
 

 

Wednesday 30th October 2019 
Dear Applicant 
 
Common Ground: Evaluator  
 
Thank you for your interest in this role at Norfolk & Norwich Festival. Common Ground is an 
exciting new project funded by the National Lottery Heritage Fund. It will inspire and equip young 
people to celebrate their cultural and natural heritage.  In partnership with Norfolk and Suffolk 
Wildlife Trusts, National Trust, SHARE Museums East and The Prince’s Trust, Norfolk and 
Norwich Festival Trust have consulted, designed, tested and refined a youth engagement model to 
increase and sustain young people’s engagement in heritage. 
 
Over 3 years Common Ground will inspire new forms of heritage interpretation, enabling young 
people to generate and present unconventional ideas about heritage.  By the end of 2022 we will 
have engaged creatively and digitally with more than 3,000 young people and their families, 
delivered 100 community and heritage-based activities, trained 500 people and supported 1,500 
young people to co-create and promote new heritage experiences with artists and designers. With 
new confidence, insight, evidence and tools, our legacy will empower our partnership, and 
organisations nationally, to work together, take risks and diversify and sustain youth engagement. 
 
Common Ground is an important project for the Norfolk & Norwich Festival. As we build on the 
dynamic festival programme in Norwich and around Norfolk, the work of Festival Bridge and 
Norfolk Open Studios we are looking to extend our reach and influence year-round across East 
England through transformational projects and initiatives such as Common Ground. 
 
Norfolk & Norwich Festival welcomes applicants from a wide mix of people because we want to 
employ people from a diverse range of backgrounds. I’m really interested in hearing from people 
who possess transferable skills but might not have worked in the professional arts sector before.  
This includes people who identify as disabled and people from diverse cultural backgrounds 
(BAME – Black, Asian and Minority Ethnic). Our current office is in a grade II* listed building in an 
historic part of Norwich and there is no lift access. We are currently searching for a new office 
space that will enable us to achieve our ambition to be fully accessible both to our audiences and 
our workforce.  If you are interested in working for us and have the skills and experience we seek, I 
encourage you to apply. 
 
All the information you need about the post and the application procedure is provided in the 
accompanying documents.  If you have any questions about the post feel free to email me 
via Gemma Layton, Office Manager on gemma@nnfestival.org.uk. The deadline for 
applications is noon on Monday 25th November 2019. Interviews are planned for Thursday 
12th December 2019.  
 
I hope you will be interested in the exciting opportunity this position offers.  I look forward to 
receiving your application. 
 
Yours sincerely, 

   
 
Michael Corley 
Head of Bridge

mailto:gemma@nnfestival.org.uk


 

 

                                                                                      
Invitation to tender: Evaluation Consultant, Common Ground 

 

Background 

Norfolk & Norwich Festival 

Norfolk & Norwich Festival takes place in Norwich and around Norfolk for 17 days each May.  

The Festival programme is multi-artform, contemporary, international and audience-centred.  

The Festival is distinctive because we collaborate with artists – from down the road and 

around the world – to explore the unique physical and cultural identities of our place and to 

make art which is meaningful to the lives of our audiences. 

Festival Bridge 

Festival Bridge is one of the ten national Bridge organisations with investment from Arts 

Council England and the Department of Education. Our mission is to ensure children and 

young people across Cambridgeshire, Norfolk, Peterborough and Suffolk know that arts and 

culture belong to them. Festival Bridge is part of Norfolk & Norwich Festival. 

Common Ground – inspired by innovation, we build young heritage audiences 

Common Ground will change heritage interpretation and participation by collaborating with 

young people living in deprived communities. In partnership with Norfolk and Suffolk Wildlife 

Trusts, National Trust, SHARE Museums East and The Prince’s Trust, Norfolk and Norwich 

Festival Trust have consulted, designed, tested and refined a youth engagement model to 

increase and sustain young people’s engagement in heritage. 

Over 3 years we will deliver 100 activities to train 500 staff, volunteers and young people, 

and create more than 3,000 unique creative and digital engagements with young people. 

