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6.1 Introduction 

 
An essential part of the partnership’s work will be ongoing monitoring and evaluation of the scheme; 
these are crucial steps to ensure that the aspired project outputs and outcomes will be achieved, 
progress will be made towards scheme delivery, and the scheme’s aims and objectives are met. 
 
This section sets out what measures have been put in place for monitoring the progress and for 
measuring and evaluating the success of the scheme, both on a project and a scheme-wide level. 
There are logical links between the monitoring and evaluation systems proposed for the projects and 
those for the scheme as a whole: together, they provide for a coherent set of information. 
 
The information in this section has been informed by a report written by James Baddeley Consulting 
which has provided the partnership with ideas for the use of best-practice monitoring & evaluation 
tools. Throughout the development ongoing discussions were also held with all partners involved. As 
part of their project planning, each lead delivery partner has provided the central programme team 
with details of how they aim to carry out their own monitoring and evaluation, with achievable 
baseline data & targets and outputs and outcomes, which will result in the desired impact towards 
the scheme-wide aims and objectives (Section 4.9). 
 
 

6.2 Monitoring the progress of projects 

 
Projects’ financial claims will be processed on a quarterly basis. In-kind contributions in the shape of 
staff-time, volunteer time, venue hire, equipment use or otherwise will be systematically recorded 
and proof provided together with quarterly invoices and proof of match funding, where relevant. To 
ensure an efficient and systematic system, the central programme team will provide pro-forma 
recording sheets for those organisations which do not already have such a system in place. All 
delivery partners will ask their volunteers to record their hours on timesheets so that match-funding 
can be evidenced. 
 
All project lead partners will be required to undertake their own project monitoring and report back 
to the central programme team on a quarterly basis. This is so that any issues can be discussed with 
the individual organisations in a timely fashion, and if necessary, support can be given to help try to 
keep projects on track. 
 
Each project consists of a series of planned activities linked to the delivery of a set of outputs and 
outcomes (Section 5 and Appendix 1), together showing what it will deliver and the difference it 
intends to make. 
 
Baseline data will be collected before each project starts, with their specified indicators, evidence 
types, measurement tools, monitoring regimes, targets and milestones set; the lead project delivery 
partners will monitor progress against these and they will form the basis for evaluating the success of 
their projects. 
 
For each of the 25 projects a set of indicators will be chosen as evidence for relevant outputs and 
outcomes. The indicators taken together will show whether and how a particular activity is bringing 
about the desired change. Output indicators are usually ‘counting’ what projects deliver, such as the 
number of barn owl boxes placed or volunteers involved. Outcome indicators usually look beyond 
counting to ascertain the opinions and views of people involved. Both types of indicators selected by 
the 25 OWLP projects include quantitative and qualitative information; these indicators will guide the 
type of information collected e.g., the number of local people taking part in heritage activities; the 
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profile of the audience attracted; the number of visitors to a heritage site; the number of volunteers 
helping on a regular basis; the number of events or training sessions provided for; improvements to 
physical and intellectual access facilities; knowledge and understanding of the local heritage; 
awareness of the significance of the area’s heritage; attitudes towards the heritage; the perceived 
value of the heritage; and visitor satisfaction rates. 
 
To assist projects further in managing their project’s progress and aligning their work to the overall 
LP scheme, project lead partners will be offered a series of simple templates to show how the 
outcomes and outputs they aim to achieve by the end of their project will feed through to the overall 
scheme’s outputs and outcomes, aims and objectives. 
 
There will be ongoing liaison between the central project team and the delivery lead partners to 
continue to plan each project in more detail. This will take place on an ongoing basis, as part of the 
ongoing ‘learning process’, but more formal meetings will take place on a yearly basis coinciding with 
the required yearly LCAP and associated budget updates. As part of this process, the outputs and 
outcomes and related indicators, evidence types and monitoring regimes will also be reviewed, to 
ensure that each project will deliver as much benefit as possible, will contribute to the scheme 
outcomes, and will be aligned with ongoing developments of the scheme-wide legacy planning work 
(Section 7). The central team will assist the project delivery partners in this to ensure that, where 
needed, the phrasing of the outcomes, outputs and indicators used are adjusted to become more 
SMART (Specific, Measurable, Achievable, Relevant and Time-bound). 
 
