed through the evaluation process and informed
by relevant external benchmarks and research evidence.

6.2. Monetisation

In line with established SROI guidance, outcomes were defined as material where they met all of
the following criteria:

¢ They were relevant to the scope and objectives of the PALs initiative

e They were significant to stakeholders, with the potential to influence decision-making or
inform good practice

e They could be robustly evidenced through the primary and secondary data collected

Throughout the stakeholder engagement process, evidence was gathered against the outcomes
identified in the PALs impact map (see Appendix 1). This included outcomes for older
participants, PALs, trainers and organisational stakeholders. While a number of outcomes
relating to system-level impacts such as reduced pressure on health services, reduction in falls,
improved efficiency within community health pathways, and longer-term cost avoidance were
identified as important and plausible, the evaluation found that these outcomes could not yet be
robustly evidenced to a standard sufficient for monetisation. In line with the principle of only
including what is material, these outcomes have therefore been described qualitatively but
excluded from valuation at this stage. The tables below presents the outcomes that have been
valued as part of the SROI calculation. The full impact map in Appendix 1illustrates: the outcomes
valued for each stakeholder group, and the proportion of each stakeholder group experiencing
each outcome.
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PALs Trainers (n = 10)

Outcome Evidence Source No. Experiencing Key Assumption Financial Proxy
Outcome
Improved social 10 (100%) All trainers reported Belonging to a group 243
connectedness increased engagement and (HACT Social Value Bank,
connection through delivery  pro-rated)
Renewed interest in 4 (40%) Under half of trainers Community exercise 68
physical activity identified renewed interest, = class (Age UK)
others already active
Improved confidence 8 (80%) Maijority reported increased Level 3 Older Adult 399
confidence leading groups Physical Activity
Instructor
Increased physical 6 (60%) Some trainers increased Walking increase (HACT, 1,388
activity Semi-structured activity levels; others adjusted duration)
interviews with already active
Increased awareness ~ PALs trainers 5 (50%) Half referenced greater Specialist CPD training 85.50
of older people’s awareness following training (Age UK)
needs
Improved mood / 10 (100%) All trainers referenced Movement & dance 1,456
wellbeing mental wellbeing benefits mental wellbeing uplift
Improved leadership 5 (50%) More evident among those  ILM Level 3 Leadership & 900
skills less recently active as Management
leaders
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PALs (n =122)

Outcome

Evidence Source

No. Experiencing
Outcome

Key Assumption

Financial Proxy

Proxy
Value (€)

Improved social

connectedness

Renewed interest in
physical activity
Improved confidence

Increased physical
activity

Improved mood /
wellbeing

Improved leadership
skills

Pre/post surveys

+ 34 interviews

Interviews

Interviews

Pre/post surveys

+ 34 interviews

Pre/post surveys

+ 34 interviews

Interviews

Participants in PALs (n = 1220)

Evidence Source

122 (100%)

104 (85%)

85 (70%)

67 (55%)

73 (60%)

98 (80%)

[\[o}

universal
reflects

show
survey

Interviews
improvement;
higher baseline

24 of 34 interviews indicated
renewed interest

Majority reported improved
confidence post-training

Triangulation of M1 and interview
data

All interviews positive;
slightly more conservative

survey

Strong theme of improved
facilitation and leadership

Experiencing Key Assumption

Belonging to a group 973

(HACT, pro-rated)
Community  exercise 68
class (Age UK)

Level 3 Older Adult
Physical Activity
Instructor

Walking increase
(HACT, adjusted)
Movement & dance
mental wellbeing uplift

2-3 day
programme

399

2,778

1,456

leadership 1,134

Proxy

Financial Proxy

Outcome

Improved social
connectedness
Increased  physical
activity

Improved mood /
wellbeing

Focus groups
secondary review

Focus groups

Focus groups

+

QOutcome
1,220 (100%)

732 (60%)

976 (80%)

All groups existing; PALs
enable activity-based
connection

Majority inactive prior; PALs
often only activity option
Mood uplift linked to
movement and social activity

Value (€)
Belonging to a group 973
(HACT, pro-rated)
Walking increase 2,778
(HACT, adjusted)
Movement & dance

mental wellbeing uplift

1,456
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Age & Opportunity (n=1)