 Young people and artists will co-create new heritage experiences in coastal, rural 

and urban communities.  

 Young people will direct change as heritage leaders, deliver projects as trainees and 

take part as digital volunteers and creative participants. 

With new confidence, insight, evidence and tools, our legacy will empower our partnership, 

and organisations nationally, to work together, take risks and diversify and sustain youth 

engagement. Common Ground is supported by the National Lottery Heritage Fund. 

Duration of the contract 

The contract period is from January 2020 to January 2023. The aim of this project is to 

monitor and evaluate the Common Ground programme using an evaluation framework 

developed during the programme development phase (attached), building on this important 

work and delivering a formative and summative evaluation using qualitative and quantitative 

research methods. 

 



Procurement and project timeline 

The timeline for the project is detailed below. The dates are subject to change.  

Activity Date 

Issue tender 30 October 2019 

Deadline for submitting proposals 12 noon, 25 November 2019 

Interviews Tuesday 12th December 2019 

Contract commencement 1 January 2020 

Kick-off meeting January 2020 

Interim report  December 2020 

Interim report December 2021 

Presentation of findings September 2022 

Final report December 2022 

National conference November 2022 

 

Specification 

Common Ground – aims, objectives, activities and outcomes 

Common Ground is an enquiry driven collaboration between heritage, youth and arts 

organisations in the East of England which asks:  

How might we inspire young people to celebrate local heritage? 

Common Ground Projects explore pathways for young people to access heritage through 

the arts and creativity and in doing so will 

 Support partners to collaborate for impact 

 Empower young people 

 Design new young customer experiences 

 Show innovative heritage interpretation  

 Engage communities in local heritage  

 
Aims 
 

 Increase and sustain young people’s engagement with heritage 

 Develop and diversify audiences for local heritage 
 

Strategic Objectives 
 

1. Facilitate young people’s leadership and creative capacity: Improve young 
people’s sense of empowerment by establishing the structures and systems to 
support peer-led activity and creative thinking.  

2. Sustain young people’s engagement and participation: Increase the number of 
young people from disadvantaged backgrounds engaging and reporting positive 
outcomes.  



3. Strengthen heritage based networks and collaborative practices: Improve the 
quality of partnership working, building capacity and capability to collaborate for 
collective impact.  

4. Develop new audiences for heritage: Through the arts, creativity and digital media.  
 

We want Common Ground to contribute to improving young people’s confidence, developing 

their skills and experience by engaging with heritage, taking part in training, volunteering and 

traineeships. We want heritage staff and volunteers to understand their potential new young 

audiences, and the potential young people have to co-create new experiences that could 

engage more young people. We want to improve how heritage is interpreted and shared, 

contributing to individual’s understanding about heritage, sense of belonging, empowerment 

and their wellbeing. We also want to know as much as we can about how and why Common 

Ground works, for continuous improvement, to help partner organisations change and to 

inform future practice and make the project sustainable. 

 

We will do this by co-creating new heritage experiences with, by and for young people, 

increasing youth and community engagement by delivering innovative heritage interpretation 

locally through targeted, open and digital offers.  

 

1. Common Ground Community: Consulting and engaging young people who live in 

targeted wards, are not in education, employment or training or face other barriers 

2. Place Based Projects: Collaborative projects co-designed and delivered by heritage 

staff and volunteers, artists and young people  

3. Common Ground Skills: Professional development for staff and volunteers and 

training for young people  

4. Dissemination and Legacy: National Unconference and Resource Library, national 

networks 

 

Target audiences 

 

Participants, visitors & trainees 

 Young people aged 13-25 years living in the East of England who 
o Have an existing interest in heritage 
o Are active in the arts 

 Young people aged 13-25 years who 
o Live in wards amongst the 30% most deprived in the UK 
o Are NEET (not in education, employment or training) 
o Live in challenging circumstances which may prevent them from accessing 

heritage sites and/or interpretation 

Professional learning & practice sharing 

 Youth sector, natural and cultural heritage organisations and their workforce 
including volunteers, UK-based and local artists, amateur and local artistic 
community 

 

Requirements  

On behalf of the Project Board, Norfolk and Norwich Festival Trust wishes to commission an 

evaluation consultant to deliver: 

a. Formative evaluation that will take place at the beginning and during the project to 

inform, shape and improve it.  



b. Summative evaluation that will take place on completion of the project to assess 

value and effectiveness.  