 

6.3 Evaluating the success of projects 

 
Coinciding with a quarterly financial claiming system, all project delivery partners will be required to 
write a quarterly progress report. This should not only focus on the progress made towards project 
delivery and towards targets set for outputs and outcomes, but is also intended to obtain a sense of 
how and where the projects are providing community benefits and to capture the ‘learning’ 
trajectory. In order to be able to compare progress across all 25 projects, each project delivery lead 
partner will be asked to fill in a form with a set of standard questions with free-flow text boxes, 
allowing them to capture  a ‘sense of the adventures’ undertaken and experiences gained in working 
towards the project’s outputs and outcomes. The questions asked will focus on the experience of and 
stories about: the landscape and its heritage; volunteers; participants & visitors; local communities; 
paid staff; organisations involved; the partnership; participation; and information, technology and 
resources. The form will also enable partners to describe successes and challenges. 
 
For evaluation purposes, all partners will be encouraged to provide the central programme team 
with additional visual and written information with each progress report, telling the ongoing ‘story of 
their project’, capturing the experiences of the staff, participants, visitors and volunteers involved in 
the project. All volunteers will also be encouraged to keep training records, diaries and blogs of their 
personal experiences and involvement in the scheme; several projects have already built this in as 
part of the project delivery. The central team will also be working with the partners to find ways of 
incentivising participants, volunteers and visitors – for instance through competitions and prizes -in 
order to get them to provide relevant information. 
 
Partners will use a range of measurement tools to set the baseline for their outputs and outcomes 
and for measuring progress towards them; these will also help in the evaluation of the project’s 
success. The use of the following tools, in particular those focusing on visual and social media 



- 242 - 

outputs, will be actively promoted by the central programme team and evidence will be asked for as 
part of the quarterly progress monitoring procedures1: 
 

 Group approaches: such as workshops, focus groups, forums and storyboards; 
 

 Quotes: Obtaining community and participants’ quotes can be a powerful tool, in particular 
for showing people’s changing understanding or perceptions over time. 
 

 Digital Photographs: to provide a valuable record and evidence of activities and events; 
 

 Fixed point photography: taken from an identical point to record change over time, 
particularly for projects involving landscape work, habitat improvement or archaeological 
restoration; 
 

 Video to record the complexity of activities and where appropriate, dialogue; 
 

 Audio recording: a useful way to capture feedback from and to provide record for both 
individual interviews and group activities; 
 

 Broadcast items and press reports: radio, television reports or cuttings from local 
newspapers or magazines can be a good tool for evaluation. Not only are they a permanent 
record of local interest at the time but they can also be used to provide a record of changing 
perceptions; 
 

 Paper media : workshop posters, leaflets, and other material produced by the OWLP projects 
and its participants can be used to illustrate evaluation reports; 
 

 Digital media. Targets and measures could be quantitative (e.g. the number of downloads of 
a phone app, users of an online resource) or qualitative (e.g. collation of comments or 
suggestions received through online feedback form or online survey). 
 

 Social media: Comments can be used to illustrate conclusions drawn from other 
investigations. 

 
Surveys will form an important tool to capture evidence data. Although many partners already have 
developed surveys which they aim to apply for their projects, the central programme team will also 
make available standard survey forms, in hard copy and available online (through e.g. SmartSurvey), 
to enable partners to measure their own outcomes in a way that links to the scheme outcomes, 
thereby automatically helping to evidence scheme-wide outcomes. There will be separate generic 
survey forms focused on skills training, local communities and for visitors, each focusing on 
knowledge; awareness; values; participation; access and learning. The questions asked will allow for 
people to scale their answer on a specified range, thereby tracking progress made during the delivery 
phase and showing the ‘distance travelled’. Those partners who have developed their own surveys 
will be supported to ensure they cover off the key criteria the partnership team needs to assess the 
scheme’s success centrally. 
 
The central team will offer organisations with help to define the best measurement tools for their 
projects. Although Cambridgeshire ACRE has in-house expertise in this, the help of an external 

                                                           
1
 This selection of appropriate evaluation techniques is mainly taken from the HLF guidance ‘Evaluation 

guidance, Landscape Partnerships’, February 2013. 
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evaluation consultant will be engaged in year 1 to assist partners where needed, e.g. through a 
workshop to train local projects in using different evaluation techniques effectively and provide 
support to projects to create their own Monitoring & Evaluation plans. Budget has been set aside for 
this in Programme E (‘Overheads’). 
 
