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focus on...
evaluation

’m delighted

to introduce
the summer
2010 issue of
Heritage focus. In

this issue we turn

the spotlight on Your evaluation should bring tfogether all the

evaluation providing evidence that tells the story of your project and
]

. . . compares its initial aims with its outcomes. To show
useful tips and insights how your project changed things, you'll need

into how it works and to gather information before it starts and after it

Tips and tools for
evaluating your project

If you set out to reach particular groups, you'll need
evidence to show whether or not your project
achieved this. If your project didn’t meet all its aims,

why it’s so important. ﬁnlshﬁf. Elvoluloh?rﬂ should t?re|_g||n early, while ny #\ your evaluation is still very useful - it could help you 1 The Rural Media Company set out fo record the

. : are still planning e Project. Here are some ot the and others to be more successful next time. memories of Qlder people.frolm two fQ.rming communi’ries
Evaluation is about much more than areas you should think about. in Herefordshire about their disappearing way of life
ggfhering data. It creates an in_depfh 2 The Difference Engine project involved children with

Manchester’s industrial heritage and helped them learn

picture of your project’s impact and Numbers and stories The rlghf tools for the job new skills, including how fo use sound-recording equipment
provides afesource for planning new e . Depending on the scale of your project,there cre © 15102 e o amed o v ook
projects ana making funaing BIas. What sort of information do you need? Figures various approaches to evaluation. A tool that we and Chinese martial arts, and share these through
Evaluation can help your organisation are useful, like visitor numbers, or the numbers of have found works well with HLF projects is Proving performances in the city
to take stock of its wider work and make families or other groups involved in your project. The and improving: A quality and impact toolkit for social
improvements. It can also support the other numbers we are interested in are to do with enterprise. This is a step-by-step toolkit devised by
case for heritage in more general the volunteers who worked on your project, and nef (the new economics foundation). You can access B | bout h

any people who received training. Keep track of ' e ciear anou ow you

debates about, for example, the it at www.proveandimprove.org/new

- won these figures - but remember that they won't tell i
natural environment or community life. he whole story. The toolkit (leff) includes two will measure _SUCCQSS.
For the Heritage Lottery Fund (HLF), You’ll need fo talk to people who are directly particularly useful exercises, Look for qualliy as

Storyboard and Poster Evaluation. -
The Storyboard exercise can help well as quantity.
with planning your project. It brings

together a group of ‘stakeholders’

your evaluation helps us to assess the involved in the project and those it reaches in other
effectiveness of our grants and spread ways. Start by finding out what people expect of
the word about good ideas and your project. Afterwards, ask them how it changed

successful ProjeCTS- It also informs our ’rhir;?g Keefﬁgr%rfocrgr?eogﬁgftgnes(;fligﬂggﬁje'grnd - people who are involved with Poster Evaluation can be done both while

future funding plans. %u 9 I drob blp pTh o the project or will be affected by your project is underway and after it has

H d luation d I h . emr?s V\fr' prr? (f] Y emelrge% ?se emes are an it. The group discusses why the finished. This is a group activity based around
enyceescvdlitiellonleioeliinsss imporfant part of your project's story. project is important, what it aims a large interactive poster with a project

fimeline. It offers people the opportunity to
reflect on what the project has achieved
and what can be learned from it.

things? Read on ... to achieve, and how it will do this.

Start by finding out
what people expect
of your projecit.
Afterwards, ask them
Heritage Lottery Fund how it changed ihings.

7 Holbein Place
London SW1TW 8NR
Phone: 020 7591 6000 Be clear about how you will measure your project’s

Textphone: 020 7591 6255 success. Counting how many people took part
Eacl020 75'91 6001 is fairly straightforward, but there are many other

In the following pages, we talk to people
involved in different heritage projects about

Gareth Maeer how evaluation works in practice.

HLF Head of Research and Evaluation

Want to know more?