Overall, the evaluation should focus on process (implementation), outcomes (changes 

amongst participants), to what extent activities contribute towards our ultimate goals and 

how the programme could be replicated amongst a wider community. 

The role requires an individual or company with a range of skills, knowledge and experience 

in action research, community engagement, analysis and reporting. You will be working with 

the Common Ground Programme Team and Project Board, working with the heritage sector 

in 5 identified areas in the East of England, helping to shape an innovation programme for 

young people, heritage and the heritage sector across the region. 

You will be responsible for linking output and outcome measures to quality provision, 

ensuring the provision of a robust data set that demonstrates the short and medium term 

benefits of the programme, and the long term value of heritage engagement for young 

people and young adults. You will work directly with young people and staff and volunteers 

working in natural and cultural heritage, gathering and analysing information and delivering a 

rich, varied and relevant heritage offer for identified groups. You will have experience and 

specialism in qualitative and quantitative research. 

Through the Development Phase of this project we worked with external evaluator Andrea 

Spain who has developed a framework for the evaluation of this project.  The framework in 

included below.  It is expected that the successful applicant will use this work as the basis for 

the delivery of this brief. 

The successful applicant will be responsible for:  

1. Refining the evaluation approach for the programme, producing key evaluation 

questions and tools, considering how young people could be involved in the 

delivery of evaluation and using creative research methods as appropriate 

2. Delivering briefings, training and one-to-one development to equip delivery 

partners with the knowledge, tools and resources required to collect basic data 

locally, being sensitive to time constraints, using technology to make the process 

efficient 

3. Gather other data directly to support improvements in the design of the 

programme through research direct with target audiences, organising and 

preparing interviews, conducting surveys 

4. Analyse, interpret and present data, reporting the outcome and impact of the 

programme, producing interim and final reports 

5. Support the Project Board and Youth Advisory Board to understand the key 

formative and process evaluations, working closely with the Project Manager to 

inform future programming. 

6. Share research findings in an accessible report and at a national conference in 

2022. 

 

Approach  

We would like bidders to propose an evaluation approach using quantitative and qualitative 

methods, and provide the skills and experience necessary to complete the project described 

above and outputs outlined below. We expect there to be consultation with the Project Board 



and Youth Advisory Board and a close and flexible working relationship with the Common 

Ground Project Manager at Norfolk and Norwich Festival Trust.  

Outputs 

 Project management and quality assurance 

 Evaluation of Common Ground programme  

 Interim reports after year 1 and year 2 

 A final publishable report and presentation of findings at a national conference  

 

Pricing/Budget/Management  

The budget available for this project is £25,000 exclusive of VAT. The budget is inclusive of 

travel and other expenses.  

Norfolk and Norwich Festival Trust will pay on receipt of each deliverable agreed in the 

contract. In performing the services required under this contract the supplier will report to the 

Project Manager. Please specify in your proposal the named individual who will be 

responsible for managing this contract.  

Data will be managed centrally by the Project Manager supported by the Project 

Coordinator. 

Evaluation and pricing criteria 

Your proposal should respond to all the criteria below (maximum 4 sides A4 plus supporting 

information and budget). Quality and price criteria will be used to evaluate the quality of the 

tender proposals, as set out below:  

1. Set out your proposed approach, explaining how you will meet the requirements 

outlined above and your understanding of monitoring and evaluating the impact of 

young people’s heritage engagement in this context 

2. Demonstrate your experience and skills in successfully delivering similar evaluation 

planning activity 

3. Provide copies of CVs for the delivery individual/team and two references for relevant 

previous projects  

4. Include a detailed budget, complete with a schedule of charges (estimated number of 

days). The total fixed price will be inclusive of VAT, travel expenses and all costs to 

be incurred.  

