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People of the People: Past, Present, Future
Evaluation Brief 


Introduction

People of the Peak: Past, Present, Future is a 4.5-year project to transform the protection of heritage in the Peak District National Park through increased community involvement in its monitoring and conservation. People of the Peak is a partnership project between the Peak District National Park Foundation and the Peak District National Park Authority. 

It is funded by The National Lottery Heritage Fund, and we are about to embark on the Development Phase of the project (July 2025 – November 2026).  If we are successful in our application for Delivery Phase funding, this is expected to run from June 2027 – May 2030.

People of the Peak will transform the protection of heritage in the park by: 

· Improving and increasing monitoring of heritage
· Increasing the number of conservation interventions to protect heritage at risk at an earlier stage
· Growing an effective and sustainable volunteer workforce to deliver the above. This will include widening the diversity of volunteers, particularly young people (18-30) and those from ethnically diverse backgrounds

We are seeking a consultant to support evaluation of the project who will work with us throughout the Development Phase and, if our application for further funding is successful and subject to the agreement of both parties, through the Delivery Phase. With your support, we want to ensure the project has the greatest possible impact, both for heritage and for volunteers. 

Please submit your tender to hello@peakdistrictfoundation.org.uk by 9am on Monday 15 September.

If you have any questions about the brief or would like an informal discussion, please contact us at the email above.

Evaluation

Development Phase

Working closely with the Project Team, the evaluation consultant will: 

· Support the team to develop a robust evaluation methodology for pilot activities undertaken during the Development phase that will be used to inform the Activity Plan for the Delivery Phase
· Develop a suitable monitoring and evaluation framework to assess the overall outcomes and impact of the Development Phase, and inform the Activity Plan for the Delivery Phase
· Develop a suitable monitoring and evaluation framework to assess the impact of the Delivery Phase, that will be integrated into the Delivery Phase application. This must meet the requirements of the National Lottery Heritage Fund’s evaluation guidance
· Engage the Project Team and other relevant stakeholders in developing the evaluation framework and methodology for the Delivery Phase
· Deliver training session(s) for the project team on best practice in project evaluation
· Develop an evaluation ‘toolkit’ for day-to-day use by the Project Team
· Act as a mentor during the collection of data by the Project Team throughout the Development Phase
· Complete a final project evaluation at the end of the Development Phase, which will be submitted as part of the Delivery Phase application and must meet the requirements of the National Lottery Heritage Fund’s evaluation guidance

Delivery Phase

Across the Delivery Phase of the project, we want to understand the impact of the work delivered, demonstrate the project’s value to stakeholders and use this information to inform the future of cultural heritage protection in the Park and beyond. 

Working closely with the Project Team, the Evaluation consultant will

· Support the team to roll out the monitoring and evaluation framework to assess the impact of the Delivery Phase
· Provide training session(s) for the Project Team on use of the toolkit as required 
· Oversee the collection of data by the team throughout the project
· Act as a mentor and critical friend during interim reporting periods 
· Complete a final project evaluation which meets the requirements of the National Lottery Heritage Fund’s evaluation guidance
· Produce a summary report which can be shared widely with a range of audiences
· Facilitate a ‘lessons learned’ workshop with the Project Team at the end of the project, to discuss and refine further the learnings from the evaluation
· Work closely with the Project Team to share the learning with The National Lottery Heritage Fund and other stakeholders as part of the project’s communications plan

Across Both Phases

The Evaluation Consultant will:

· Utilise hybrid working, combining remote working and face to face activity as the project requires. 
· Work closely with members of the Project Team at all stages to ensure that planned evaluation activities are deliverable, costed and sustainable 
· Actively engage with the stakeholder consultation and engagement process to inform development of the required reports and frameworks
· Work closely with wider project partners regarding the planning and delivery of pilot events and evaluation

What the Authority and Foundation will provide:

· Desk space as required at its Bakewell HQ, or any of its other staff bases in Grindleford, Warslow, Edale and Longdendale 
· Expertise in physical heritage data to assess what will be most useful for the project  
· Work together to bring key stakeholders together as needed to inform the evaluation approach in a timely manner
· Support in developing the evaluation questions/process so it meets the needs of participants, funders and the Authority 


Budget

Development Phase

Services provided should not exceed £8,250 (excluding VAT) including costs, travel etc.  Payment will be made in three instalments based on work completed to-date:

· The first instalment will be payable once the evaluation approach for the Development Phase has been designed and agreed
· The second will be payable in March 2026
· The final instalment will be payable on completion of service 

Delivery Phase

We have an anticipated budget of £20,000 (excluding VAT) for the Delivery Phase including costs, travel etc. This will be confirmed during the Development Phase planning process. Payment will be made in instalments every six months based on work completed to-date.