You will find more detailed information
in our guidance documents First
steps in evaluation and Evaluating

. , aspects that can be included in your evaluation, your HLF project. These are available
Emc"f enquire@hif.org.uk like participants’ or visitors” experiences. Look for to download from www.hlf.org.uk.
Website: www.hlf.org.uk quality as well as quantity. Sometimes the numbers You can also request copies by
may not be incredibly high, but the project may emailing enquire@hlf.org.uk or
Front cover: As part of an HLF-funded scheme, children across the have made a big difference to the people who phoning 020 7591 6042.
UK were invited to evaluate museums and advise them on how to . .
improve their services for young people. Photo Jez Coulson/Insight gOT involved. Ask them what 1'hey think.
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e
Know where you’re going

Most heritage projects involve a range of
groups and individualshPetﬁple n}:Ztrifve
different views about why the pro _ been set up, you will b
important and what it should aim to acfhlleve. chock as youygo Olongever?ﬁr:;
Combining these views into a shared vision your project is meeting its aims.
is one of the secrets of success. And a good Think of this as ‘interim evaluation’,
way of doing this is fo start t_he evaluation For this you can use activities like
process early. If you are going k_) measure the Poster Evaluation exercise. Other
your project’s success once it’s hnushed,. useful sources include on-the-spot
you need to begin with clear targets. This feedback from visitors and
kind of evaluation is often called ‘formative observation by project volunteers.

evaluation’ - it helps to shape your project. Here’s how two projects in London
and Yorkshire started their evaluation.

Once your evaluation process has

Setting the scene

"€ et up your evaluation process right from the preparation meant that we were very clear about
beginning,” is the message from Common the project’s aims. And because our evaluation
Voices. This local-heritage project based in plan was in place before we started, we could
Clapham, London, was about bringing different check progress against it right the way through.”
generations fogether to capture stories about

growing up in the area after World War |I. 4 Discussing the project’s achievements

, . . , 5 The project’s aims included helping school
Project co-ordinator Tricia Holland explains, pupils research local heritage and produce

“We benefited enormously from employing an a large-scale mixed-media map of )
independent evaluation expert (funded by HLF post-war Clapham Common -t e
pT =
gerdd i, lﬁl Ly
A '

The Upper Colne *fnl\ey !
Dry Stone Walling Project

Project Evaluation Report

!

as part of the project budget), as well as being
advised on evaluation by an HLF mentor. We also

got some really useful ideas from HLF’s Young A bCISiS fO bUlId on

Roots project-evaluation pack. This kind of v .'-! - o V lewed from the air the snaking dry stone walls e Y
of Yorkshire’s Upper Colne Valley look like i e R e
. {d a timeless feature of the landscape. But take a ' '
TOp 'I'lp M Kukg . > . . closer look, and you'll find that many are on the
R AT P : ' : ' point of collapse.

-
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“Take the opportunity to gather ? (7 ' - Lorna J , The Upper Colne Valley Dry Stone Walling project

evaluation information during activities ﬁ o e P g : W o aims to encourage awareness of just how much

like workshops or spoken-history 4 ,'4,,‘3 L N don these fraditional walls represent, in ferms of

interviews. When children were fiming 1 # &% 2% ( ") community history and environment, and to 6 Volunteers from the Dry Stone Walling

each other as part of the project, by e == ' 49 Ly 3 revive the skills needed to maintain them. Association repairing a dry sfone wall
i / 7 The project’s evaluation document

we asked them fo talk a bif about LY S 0 . “As a basis for our evaluation,” says Neil Windett,

their views of the project. These 1505 ' _ ! ' ' AL countryside manager at Kirkiees Council, “we did

commenfs, recordeq orJ film, later [ [ i f 1 . : a detailed survey of the state of the walls before Top -hp
fed info our evaluation.” = e _dg B ! ; we started. We took sample areas of 1 sg km and

Tricia Holland, Common Voices o - \ : _- asked volunteers to grade the walls from 1 1o 5,

depending on their state of repair. From the locall “Make contfact with the relevant people in

authority, we gathered lots of environmental and your local authority. They will have access to
social statistics about the district.” lots of information that could be useful for

your evaluation. They may also be able to
assist with data-management tools, allowing
you to track your project’s progress against
the targets you have set for it.” Neil Windett,
Upper Colne Valley Dry Stone Walling project

Taken together, all this data gave the project
evaluation “a really firm foundation”, observes
Neil. *It has enabled us to see whether we're
meeting our targets as the project progresses.
‘ - And it means that we will end up with accurate
measurements of the project’s impact.”




Once your project has been completed, you will want to measure its impact. Did it

Measuring what you’ve
L change things in the ways you hoped for? What would you do differently another time?
—— q C h I eve d _ The evaluation you do after your project has finished is called ‘summative evaluation’.

This is when you take stock of successes and, just as importantly, challenges. It is a
chance to look at the lessons learned from the project.