Return of tender 

You must complete and submit your tender response/proposal electronically to 

gemma@nnfestival.org.uk by Monday 25th November 2019.  

If you would like to discuss this tender please contact Michael Corley via 

michael@nnfestival.org.uk or 01603 878 285. 

  

mailto:gemma@nnfestival.org.uk
mailto:michael@nnfestival.org.uk


 

 

 

 

 

 

COMMON GROUND  
Evaluation Framework  
ANDREA SPAIN, 30 MAR 2019 



COMMON GROUND 

Common Ground is an enquiry driven 
collaboration between heritage, youth and arts 
organisations in the East of England, which 
asks  

‘How might we inspire young people to 
celebrate local heritage?’  

Common Ground Projects explore pathways 
for young people to access heritage through 
the arts and creativity and in doing so will 

 Support partners to collaborate for 
impact 

 Empower young people 
 Design new young customer 

experiences 
 Show innovative heritage interpretation  
 Engage communities in local heritage  

Project Board 

National Trust 
Norfolk & Norwich Festival 
Norfolk Wildlife Trust 
Prince's Trust 
Suffolk Wildlife Trust  
SHARE Museums East 
The Wildlife Trusts for Bedfordshire, 

Cambridgeshire & Northamptonshire 

Aims 

 Increase and sustain young people’s 
engagement with heritage 

 Develop and diversify audiences for 
local heritage 

Strategic Objectives 

1. Facilitate young people’s leadership and 
creative capacity: Improve young 
people’s sense of empowerment by 
establishing the structures and 
systems to support peer-led activity 
and creative thinking.  

2. Sustain young people’s engagement 
and participation: Increase the number 
of young people from disadvantaged 
backgrounds engaging and reporting 
positive outcomes.  

3. Strengthen heritage based networks 
and collaborative practices: Improve 
the quality of partnership working, 
building capacity and capability to 
collaborate for collective impact.  

4. Develop new audiences for heritage: 
Through the arts, creativity and digital 
media.  

Target Audiences 

Participants, visitors & trainees 

 Young people aged 13-25 years living in 
the East of England who 

o Have an existing interest in 
heritage 

o Are active in the arts 
 Young people aged 13-25 years who 

o Live in wards amongst the 30% 
most deprived in the UK 

o Are NEET (not in education, 
employment or training) 

o Live in challenging 
circumstances which may 
prevent them from accessing 
heritage sites and/or 
interpretation (see Appendix 
One) 

Professional learning & practice sharing 

 Youth sector, natural and cultural 
heritage organisations and their 
workforce including volunteers 

 UK-based and local artists, amateur 
and local artistic community 



 

THEORY OF CHANGE 

Summarises what we 
will do and what we 
hope to acheive 

OUTPUTS 

Quantify scale, scope 
and reach  

MECHANISMS FOR 
CHANGE, 
INDICATORS AND 
IMPACTS 

Articulate how we 
hope to change our 
relationships with 
young audiences 

VALUE CREATION 
CYCLES 

Evaluate the extent of 
professional learning 
brought about and 
how this impacts on 
practice 

OUTCOMES 

Measure how well we 
acheive aims and 
objectives 

KEY PERFORMANCE 
INDICATORS 

Against which to 
monitor effectiveness 
of management and 
delivery 

Evaluation Framework 
This evaluation framework provides a template for 
assessing the success of Common Ground in achieving its 
aims.  

It is intended as the basis for a set of tools and processes to 
be used collaboratively by partners to gather, share and 
evaluate evidence of success. 

 

Kick the Dust  
The framework has been developed with 
reference to the Kick the Dust Common 
Measurement Framework, developed by the 
Centre for Youth Impact to measure 
outcomes from the Kick the Dust Programme 
of 12 youth engagement projects funded by 
Heritage Lottery Fund, Notably we have used 
descriptors adapted  from the Kick the Dust 
‘Continuum of Engagement’ to categories 
types of youth engagement and  adopted 
‘Mechanisms of Change’  that are adapted 
from those used for Kick the Dust. 