Outcome Evidence Source No. Experiencing Key Assumption Financial Proxy  Proxy
Outcome Value (€)

Improved Active Advisory 1 Delivery aligned with strategic NGO marketing 3,420

reputation Group focus group objectives retainer

Improved Internal review 1 Programme supports job retention Job retention (1 34,200

sustainability and organisational stability FTE)

Employees working on PALs (both trainers and in Age & Opportunity) (n = 0.8 FTE)

Outcome Evidence No. Key Assumption Financial Proxy
Source Experiencing
Outcome
Increased Programme 1 0.8 FTE employment opportunities are created Full-time 13,162
employment (0.8 records to manage and run the programme including employment
FTE) sessional opportunities for Independent (HACT)

Trainers (rounded up to 1)

LSP(n=8)
Outcome Evidence No. Experiencing Key Assumption Financial Proxy Proxy
Source Outcome Value (€)
Improved cross-sector Interviews 8 (100%) All referenced stronger sport— Senior manager 513
collaboration with LSPs health—community links time (ONS)
Improved reputation Interviews 8 (100%) Reputation uplift acknowledged Marketing proxy 0
but not monetised
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6.3. Investment

The total investment in the PALs initiative over the period under review was €230,390 as agreed

with Age & Opportunity. This reflects the full cost of delivering the initiative, that is

to say all of

the inputs required in order to arrive at the outputs and outcomes accrued. This includes the

following:

Stakeholder / Input  Description / Assumption

Input
Cost (€)

Participants in PAL- Assumes each PAL delivers activity to an average of 10 older

led Activities (Older participants. Each PAL delivers an average of 24 sessions,

People) with 2 hours allocated per session, valued at €13.50 per
hour.

Venue Hire for PALs Hire of halls for community-based physical activity sessions.

led Sessions Assumes 24 hours per PAL x 122 PALs = 2,928 hours at an
average cost of €15 per hour, accounting for partial in-kind
provision.

Age & Opportunity Administration and overheads, calculated at 10% of the
overall management fee for the Active Programme that is
attributable to PALs.

Local Sports  Contribution of Development Officer/SIDO or ESF Officer

Partnerships (LSPs) time to recruit PALs, schedule activity, and promote the
initiative. Assumes 6 days per LSP at €140 per day.

Catering & Venues Catering and venue support provided locally to support

(In-Kind) training and delivery, sometimes contributed in kind.

Sport Ireland The primary funder of PALs. The input allocated is the
proportion of the overall investment in the Active
Programme that is attributable to PALs between October
2024 and December 2025.

This figure of €230,390 was used as the final input value for the SROI calculation.

Financial Proxies

77,760

43,920

8,347

6,720

10,170

83,473

For each material outcome, a financial proxy was identified to represent the value of achieving a

comparable outcome through an alternative means. The objective of proxy selection was not to
identify a perfect equivalent, but to determine the best available and most credible

approximation of value. Proxy selection was informed by:

¢ Discussions with Age & Opportunity and key stakeholders
e Findings from the qualitative evaluation
e Desk-based review of relevant research and cost data
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e Established sources such as the HACT Social Value Bank

A robust proxy was defined as one that:
e Has a clear evidence base
e Represents a realistic alternative for the stakeholder group
o Reflects a proportionate valuation of the outcome

In order to arrive at an agreed set of proxies, multiple proxy options were identified by the
evaluator and presented to the team at Age & Opportunity. The options were derived from
validated proxy sources such as the Social Value Bank. The value of the proxy options were
concealed to ensure that decisions were based more on alignment to the initiative than the
potential for increased SROI ratio value. Two facilitated workshops, using mentimeter were used
to arrive at a final set of proxies.

Where proxy values were sourced in pounds sterling, these were converted to euro using the
prevailing exchange rate at the time of analysis. The tables above sets out the financial proxies
applied for each outcome, along with the rationale and data source.

6.4. Discounting and Adjustment

In order to arrive at a credible SROI ratio, adjustments were applied to account for factors that
may otherwise lead to over-claiming. These adjustments were applied on an outcome-by-
outcome basis.

Deadweight

Deadweight addresses the question: What would have happened anyway, in the absence of the
PALs initiative? Given that many older participants were already members of community groups
that met regularly, it is acknowledged that some level of social interaction would have occurred
without the PAL leading physical activity sessions.