It's not the last word

Evaluation isn‘t only about proving that your project
changed things. It is also about improving - part of
a continuous process of learning and growth. We
encourage all HLF-funded projects to disseminate

Arts Of eVGIUQﬁO“ I. ) their evaluation results, spreading good practice

and useful data.

A rt Alive in Norfolk Churches brought in arfists, writers - N = . )
and craftspeople to run activities and exhibitions ' . £ or T A Foriie MU o Lemeleq, Eeliehion efeiel
in 26 of the historic churches for which the county = il 1 g R b~ M plays a part in planning new projects. Information

is famous. ; ok gathered by Art Alive volunteers was analysed

; by an independent evaluation tfeam (funded
Volunteers” main job was to ensure that the churches 4 A XY | through the project budget) and has led to setting
were open and welcoming. They recorded visitor - - . =N : : e up a volunteer training programme. The Art Alive
numbers and types of visitors, such as family groups. A\ . B 11 R 8 - it s & evadluation has also been used by the regional

“There’s a perception that it is mainly older people who | - aot BRI, - s ol & 73 " tourism authority and the Diocese of Norwich.
visit churches,” says project co-ordinator Jennie Hawks. | O S g N
"In fact, we found a surprisingly good spread of ages.”

Visitors and artists were encouraged to fillin a
questionnaire. This simple method captured

both quantitative (numbers, etc) and qualitative
information (comments and responses). Evaluation
highlighted some challenges - there were clearly
lessons to be learned about publicity and signage -
as well as the project’s successes. “A lovely idea for
using a church that is not much used” and “"We need
more of this in the villages!” were typical responses,
suggesting that the project met its aim of linking
historic buildings and present-day communities.

8 A paper-making workshop in Paston
9 Playing a fraditional insfrument at an event in Merton

6



Interview

HF: What are your best sources
of evaluation data?

GJ: The most useful source
are the people participating
in the projects. Before a
project begins, we work
with stakeholders to identify
outcome indicators, and we

Capture and

he Northern Kites project set
out to reinfroduce the red kite
as a breeding bird in the North
East, an aim that it achieved
in 2006 after a gap of 170
years. But this project also had
ambitious aims to do with social
involvement and conftributing to
the region’s economy.

Project manager Keith Bowey
says starting evaluation early
was the key to success. "Right
from the word ‘go’ | gave

the team two watchwords:
‘capture’ and ‘count’. | wanted
them to gather every piece

of hard data and qualitative
evidence they could find.”

hif.org.uk

regularly measure success
against these. This approach
works well for all ages. It enables
us to recognise changes

in participants” attitudes,
perceptions, enjoyment and
understanding, and to identify
possible improvements.

HF: Do you give project staff
fraining in evaluation?

GJ: Yes. Training includes
understanding outcomes and
outputs, establishing indicators,
collecting evidence, and
working with people who

may have difficulty expressing
their opinions. Many project
officers are trained to use Prove
it! (www.proveit.org.uk), an
evaluation toolkit developed
by us and the new economics
foundation.

HF: How does Groundwork
integrate evaluation into
heritage projects?

count

Armed with their impressive
interim evaluation, Northern
Kites persuaded the region’s
main bus company to adopt
the ‘Red Kite’ brand. “At first
they were sceptical, but we
could show just how much
the community was involved,
and the potential

benefits to business.”

The Red Kite bus

service now takes

thousands of people

a day to sites

around Gateshead’s
Derwent Valley

where they can

watch the kites in the

wild. The evaluation

e —

GJ: Evaluation is often integral to
a project’s success. For example,
the West London Floating
Classroom is running an £800,000,
five-year heritage programme
for schools, supported by HLF.
Evaluation has been integrated
into this project from the outset
and has shaped its delivery,
making it more learner-led and
enabling it to address a range of
abilities and age groups.

HF: How has evaluation helped
Groundwork to develop its
own practice?

GJ: Groundwork aims to improve
people’s lives by providing
opportunities to learn new

skills, understand and value the
environment, and be inspired to
become active members of the
community. Evaluation is key if
we are to demonstrate that the
money and time invested in our
projects bring about tangible,
long-lasting benefits.

was so effective in gaining
support for Northern Kites, that
the project finished well under
budget, and the team was
able to continue its work for

a further seven months.

The project successfully encouraged schools
across the area to ‘adopt” a kite, helping
pupils of all ages and backgrounds learn
about the rare bird
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