Arts Council England Metrics 
Common Ground supports young people to 
access heritage through the arts and 
creativity, and the quality of these artistic 
experiences is important. 

The framework aligns with Arts Council 
England’s (ACE) Quality Principles for work 
produced with, by or for children and young 
people. ACE Participatory Metrics have been 
adapted to be used as indicators and impact 
measures for Mechanisms of Change. 

Youth Voice 
The framework draws from evaluation of 
pilot activities with young people. This 
provided opportunities to ask participants 
from priority target groups  

 what they wanted to gain from taking 
part 

 what evaluation questions felt 
relevant and helpful to them 
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Common Ground Partnership 
Board  

Steering group of youth, heritage & 
cultural organisations 

Youth Advisory Board 
Young people are given a voice in 

solutions 

Place Based Projects 
Local partnerships to design new 
heritage interpretations for & with 

young people 

Young people aged 13-25 do not think 
heritage sites are welcoming and 

interesting for them 

Heritage partners attract few 
young people aged 13—25 

Lack of regional partnership networks 
hinders collaboration to address 

shared issues 

Community Referral Partnerships 
Bespoke activities for groups planned with referral 

partners 

  

Heritage Hack Pop Ups 
Drop in design workshops consulting 

young people  

Promotional Campaign 
E-News and social media;  

Targeted recruitment activity 

Consulting & Engaging Young People who live in targeted wards, are NEET or face other 
barriers 
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ENABLERS 

Young people feel welcome, 
included, respected and valued 

Some want to influence change 
to attract others to heritage sites 

Arts Awards Adviser Training 
Staff & volunteers train as 
advisors to support young 

people to achieve Arts 
Awards 

Community of Practice 
Peer observations, 

discussion & practice 
sharing between Hack Hubs 

and regional/national 
partners 

 Co-Planning Days & 
Heritage Marketing Network  

Forums for planning and 
knowledge exchange  

Professional Development 

Youth Engagement Training 
In audience development, 

marketing, customer services 
and heritage interpretation for 

young audiences  

Partners gain understanding of the 
needs & aspirations of young 

people 

Heritage staff use creative activities 
as a means of engaging young people  

Partnerships are 
strengthened  

Staff/volunteers see 
value in engaging 
younger visitors 

Partners have capacity 
to engage in 
professional 

development activity 

Young people see 
the value of 
heritage/sites  

Young people agree that 
heritage sites should try to 

attract young people 

Heritage Hack Projects 

Young people work with 
heritage staff and volunteers to 
deliver selected proposals for 

new interpretations 

#30DaysWild 

Annual digital media 
campaign for and by young 

people, promoting local 
heritage  

Promotional Campaigns 

Young people co-lead 
promotion of new 

interpretation produced 
by Hackathons 

Collaborating with & Co-Leadership by 
Young People Heritage Hack Labs 

Young people work with artists & 
heritage staff to develop ideas for 
new interpretations in response to 

a live brief 

Young people feel 
represented and influential  

New approaches attract 
new young audiences  

They become more 
interested in heritage  

Heritage staff change 
practices to better 

engage young people 

Young people are able 
to sustain 
commitment to local 
projects  

Young people gain confidence, 
skills, experience & aspirations 

Get Started course 
Week-long course + mentoring in sustainability, preservation 

& conservation delivered by Princes Trust for NEET young 
people 

Training Young People 

Trainees (64 days) 
Young people involved in Hackathons receive mentoring from  

professionals, undertake industry visits and access professional 
development activities (above) 

Staff develop mentoring skills 
& better understand young 

people   

Young people move onto 
jobs, education or training  

 

Jobs, education & 
training opportunities 
are accessible locally 

Young people are able 
to sustain commitment 
to training  

Young people gain confidence, 
skills & qualifications 

Big Volunteering Days 
14-25 year olds help  conservation 

or interpretation projects  

Volunteering 
Diverse, accessible 
and flexible options 

Big Career Days 

14-25 year olds  access behind 
the scenes tours and industry  

talks  

Engaging more Young People 

Heritage Hack Products 
New interpretation activity created 
by young people, for young people 