However, evidence from stakeholder engagement indicates that regular, structured physical
activity would not have occurred to the same extent, nor with the same focus on safety,
progression, and inclusion. Deadweight assumptions therefore reflect the likelihood that
alternative activities may have taken place, but the specific physical, mental wellbeing, and
confidence-related outcomes associated with PALs would have been significantly reduced or
absent. Conservative deadweight percentages were applied accordingly, informed by
stakeholder feedback and supported by the initiative’s peer-led, practice-based design.
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Displacement

Displacement considers whether the PALs initiative replaced or reduced participation in other
activities delivering similar outcomes. Evidence suggests that PALs activity was primarily
integrated into existing group meetings, rather than displacing other structured physical activity
provision. However, it is acknowledged that some participants may otherwise have engaged in
alternative social or recreational activities during this time. In recognition of this, significant
allocation of displacement has been explicitly factored into the SROI calculation, in some cases
up to 80% to avoid overstating impact, particularly in relation to social connection outcomes for
participants.

8.3.1. Attribution

Attribution addresses the question: Who else contributed to the outcomes achieved? While the
PALs initiative played a central role in enabling outcomes, it is recognised that other factors also
contributed, including participants’ own motivation and commitment, support from community
groups and venues and the involvement of Local Sports Partnerships. The contribution of these
actors has been accounted for through conservative attribution assumptions applied to relevant
outcomes. This ensures that only the proportion of change reasonably attributable to PALs is
included in the valuation.

8.3.2. Drop Off

Drop-off considers how long outcomes are likely to last after initial involvement. Given the nature
of the intervention and the available evidence, outcomes were assumed to persist for a defined
period, after which value was not carried forward. This approach reflects a cautious
interpretation of sustainability and avoids forecasting long-term benefits that cannot yet be
evidenced. In the case of PALs and Participants, outcomes such as mood, social connectedness
and physical activity are only assumed to continue for as long as activity continues to be provided,
or for a very short time period afterwards. Whilst SROI does not allow the ‘duration’ to be set
less than 1 year, to account for this we adjusted the value of the proxies to ensure a more
accurate final value was provided. For example, the financial proxy of “Belonging to a group”
derived from the HACT Social Value Bank is typically valued at £1,850/€2109 per person per year.

For this study, the assumed duration of the outcome was set at 24 weeks based on the average
sessions delivered by PALs in community settings and therefore the value of the proxy adjusted
pro rata to €973 per person. As a result, value was not projected beyond the agreed time horizon
for this analysis. This same methodology was applied across the proxy selection process to ensure
robustness.
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SROI Results

For each outcome, the financial proxy value was multiplied by the number of stakeholders
experiencing that outcome. Adjustments for deadweight, displacement, attribution, and drop-
off were then applied. The adjusted values were aggregated across all stakeholder groups to
calculate the Total Present Value (TPV) of the outcomes generated by the PALs initiative.

The resulting SROI ratio expresses the amount of social value created for every €1 invested. For
PALs:

The SROI ratio of €1:€5.85 indicates that for every €1
invested in the PALs initiative, €5.85 of social value is
generated.
The calculations applied financial proxies to twenty outcomes for six material stakeholder

groups evidenced through the primary and secondary research. The table below presents the
social value generated by stakeholder group:

Stakeholder Social value € % of Total Value
Trainers €18,796 1.4%

PALs €247,813 20%

Participants of PALs sessions €960,337 77%

Age & Opportunity €17,729 1.3%

Employees of PALs €3,290 0.20%

LSPs €1,477 0.10%

Total €1,249,422 100%

The calculation of financial proxies also identifies a strong weighting to three primary outcomes
of social connectedness, mental wellbeing and physical activity, 89% of all value accrued is
attributable to these outcomes. These outcomes were experienced by three stakeholder groups
including: Trainers, PALs and Participants taking part in PALs led activities. The following table
highlights the distribution of value across the three key outcome domains:
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Stakeholder

Social
Connectedness

(Belonging to a Group,
HACT Social Value Bank)

Mental Wellbeing

(Contribution of
movement & dance to

Physical activity

(60-min weekly walking
increase sustained for 1
year (HACT Social Value

mental wellbeing uplift, Bank)
Sport & Recreation
Alliance)