 

6.4 Scheme-wide level: monitoring progress 

 
The OWLP Board will meet quarterly and a part of the meetings will be set aside to review progress 
by receiving monitoring and evaluation information on a project and programme level. Projects will 
continue to monitor risks through a risk management document. Financial information relating to 
project budgets will also be presented to the OWLP Board on a quarterly basis so members can 
monitor the overall spend of the programme and make recommendations to programme staff. 
The central programme team will make regular reports to HLF about the activities and work 
undertaken, together with updated financial information, each time a financial claim is sent to the 
HLF. 
 
There are strong synergies between the outputs and outcomes from different projects (Section 5; 
Appendix 1), which together lead to aggregated scheme-wide outputs and outcomes. All 25 projects 
contribute to the achievement of the scheme-wide outcomes and these in turn contribute to the 
achievement of the four HLF outcomes (Section 4). A robust framework will be put in place to track 
progress against outputs and outcomes. 
 
In order to keep track of the delivery of scheme-wide outputs such as the total number of activities 
run, the annual number of visits, data about volunteers and trainees involved in the project, and 
visitor numbers to key sites and events, the central team will make use of the standard 12-sheet 
Excel workbook supplied by HLF to monitor the progress towards the total predicted scheme 
outputs. This spreadsheet contains categories of outputs with sub-categories presented for each, 
designed to provide HLF with a way of ‘counting’ outputs achieved across the nation-wide LP 
programme; the categories, as outlined by HLF, are as follows: 
 

 Basic data: includes information about dates of scheme and landscape area boundary; 
 

 Advice and Support: 8 categories of data including landowners, farmers engaged, wildlife 
surveys undertaken; 
 

 Biodiversity and landscape features: Condition of 39 habitat categories and 3 ‘Other Priority 
Habitats’; data collected against ‘maintain extent, achieve condition, restore or expand’; 
 

 Built heritage features: 10 categories of designations and 11 categories other features; data 
collected against recorded, repaired, restored, conserved, interpreted or re-used; 
 

 Industrial Maritime and Transport features: 18 categories; data collected against recorded, 
repaired, restored, conserved, interpreted or re-used; 
 

 Museums libraries and archives: 7 categories; data collected against catalogued, repaired, 
restored, exhibited, interpreted, stored; 
 

 Learning: 7 categories of types of groups worked with, 19 categories of types of learning 
activities; 2 categories of learning projects and 10 categories of learning outputs; data 
collected against number of events and beneficiaries; 
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 Access: 7 categories of area and linear access facilities; 7 categories of trails, projects and 
equipment; data collected against new/ improved; 
 

 Visitors: Annual visitor numbers; Age, gender, disabilities, ethnic and socio-economic profile 
of visitors; 
 

 Volunteers: 2 categories: volunteer numbers involved and volunteer hours delivered; Age, 
gender, disability, ethnic and socio-economic profile of volunteers; 
 

 Employment: FTE jobs created, safeguarded each 4 categories (conservation and heritage; 
learning, interpretation and outreach, project management and administration, other). Data 
collected against internal/ external; Age, gender, ethnic, disability and socio-economic profile 
of employees; 
 

 Training & Skills: 2 groups of trainees: Land managers and rural businesses, and volunteers, 
each 8 categories of types of training; data collected on number of people trained; Age, 
gender, ethnic, disability and socio-economic profile of trainees. 

 
This spreadsheet will be updated on a regular basis to inform evaluation throughout the scheme. 
Progress will be reported back to the HLF by submitting Data Output forms at mid-point and at the 
end of the delivery phase. 
 
In addition to this, the partnership has created a set of desired outcomes for the scheme as a whole, 
to which the project outputs and outcomes, as well as the scheme-wide activities will be 
contributing. These outcomes are based on and further build on those recommended in the HLF 
guidance ‘Evaluation guidance, Landscape Partnerships’, February 2013’ and in James Baddeley’s 
consultancy report. The scheme-wide outcomes sought are: 
 

Programme Desired Scheme-wide Outcome 

A (Conservation) Better condition of natural heritage achieved 

Better condition of built heritage achieved 

Heritage better identified and recorded 

Improved management and maintenance of heritage 

B (Participation) Increased community participation in local heritage [e.g. through 
activities/visits/events] 

Greater diversity of people engaging with local heritage 

Increased community participation in local heritage through volunteering 

People having developed an increasing interest in the heritage of the area 

C (Access & Learning) Expanded information about the area’s heritage and information made 
more accessible through an expanded range of information sources 

Increased knowledge about the local landscape and heritage with locals 
and visitors 