Timeline & Deliverables

Key milestones/timelines for Development Phase:

· Evaluation approach for Development Phase, including evaluation toolkit to be developed and agreed by end of November 2025
· Training session(s) for Project Staff to take place in December 2025/January 2026
· Final written report and Delivery Phase evaluation framework submitted by end of December 2026

Key milestones/timelines for Delivery Phase (subject to change):

· Roll out of the monitoring and evaluation framework to take place between July and October 2027 (depending on recruitment timescales, to include training sessions on use of evaluation toolkit)
· Final written reports submitted by end of June 2030
· Lessons learned workshop to take place in July/August 2030

Copyright & Confidentiality 

The consultant will assign all copyright to Peak District National Park Authority use in connection with its operation.  The consultant must clear the copyright for any images, illustrations, maps or any other material used.

Peak District National Park Authority and Peak District National Park Foundation will credit authorship to the consultant in any publication of the reports they produce under the contract.

The reports produced by the consultant under the contract will be confidential.  Peak District National Park Authority and Peak District National Park Foundation, where appropriate, will decide on their release and distribution. The consultant may not distribute them without prior consent. 

Project Constraints 

A number of constraints have been identified: 

· Set project budget 
· Timescale outlined  
· No sub-contracting of work without express permission from Peak District National Park Foundation
· No variation of this work without agreement in writing from Peak District National Park Foundation

Accessibility

Language used and evaluation questions should be age appropriate and in plain English. 

Submission 

Tender submissions should include the following: 

· Approach – an overview of approach to the project and delivering the required outputs within the specified timeframes

· Relevant experience – a summary of relevant experience, which should include:

· Significant experience producing evaluations for funders of complex projects, including up-to-date knowledge of The National Lottery Heritage Fund’s evaluation guidance.  This should include 3 case studies of similar projects/pieces of work which have previously been successfully completed
· Significant experience and up-to-date knowledge of a range of data collection and evaluation methods
· Experience of evaluation for equity, diversity and inclusion-related outcomes
· Knowledge of issues around visiting and engaging with heritage and/or National Parks for young people and those from ethnically diverse communities
· Experience of running engaging workshops and training for different audiences

· Budget – the total cost (excluding VAT) and further specifying: 

· Total number of days required to undertake the work and each section of the work. 
· Estimated costs allowed for travel and, separately, accommodation and other subsistence, if relevant. 
· VAT Status.

· Sustainability and the environment – information on compliance with environmental policies, how the environment will be taken into account and demonstrating best practice, including keeping travel to a minimum

Submissions must also include:

· Confirmation that the consultant has the capacity to complete the work within the timescale indicated
· An explanation of each person’s responsibilities and any sub-contracting for particular parts of the work, where necessary
· Evidence of relevant insurance. In particular, the consultant must have evidence of private indemnity with a value of at least £1,000,000

Please submit your tender to hello@peakdistrictfoundation.org.uk by 9am on Monday 15 September. 

Assessment & Selection

A panel made up of staff from the Peak District National Park Foundation and Peak District National Park Authority will assess submissions.

Assessment will consider:

· The contents of the proposal for delivery of the services and outputs described above
· How well your experience as an evaluator meets the criteria outline above
· The proposed budget for the work

The assessment will also take into account the National Lottery Heritage Fund investment principles. This means that our procurement decisions must:  
· increase diversity in our supply chain
· strengthen heritage’s contribution to local economies by employing local suppliers where possible
· protect the environment 

No tenders over the budget for this work will be considered.  We may invite you to present your proposal to the panel as part of the selection process.

Decisions will be communicated to all those who submit a tender by Friday 19 September and the appointed consultant will start work by mid-October. 



Appendix: Summary of Project Outputs & Outcomes (Extract from Development Phase Application to The National Lottery Heritage Fund)

Overall Outputs & Outcomes of Project

The Peak District National Park has over 473 scheduled monuments (SMs) and 2848 listed buildings (LBs), spread across 555 square miles. The task of caring for heritage sites across a landscape of this scale is vast and existing monitoring and conservation is simply not enough.