Total Value €92,503.44 €420,301.34 €596,544.48
% of Value 7% 34% 48%
Value for Trainers €1,574.64 €6,289.92 €4,497.12
% of Value Trainers (1.7%) (1.5%) (0.75%)
Value for PALs €14,956.56 €50,221.08 €71,472.38
% of Value PALs (16%) (11.94%) (11.98%)
Value for Participants of PALs €75,971.84 €363,790.34 €520,574.98
Sessions
% of Value Participants of PALs (82.3%) (86.56%) (87.27%)
Sessions

The analysis shows that the social value generated through the PALs initiative is heavily
concentrated across three primary outcomes: physical activity, mental wellbeing, and social
connectedness. Of these, increases in physical activity account for the largest share of total value,
representing 48% (€596,544.48) of the overall social value generated. Improvements in mental
wellbeing account for a further 34% (€420,301.34), while enhanced social connectedness
contributes 7% (€92,503.44) of total value. Collectively, these three outcomes represent the vast
majority of value created through the programme.

Across all three outcome areas, the distribution of value is strongly weighted towards older
people participating in PALs led sessions. Participants account for over 82% of the value
associated with social connectedness, almost 87% of the mental wellbeing value, and over 87%
of the value associated with increased physical activity. This reflects both the scale of reach
achieved through the peer-led delivery model and the centrality of these outcomes to
participants’ quality of life.

While the absolute value accruing to PALs trainers and PALs (peer leaders) is smaller in

comparison, these stakeholder groups play a critical enabling role. PALs account for between 11%
and 16% of the value across the three outcome areas, reflecting gains in wellbeing, motivation,
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and physical activity that support their capacity to lead and sustain delivery in community
settings. Trainers account for a relatively small proportion of total value (between 0.75% and
1.7%), but their contribution is essential in enabling consistent, high-quality delivery and
maintaining the integrity of the model.

Overall, the table demonstrates that while value is experienced across multiple stakeholder
groups, the primary beneficiaries of the PALs initiative are older participants, with the greatest
proportion of social value generated through sustained engagement in physical activity and
associated improvements in mental wellbeing.

8.3.3. Sensitivity

A sensitivity analysis was undertaken to test the robustness of the SROI findings under different
assumptions. This involved varying key parameters, including deadweight and attribution rates,
to assess the impact on the overall SROI ratio. The final ratio agreed as a robust and defensible
SROI ratio for the PALs Initiative.
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Section 7: Conclusions and Recommendations

7.1. Introduction

This section offers conclusions on the Social Return on Investment Study of Age & Opportunity
PALs initiative from October 2024 — December 2025 and provides recommendations for the
future delivery of this initiative.

7.2. Conclusion

This Social Return on Investment (SROI) study provides a robust assessment of the value
generated by the Age & Opportunity PALs initiative over the period October 2024 to December
2025. Drawing on a mixed-methods evaluation design, extensive stakeholder engagement, and
the conservative application of SROI principles, the study demonstrates that PALs delivers
significant social value relative to the level of investment made.

The analysis shows a clear concentration of value around three primary outcomes: improved
social connectedness, enhanced mental wellbeing, and increased physical activity. These
outcomes were consistently experienced across trainers, PALs, and older participants, and
together account for approximately 89% of the total social value generated. The majority of this
value accrues to older people participating in PALs led activity within their communities,
reflecting both the scale achieved through the peer-led delivery model and the importance of
these outcomes to quality of life in later years.

While a range of additional outcomes were identified through the evaluation including increased
confidence, leadership skills, renewed interest in physical activity, and greater awareness of the
needs of older people, and whilst these outcomes have a value in of themselves, they primarily
function as enablers within the programme’s theory of change. They support sustained
engagement and effective delivery but contribute a smaller proportion of monetised value (circa
6%). Their inclusion within the SROI model is nonetheless important, as they help to explain how
and why the primary outcomes are generated and sustained.

The study also identified plausible system-level outcomes relating to reduced pressure on health
services and improved preventative health pathways deriving from increased strength and
balance leading to reduced falls and greater recovery from procedures. However, despite their
alignment with national policy objectives and stakeholder expectations, these outcomes were
excluded from monetisation. The available evidence was not sufficient to substantiate these
impacts to the standard required for inclusion in the SROI calculation. This exclusion reflects a
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deliberate adherence to the principle of only including outcomes that are material and
evidencable and reinforces the conservative nature of the analysis.