Improved public access to the local landscape and heritage 

Increased diversity of people accessing local landscape and heritage 

Increased recognition and appreciation of the heritage and landscape/ 
People having a more positive attitude towards local landscape and 
heritage 



- 245 - 

Programme Desired Scheme-wide Outcome 

Raised greater awareness of the threats to the landscape and its 
communities and the positive contributions people could make [e.g. 
increased knowledge of good farming practice and how this contributes to 
environmental quality; improved understanding and exploration of the 
archaeology and history of the area; and increased understanding of the 
importance of the wetland habitat creation schemes] 

Opened up new dialogues that inform debates about changing and 
adapting management processes in the future 

D (Training) Improved heritage skills of local people, especially those who are 
unemployed or with low educational attainment 

More local people trained to continue to maintain, manage and promote 
the area's inherent beauty, natural and built heritage assets 

Increased capacity of partners to offer training opportunities to people 

Increase in the number and types of new volunteering opportunities 
created 

General Increased cooperation between existing partners [leading to more 
strategic partnership working, a clear future vision and long-term 
commitment from a wide group of partners] 

The OWLP landscape area recognised and promoted as a distinctive visitor 
and local destination 

Strengthened and promoted major and minor ‘access hubs’ along the 
OWLP area 

Greater engagement with local heritage by schools, colleges and adult 
education providers 

An improved sense of identity and stronger community cohesion 

Enhanced the quality of life and well-being of communities 

Increased community empowerment to manage local heritage in future 

Increase in the number of people working or earning a living from the 
local heritage 

Increased spending in the local area linked to heritage 

 
In order to reach the above scheme-wide outcomes, a robust programme will be put in place with 
outcome indicators and milestones identified and standard measurement tools employed to gather 
the evidence. To a large extent, this evidence will be an aggregation of evidence gathered by the 
project delivery partners; it is therefore important that evidence is gathered as consistently as 
possible across the projects. Additional evidence will be gathered throughout the scheme to provide 
towards scheme-level outcomes, some of which cannot be (fully) proven via aggregating of project 
outcomes alone. In this, the following techniques to collate evidence will prove particularly relevant: 
 

 Taking of ‘before and after’ digital photos and videos. These will, for instance, show changes 
in the landscape, new access & interpretation opportunities and an increase in people’s 
heritage skills. 
 

 Carrying out ‘before and after’ surveys with partners, visitors, volunteers and communities. 
These will, for instance, show changes in people’s perception of the landscape and their 
identity and links with the OWLP landscape. 
 

 Collation of feedback reports from participants and visitors. These will, for instance, provide 
information about changes in the level of engagement with and understanding of the local 
heritage. 
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 Carrying out additional research, building on the development work’s collation of data, to 
ensure adequate ‘before and after’ data is collated concerning e.g. availability of heritage 
information; resources downloads; number/types of events held; number of schools 
incorporating local landscape learning in their curriculum; number of local people obtaining 
relevant qualifications or work in the area; revenue from local tourism providing businesses. 

 
The continued help from the whole partnership will prove essential in the collation of this data, to 
ensure that accurate and sufficient data gathering, as well as handing out of survey sheets will take 
place at required intervals throughout the delivery phase. 
 
Baseline data has been collected during the development phase through extensive community and 
stakeholder consultation. The Audience & Access work has provided the partnership with a much 
clearer understanding of the current audience profiles; potential audiences; perceived and real 
access and engagement barriers and opportunities; the level of knowledge and awareness of and 
values towards the OWLP landscape and its heritage (Appendix 2). We will use and build on this 
information to evaluate the success of the OWLP using standardised and well tested methods. 
 
Before and after surveys will also be carried out with local residents, volunteers and visitors to the 
scheme’s events and partners’ sites in the OWLP area. These will capture information on local 
people’s knowledge, attitudes and uses of the area and engagement with its heritage. These will 
enable the scheme to assess whether the programme’s activities have made a difference to this. 
Comparing data with similar community consultation data gathered during the development phase 
will give the partnership a helpful tool to show progress and the ‘road travelled’. 
 
In accordance with HLF guidance, basic monitoring data regarding the background of individuals 
engaging in the project will also be collected, defined by various criteria such as age, gender, socio-
economic group, ethnic background and disability, based on ONS’s classification systems. A standard 
monitoring table and guidance on categories to be collected will be provided by the central 
programme team to project lead partners. 
 