Young people enjoy 
heritage experiences  

Young people take up 
volunteering or training 

opportunities   

 

Volunteering & 
training are 

accessible locally 

New marketing 
strategies attract 
young people 

More young people agree that 
sites are welcoming & interesting 

Unconference 
National youth engagement in heritage event, co-led by young people, for 

young people and heritage, culture, youth, education and community 
professionals 

  

Digital Resource Library 

E.g. Design Toolkit, Case Studies, Short films, 
Blogs/Vlogs and Social Media, Evaluation Report(s) 

Legacy & Dissemination 

 

More young people 
engage with heritage 

More young people 
sustain engagement with 

heritage 

More heritage partners 
involve young people in 

decision making 

Capacity to engage young 
people is strengthened 
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THEORY OF CHANGE COMMON GROUND 
Intermediate 

Outcomes  
Assumptions 
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OUTPUTS Activities Measures 
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Co-Leadership by Young People 
Involving young people in 
decision making, opportunities 
to lead and take responsibility 
for outcomes 

YOUTH ADVISORY BOARD 
Young people aged 16-25 assess project proposals, advise partners, deliver advocacy, 
communications and evaluation activity 

# of locations 

# of sessions (where a session is up to 
0.5 days) 

# volunteering hours 

# young people (aged 13-25) engaged 

- By Gender 

- By Age 

- By Ethnicity 

- By Audience Finder segmentation 

- # living in UKMID Deciles 1 – 3  

- # living in Deciles 1-3 for 
educational & skills deprivation 

- # who are NEET (not in education, 
employment or training) 

- # in challenging circumstances 
(see Appendix) including those 
who are disabled and/or have 
special educational needs 

# other visitors/audiences engaged 

- By Age 

- By Ethnicity 

- By Audience Finder segmentation 

- # living in UKMID Deciles 1 – 3  
# heritage partners involved in delivery 

# heritage staff involved or attending 

# arts organisations involved in 
delivery  

# arts practitioners involved or 
attending 

Web analytics for digital engagement  

Were young people involved in 
planning? 

UNCONFERENCE 
Roles for young people in planning/leading national youth engagement in heritage 
event. 

30 DAYS WILD 
Annual youth-led digital media campaign, promoting local heritage  

Collaborating with Young 
People  
to design and deliver new 
interpretation for young people 

HERITAGE HACK PROJECTS 
Real life design and delivery projects, involving young people, staff and volunteers 
within Place Based Projects, leading to new heritage products or activities for young 
audiences 

Consulting Young People 
to inform new ways of engaging 
younger audiences 

HERITAGE HACK POP-UPS 
Early stage design activity within targeted local communities, asking the question ‘How 
might we attract younger visitors to heritage sites? 

HERITAGE HACK LABS  
Young people develop ideas and propose solutions for new customer experiences and 
interpretations in response to a live brief 

FOCUS GROUPS & CONSULTATION 
With target groups, partnerships and networks to inform Hackathon planning 

Engaging Young Audiences 
creative interpretative 
experiences for young people 
to enjoy or learn about 
heritage, from which they may 
be signposted to consultation, 
collaboration or training 
opportunities 

COMMUNITY REFERRAL PARTNERSHIPS 
Partnerships with local education, youth & community organisations that support young 
people living in challenging circumstances to engage with heritage 

HACKATHON HERITAGE PRODUCTS 
Events, activities, resources and facilities devised and produced by, with and for young 
people through Hackathons 

BIG VOLUNTEERING DAYS 
For 14-25 year olds to help on a conservation, preservation or interpretation projects 

BIG CAREER DAYS 
14-25 year olds to access behind the scenes tours and industry insight talks 

#30DAYSWILD Annual youth-led social media campaign  



COMMUNICATIONS CAMPAIGN Connecting young people across sites and projects  Were young people involved in 
delivery? 
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Training Young People 
Formal and informal training 
that better equips young people 
for learning, volunteering or 
employment opportunities 