A key finding of the study is that the value generated by PALs is time-bound and contingent on
sustained delivery. Improvements in mood, social connection, and physical activity are not
assumed to persist indefinitely once participation ceases. In recognition of this, the SROI model
applies cautious assumptions regarding duration and drop-off, with financial proxies pro-rated
to reflect the actual period of activity (with very small extensions) rather than annualised or long-
term benefits. This approach ensures that the SROI ratio reflects realised value rather than
projected or speculative impact.

The evaluation also explicitly acknowledges that many participants were already members of
existing community groups prior to engaging with PALs. As a result, the SROI calculation applies
significant adjustments for deadweight and displacement, particularly in relation to social
connectedness outcomes. In some cases, these adjustments are substantial (up to 80%),
reflecting the likelihood that a significant degree of social interaction would have occurred in the
absence of the PALs initiative.

Attribution assumptions similarly recognise the contribution of individual motivation, community
infrastructure and Local Sports Partnerships alongside the role of Age & Opportunity and the
PALs model itself. Together, these adjustments materially reduce the risk of over-claiming and
strengthen the credibility of the final SROI ratio.

Importantly, the findings indicate that the strongest value-for-money case for PALs lies in its
ability to sustain physical activity delivery within community settings. While training,
coordination, and quality assurance are essential components of the model, it is the ongoing
facilitation of activity by PALs, embedded within trusted, familiar groups that generates the
majority of social value. This has clear implications for future investment and evolution of the
initiative. A proportionate focus on supporting sustained community delivery, including follow-
up support for PALs, access to venues and insurance, and local coordination capacity, is likely to
yield the greatest return on investment.

Overall, the SROI ratio of €1:€5.85 demonstrates that the PALs initiative represents a worthwhile
and effective investment in healthy ageing, community wellbeing, and preventative approaches
to health. Given the conservative assumptions applied throughout the analysis, this figure should
be interpreted as a minimum estimate of value, rather than an upper limit. With targeted efforts
to sustain delivery and address identified constraints, the initiative has clear potential to generate
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even greater value over time while remaining strongly aligned with national policy priorities and
the lived realities of older people.

7.3. Evaluation Questions

The terms of reference for this study set out five key evaluation questions, these are answered
in turn below:

Does PALs increase the numbers of older people regularly participating in sport and physical
activity?

The evaluation provides strong evidence that the PALs initiative increases the number of older
people who participate regularly in physical activity. While many participants were already
members of community groups, qualitative and quantitative evidence consistently shows that
structured physical activity was either absent or irregular prior to the introduction of PALs.

The peer-led delivery model is central to this increase. By embedding physical activity within
existing, trusted community groups, PALs reduces common barriers to participation, including
fear of injury, lack of confidence, and uncertainty about suitability. Participants repeatedly
described PALs sessions as their only consistent form of physical activity, particularly among
individuals who would not otherwise attend gyms, classes, or sports clubs.

Importantly, participation is not limited to one-off engagement. The average of 24 sessions
delivered per PAL during the study period indicates sustained delivery and repeat attendance.
This regularity is a key differentiator from time-limited interventions and supports the conclusion
that PALs contributes meaningfully to increasing ongoing participation in physical activity among
older people.

Does PALs increase the numbers of older people meeting the recommended physical activity
guidelines?

The evidence suggests that PALs makes a significant contribution towards older people moving
closer to, and in some cases meeting, recommended physical activity guidelines, particularly
among those who were previously inactive. While the evaluation does not claim that all
participants meet full guideline thresholds, both survey data and qualitative findings indicate
measurable increases in activity levels for a substantial proportion of participants. Many
participants described improvements in frequency, duration, and confidence in movement, often
progressing from inactivity to regular, structured sessions facilitated by PALs.
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The emphasis on adaptable activity is particularly important in this context. Rather than focusing
narrowly on compliance with guidelines, PALs supports incremental behaviour change, enabling
participants to build activity safely and sustainably. From an evaluation perspective, this positions
PALs as an effective preventative and enabling intervention, supporting movement along the
physical activity continuum rather than an all-or-nothing outcome.