This project will create an inclusive volunteering programme so more people can get directly involved in monitoring and conserving our national heritage. With more and better-quality monitoring, we will be able to identify risks to heritage. A community heritage grant fund and volunteer supported conservation activities will help to protect heritage found to be at risk and safeguard it for future generations.

The project has three main goals:

1. More frequent and higher quality monitoring of heritage across the PDNP
2. More conservation interventions at an earlier stage to protect heritage at risk
3. Develop a co-ordinated and inclusive volunteering programme which is sustainable post funding

To achieve these goals we will:

· Grow and diversify the volunteer workforce, increasing the number of cultural heritage volunteers from 20 to 500 and delivering a total of 5,088 volunteer days (816 in Development Phase, 4,272 in Delivery Phase)

· Upskill volunteers and train volunteer leaders

· Develop a framework for volunteer supported monitoring that is fit for purpose. Monitor 400 SMs annually and all 2848 LBs every 5 years to a consistent and high standard

· Upskill volunteers to undertake supported conservation interventions for heritage, such as vegetation management, repairs to fences, and ground works (154 delivery days of intervention including targeted activities with under-represented groups)

· Work collectively with and support landowners to better understand and protect heritage on their land, including through launch of £200k Community Heritage Fund in Delivery Phase to support landowners to access specialist skills needed for more complex conservation interventions

Our measures of success for the project will be:

· Improved data about the state of heritage in the PDNP. Tools for measuring success will include up to date condition surveys for SMs, LBs and non-designated heritage including survey forms, photos, and an up-to-date database

· More heritage sites in an improved state. Tools for measuring success may include before, during and after photographs of conservation intervention sites, post-site visit reports, post-delivery reports from funding made through the Community Heritage Grant Fund. We will also track the status of sites, and quantify how many have changed status (e.g. a change from ‘vulnerable’ to ‘not at risk’)

· Landowners will be more inspired to improve heritage on their land. Tools for measuring success may include informal conversations, surveys and group feedback sessions, and number of applications to the Community Heritage Grant Fund

· More individuals are committed to protecting the heritage of the PDNP. Tools for measuring success may include volunteer surveys to understand the personal impact of volunteering, and analysis of volunteering figures to understand continued and new commitments

· Volunteering will be more sustainable and show opportunities for progression. Analysis of volunteers will demonstrate increased opportunities at a variety of levels within volunteering, with some volunteers progressing to the role of volunteer leader. We will also analyse volunteer retention rates

· The diversity of volunteers more closely reflects the diversity of people within an hour journey time of the PDNP. Tools for measuring success may include volunteer surveys, reports from community conversations, simple feedback forms from volunteer sessions, and community feedback sessions.

Development Phase

Key tasks during the Development Phase:

· Develop a Comms Plan including ways to acknowledge NLHF support and share project updates with stakeholders.

· Outreach with landowners to better understand needs. Engage with landowners through existing forums e.g. local farmer’s groups, agricultural shows, agricultural markets and on-farm walks. Collate feedback and opportunities and feed into project development.

· Create Audience Development Plan. Work with Authority Outreach and Engagement team to develop plan which is inclusive of under-represented communities (young people 18-30 and ethnically diverse).

· Outreach visits/events with target audience groups in community locations to explore opportunities and potential barriers to involvement. Feed information into development of inclusive programme of volunteer opportunities.

· Develop and trial a framework for volunteer supported monitoring/conservation that is fit for purpose.
· Co-ordinate with landowners to secure permission for monitoring
· Ensure data fields meet Historic England’s needs and monitor for climate change impact
· Test apps to record monitoring data and set parameters for in-house development if deemed beneficial
· Test monitoring framework with volunteers over 50 SMs and 150 LBs
· Establish process for moderation of monitoring to ensure consistency
· Establish system for landowner feedback including recommendations for volunteer supported conservation activities in site
· Select non-designated heritage sites for research, monitoring and future designation
· Test and trial a minimum of 10 volunteer supported conservation interventions such as vegetation management, repairs to fences, ground works etc.