OWLP staff will lead the data collection process. Validity and reliability of this information will be 
aided by commissioning independent external evaluators to advise us on our methodology and 
scrutinise the information we collect at various key points (funding has been allocated for this in the 
OWLP overhead costs). 
 
 

6.5 Scheme-wide level: evaluating the scheme‘s success 

 
Evaluation is about: proving what the scheme has achieved; and celebrating what we have done, 
whilst sharing recommendations for improving on the work so that others can learn from it. 
 
With a robust framework in place to track progress against outputs and outcomes on both a project 
and scheme-wide level, the central programme team will be in a good position to evaluate the 
programme against the OWLP’s strategic aims and objectives. In this, the OWLP will take a story-
telling approach to evaluation because it will be a more appealing way to engage partners, 
participants and other stakeholders in the process and will align well with the way the delivery 
partners are asked to illustrate their quarterly progress reports. Also, a focus on finding out what 
people feel and think and how they are involved and are changed by the scheme is essential for 
understanding the difference the project has made. 
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External help for scheme-wide evaluation will be sought early on to ensure that the framework set 
out here is appropriate; that the data collected is valid and reliable; and to provide help with the 
application of evaluation techniques and the production of evaluation reports. A Mid-point review 
will be held, for which external consultancy help will be engaged, in order to ensure that the scheme 
as a whole will be able to provide maximum outcome delivery.  
 
For evaluation purposes, the central programme team will apply similar measurement tools 
proposed for the individual projects (Section 6.3). In addition, the team will make extensive use of 
visual aids, in particular photography and video, to capture people’s knowledge, values and 
experiences and to provide evidence for the scheme’s progress. Our Audience & Access work and 
wide stakeholder engagement has shown that there is a huge appetite amongst locals and visitors to 
get more information about the area in visual formats. The partnership will therefore look into the 
possibilities of organising photographic (and possibly also film and poetry) competitions to capture 
the essence of the landscape, its cultural and natural heritage and the communities in the area. 
 
All of the scheme’s visual outputs will be closely aligned with the central team’s online information 
provision work through the OWLP website and various social media forums. During the development 
phase the success of the partnership’s blog and on-line presence on Twitter and LinkedIn has 
resulted in a marked increase in followers and online commenting and engagement. Building on this 
success, the partnership will look into expanding its online presence, with at least its own Flickr and 
YouTube account likely to be started up at the start of the delivery phase. Continuous recording and 
analysing of online visitors’ behaviour (e.g. most frequented webpages, number of followers and 
‘hits’, recording of comments) will form part of our evaluation work. 
 
 

6.6 Sharing the results of evaluation 

 
At the end of the delivery phase, the partnership will deliver a final ‘Completion and Evaluation’ 
report, the aim of which is the evaluation of the scheme as a whole. The ongoing monitoring and 
evaluation on both a project-level and scheme-wide level will feed directly into this report which the 
central programme team will be leading on and which the HLF requires to release the last 10% of the 
HLF grant. This report will brings together all quantitative and qualitative evidence gathered 
throughout the scheme and tell the ‘story of the scheme’ in order to share what the partnership has 
learned en route. This report will measure and show how the OWLP scheme will have made a 
difference to; 
 

 the heritage;  

 the people who directly experience the project’s work, including current and future visitors, 
trainees and volunteers; 

 the organisations involved in the work and changes to their skills and capacity; and 

 the environment. 
 
Having a baseline, and collecting the same data at the end of the scheme, will allow the partnership 
to show the ‘distance travelled’ over the scheme’s lifetime. For the data compilation and writing of 
this report, a budget has been set aside for external consultancy input, in order that this report will 
be as robust as possible, providing maximum benefit as a learning tool for the organisations involved, 
for future landscape partnerships and be directly applicable for ongoing legacy work (Section 7). This 
report will be made available as an online resource to all interested. 
 
Successes will be celebrated through press releases and other partnership communications. This will 
help to promote the OWLP and its opportunities to a diverse audience. 
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Monitoring and Evaluation Framework: Summary 

 
Measures have been put in place for monitoring the progress and for evaluating the success of the 
scheme, both on a project and a scheme-wide level. Applying a range of measurement tools – both 
on a project and scheme-wide level, will set the baseline data for the desired outputs and outcomes 
and for measuring progress towards them. 
 
The OWLP will take a story-telling approach to evaluation: a focus on finding out what people feel 
and think and how they are changed by their involvement is essential for understanding the 
difference the scheme has made. 