How does Age & Opportunity’s PALs initiative impact on different stakeholders: PALs;
members of PALs groups; Local Sports Partnerships; wider society?

The PALs initiative generates multi-level impact across a range of stakeholders, with effects
extending beyond direct participants.

e For PALs, the initiative delivers increased confidence, leadership skills, and awareness of
the physical and emotional needs of older people. Many PALs described a renewed sense
of purpose and an increased willingness to take on leadership roles within their
communities. These outcomes are critical enablers of sustained delivery and contribute
to broader community capacity-building.

e For participants of PALs sessions (older participants), the most significant impacts relate
to social connectedness, mental wellbeing, and physical activity. Participants reported
reduced isolation, improved mood, and increased confidence in everyday movement.
These outcomes are experienced collectively within group settings, reinforcing social
bonds and contributing to quality of life in later years.

e For Local Sports Partnerships, PALs strengthens local delivery pathways and enhances
collaboration across sport, health, and community sectors. LSPs valued the credibility of
the Age & Opportunity model and the alignment with inclusion and healthy ageing
priorities. The initiative also supports LSPs in reaching cohorts that are traditionally
underrepresented in structured sport and physical activity provision.

At the level of wider society, PALs contributes to preventative health objectives, community
resilience, and active ageing agendas. While system-level outcomes such as reduced demand on
health services were not monetised, the evidence indicates that PALs supports conditions
associated with long-term public value, including sustained activity leading to reduced falls,
quicker recovery after procedure, social participation, and wellbeing among older people.
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How much social value is generated for every €1 invested in the PALs initiative?
The SROI analysis estimates that the PALs initiative generates €5.85 of social value for every €1
invested. This ratio is underpinned by conservative modelling choices, including:
o the exclusion of outcomes that could not be robustly evidenced (e.g. health service cost
avoidance),
e substantial adjustments for deadweight and displacement, particularly for social
outcomes,
e cautious attribution assumptions recognising the role of existing community
infrastructure, and
o the pro-rata application of financial proxies to reflect actual delivery periods rather than
annualised benefits.

Approximately 89% of the total social value is attributable to three outcomes: improved social
connectedness (7%), enhanced mental wellbeing (34%), and increased physical activity (48%).
The majority of this value accrues to older people participating in PALs led sessions, reflecting
both the scale of reach and the significance of these outcomes for healthy ageing. Given the
conservative nature of the assumptions applied, the SROI ratio should be interpreted as a
minimum estimate of value generated.

What is the most effective way to continue reporting on the SROI of PALs and maintain up-to-
date information about PALs activities?

The evaluation highlights the importance of adopting a proportionate, systems-based approach
to ongoing SROI reporting, rather than relying on repeated full-scale studies at fixed intervals.

During this study, the effective use of the ImpactReady software demonstrated how routine,
embedded data collection can support a more dynamic understanding of value creation over
time. The most effective approach combines the ongoing capture of core delivery data such as
the number of PALs trained, sessions delivered, and participant reach, with periodic, light-touch
outcome monitoring using validated measures of wellbeing and physical activity.

This can be complemented by targeted qualitative follow-up with PALs and participants to
explore sustainability, barriers, and enabling factors, alongside regular review and refinement of
key SROI assumptions, including group size, outcome duration, and drop-off, as new evidence
emerges.

Embedding SROIl-informed indicators within Age & Opportunity’s existing monitoring and
reporting systems, supported by ImpactReady, would enable the organisation to maintain an up-
to-date and credible picture of social value while minimizing reporting burden. Periodic “SROI
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refresh” exercises, informed by live system data rather than full recalculation, support
continuous learning, accountability, and strategic decision-making, and reflect a mature, system-
oriented approach to impact evaluation.

7.4. Recommendations

The following recommendations are provided based on the findings herein.

Strengthen the Routine Capture of Cost-Saving and System-Level Data

The evaluation identified a range of plausible system-level outcomes, including reduced pressure
on health services, improved balance and strength leading to potential reductions in falls, and
enhanced recovery and independence among older people. While these outcomes align strongly
with national policy priorities, they were excluded from monetisation due to insufficient evidence
at this stage. To enable future valuation, Age & Opportunity should work with delivery partners
and statutory stakeholders to strengthen the routine capture of data relating to service use,
referrals, falls prevention, and health-related behaviour change. Over time, this would enable
more robust attribution and monetisation of system-level outcomes, strengthening the value-
for-money case and positioning PALs more clearly within prevention-led health reform.