· Develop and pilot training sessions for volunteers including:
· Condition monitoring of SMs and LBs
· Navigation
· Research skills for heritage
· Practical conservation on heritage sites
· Working with heritage data
Ensure training programme offers opportunities for progression.
Establish the volunteering framework

· Develop volunteer opportunities which meet the needs of heritage and are accessible to the communities identified in the Audience Development Plan
· Identify regular volunteering roles, training and equipment needs
· Explore opportunities to broaden volunteering opportunities to use a wider range of skillsets to better protect heritage, e.g. home and desk-based roles such as
· heritage research
· Review existing Authority volunteer policies and ensure they are fit for efficiently managing a dedicated cultural heritage volunteer force at scale
· Integrate new volunteers in the Authority's existing volunteer management system (Better Impact)

· Plan and pilot a citizen-science ‘Bioblitz’ event at a SM supported by specialist ecological expertise to gather data on the biodiversity value of heritage sites and develop a template for long-term ecological monitoring.

· Pilot new ways to grow and diversify the volunteer workforce.
· Trial recruitment activities including social media advertising, stalls at local events, and pop-up stands at popular visitor sites in the PDNP
· Work with regional universities, youth organisations and existing heritage network to develop opportunities for young people. Trial 3 targeted events.
· Work with communities/user groups including Peak District Mosaic to co-create and trial 3 volunteer events which reduce barriers to participation and increase engagement with people from ethnically diverse communities

· Prepare for launch of Community Heritage Grant Fund. Consult with stakeholders. Set up grant panel and develop grant criteria and application process.

A total of 816 volunteer days to be delivered.

Delivery Phase

· Develop a Comms Plan including ways to acknowledge NLHF support and share project updates with stakeholders

· Continue and embed outreach with landowners
· Engage with landowners through existing forums e.g. local farmer’s groups, agricultural shows, drop in events at agricultural markets and on-farm walks. Collate feedback and opportunities and feed into project development

· Review Development Phase Audience Development Plan and update for Delivery Phase

· Strengthen key partnerships with community and user groups identified in development phase. Deliver six in-community events to embed key relationships and build new partnerships. Embed learning from development phase evaluation to further remove barriers to participation

· Roll out the new volunteer supported monitoring and conservation framework and processes to ensure all SMs are monitored annually and LBs every 5 years to a consistent and high-quality standard
· Roll out use of app chosen in development phase to increase efficiency of monitoring and data-upload process. Ensure data is analysed and collated
· Deliver structured moderation of volunteer monitoring to ensure consistency
· Share data collected with landowners and discuss next steps e.g. maintain volunteer monitoring schedule, arrange volunteer-supported conservation activities on site, support an application to the Community Heritage Grant Fund to undertake more complex conservation works
· Delivering monitoring of 30 non-designated heritage sites, undertaking further research and apply for designation for sites deemed suitable
· Deliver 75 volunteer supported conservation interventions such as vegetation management, repairs to fences, ground works etc.

· Deliver regular training sessions for volunteers as developed in the Development Phase. Ensure training programme offers opportunities for volunteer progression towards the Leader Volunteer level. Train ten volunteer leaders to ensure the sustainability of the volunteering project long-term

· Manage the volunteer workforce. Roll out expanded range of volunteering roles, including home and desk-based volunteering. Continue to assess volunteer roles and opportunities to ensure accessibility, identifying new opportunities as relevant

· Grow and diversify the volunteer workforce
· Deliver wide reaching recruitment according to the results of pilot activities in the development phase. These may include social media advertising, stalls at local and regional events and pop-up stands at popular visitor sites in the PDNP
· Deliver 27 targeted events to increase engagement from young people (18-30). Continue to work with regional universities, youth organisations and existing heritage networks to develop opportunities for young people (18-30)
· Continue to work with community groups including Peak District Mosaic, to deliver 36 volunteer opportunities which will reduce barriers to participation and increase engagement with people from ethnically diverse communities including supported volunteering events on public transport routes, with transport provided and/or family friendly events

· Deliver nine citizen-science ‘Bioblitz’ events at a three SMs. Use template created in the Development Phase to continue long-term ecological monitoring at selected sites. Write and share case studies to highlight biodiversity value of heritage sites

· Launch Community Heritage Grant Fund. Promote grant to landowners of cultural heritage. Hold quarterly grant panel meetings to review applications and follow up on grants awarded. Funded conservation works to be delivered by contractors and monitored by project team/grant panel

A total of 4,272 volunteer days to be delivered in the Delivery Phase.
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