Embed a Systems-Based Approach to Monitoring and Evaluation

The study demonstrates the value of adopting a systems-based approach to evaluation,
underpinned by the effective use of ImpactReady to capture attendance, distribute validated
tools, and analyse outcome data. Age & Opportunity should formalise this approach by
embedding routine data capture across all stages of delivery, from training through to ongoing
community-based activity. This would support continuous learning, enable timely reporting to
funders and partners, and reduce reliance on periodic, resource-intensive evaluations. A system-
based approach also creates the conditions for regular “SROI refresh” exercises, ensuring that
assumptions remain evidence-informed and responsive to delivery realities.

Extend SROI Analysis to the Wider Active Programme

While this study focuses on PALs as a discrete initiative, many of the outcomes identified,
particularly social connectedness, mental wellbeing, and physical activity are central to Age &
Opportunity’s wider Active Programme. Extending SROI analysis across the full programme
would enable Age & Opportunity to articulate cumulative value, identify complementarities
between initiatives, and strengthen strategic investment narratives. A programme-level SROI
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would also support comparison across delivery models and help prioritise investment in
interventions that deliver the greatest social return.

Prioritise Sustained Community-Based Delivery Beyond Training

The evaluation clearly demonstrates that the majority of social value accrues through ongoing,
community-based delivery of physical activity by trained PALs. While training and coordination
are essential enablers, it is the continuation of activity within trusted community settings that
generates the strongest outcomes. Future development of the initiative should therefore place
greater emphasis on post-training support, including structured follow-up, peer networks,
refresher opportunities, and practical guidance on sustaining sessions. Investment decisions
should be informed by this finding, with resources allocated to the elements of the model that
most directly support sustained delivery and minimise drop-off.

Deepen Collaboration with Local Sports Partnerships

Local Sports Partnerships play a critical role in the success of PALs, contributing tacit, place-based
knowledge that supports targeted recruitment, inclusive delivery, and access to suitable venues.
The evaluation highlights the value of this collaboration and its contribution to both reach and
sustainability. Age & Opportunity should continue to deepen these relationships, exploring more
structured mechanisms for knowledge-sharing, joint planning, and coordination. Optimising this
partnership model will help ensure that delivery remains responsive to local context and that
community capacity is strengthened over time.

Advocate for Sustained and Multi-Annual Funding

A central finding of the SROI analysis is that outcomes are time-bound and contingent on
continued activity. Improvements in mood, social connection, and physical activity do not persist
indefinitely once sessions cease. As a result, sustained funding is essential to protect the value
already generated and prevent avoidable drop-off. Age & Opportunity should use the evidence
from this study to advocate for multi-annual funding arrangements that support continuity of
delivery, enable longer-term planning, and maximise return on public investment. From a value-
for-money perspective, sustaining existing delivery is likely to be more efficient than repeatedly
re-establishing provision.

Continue to Apply Conservative Assumptions to Maintain Credibility

The credibility of the SROI ratio is strengthened by the conservative assumptions applied
throughout the analysis, including high deadweight and displacement adjustments and the pro-
rata valuation of financial proxies. Age & Opportunity should continue to apply this disciplined
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approach in future SROI work, ensuring that value is not overstated and that findings withstand
scrutiny. Maintaining transparency around assumptions will be particularly important as the
organisation seeks to extend SROI analysis to additional programmes or system-level outcomes.

Use SROI Findings to Inform Strategic Decision-Making and Programme Design

Beyond reporting to funders, the findings of this SROI study provide a strong evidence base to
inform internal decision-making. Age & Opportunity should actively use the insights generated,
particularly the concentration of value within community-based delivery and the enabling role of
leadership, confidence, and enjoyment to refine programme design, prioritise resources, and
innovate. Over time, this learning-oriented use of SROI will support continuous improvement and
ensure that investment is aligned with the areas of greatest social return.
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Appendix 1: SROI Impact Map

designed to help you develop your SROI analysis. If your analysis does not use monetary valuation of outcomes, please

use the "Value Map (non-SROI)" tab. For further information please see the "Guidance” tab.
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