GET STARTED COURSE 
Week of activities and mentoring for young people age 16-25 out of work, education or 
training introducing environmental sustainability, heritage conservation and 
preservation 

# training hours delivered 

# locations, by county 

# young people participating in new 
training, volunteering or work 
placement opportunities  

# young people gaining accreditation   

- All by characteristics as listed 
above 

# heritage organisations offering new 
training or volunteering opportunities 

# heritage organisations involved in 
delivering accredited training 

PAID INDUSTRY PLACEMENTS 
64 day paid industry training placements for young people age 16-25, facilitated by a 
Learning Officer or Project Manager, supported by training, an industry mentor, site 
visits 

UNCONFERENCE 
National youth engagement in heritage event, co-designed/led by young people, for 
young people and professionals in heritage, culture, youth, education and community 
sectors 

OTHER TRAINING  
Young people participating in structured training or receiving mentoring, including 
working towards Arts Awards  

Sector Capacity Building 
Professional learning 
opportunities for 
- Heritage Hack Lab 

Partners 
- Common Ground 

Consortium 
- wider community of 

practice with whom 
learning is shared and 
disseminated 

PARTNERSHIP PROJECT BOARD 
Provides strategy, scrutiny and decision making and steers evaluation 

# heritage staff and volunteers 
receiving training in mentoring or 
better engaging young people 

% attendance at Project Board 

# organisations participating in Place 
Based Projects 

# of organisations attended 
Unconference and other Community of 
Practice activities to disseminate 
learning 

# online hits for digital resources 

- All by organisation type/sector 

- All but role types (e.g. volunteer, 
conservator, education officer) 

- All by region/county 
 

YOUTH ENGAGEMENT TRAINING 
In audience development, marketing, customer services and heritage interpretation for 
young audiences 

PLACE-BASED PROJECTS 
New local partnerships working to better engage young people age 11–25 including 
those from targeted wards. May apply to Heritage Hack Fund to deliver Heritage 
Hackathons 

CO-PLANNING DAYS 
Forum for joint planning and knowledge exchange for Heritage Hack Hub partnerships  

ARTS AWARDS ADVISOR TRAINING  
Training for staff, volunteers and placements, at 3 levels: Discover, Bronze and Silver 

UNCONFERENCE 
National youth engagement in heritage event, co-designed/led by young people, for 
young people and professionals in heritage, culture, youth, education and community 
sectors 



COMMUNITY OF PRACTICE 
Two practice sharing between Heritage Hack Hubs and regional/national partners 

DIGITAL RESOURCES 
Online resources, case studies, short films, blogs, social media providing links to 
practice, debate and inspiration  

 

  



 

MECHANISMS OF CHANGE, INDICATORS & IMPACTS (Young People) 
By pursuing the following mechanisms of change* , we hope to better engage young people in valuing heritage and become better equipped as organisations to engage – 
and sustain engagement – with younger audiences. In seeking feedback from young people we will use a range of indicators to assess how well we have embodied these 
mechanisms in our work, and the extent to which this achieves desired impacts (predicted and otherwise). 

 Mechanisms of Change* Indicators** Relevant Activities Predicted Impacts** 

Y
O

U
TH

 V
O

IC
E

 &
 E

N
G

A
G

E
M

E
N

T 

Heritage experiences are 
enjoyed by young people 

‘I had a good time’ All ‘I would like to do more things like this in 
future’ 
 ‘My experience was active and engaging’ All 

Young People feel 
welcome, included and 
respected 

‘I felt like I could be myself’ All ‘I would like to come back to this place in 
future’ 

‘The organisers responded well to the needs of the 
group’  

All 

‘I felt like part of the team’ Collaboration & Co-
Leadership 

‘I was treated as an equal’ All 

Young people feel a sense 
of purpose and 
achievement 

‘I am pleased with what we achieved’ Volunteering, Collaboration & 
Co-Leadership 

‘It has helped me to see myself differently’ 
 

‘I learnt something interesting or useful’ All 

‘It felt like a real-life creative project’ Collaboration & Co-
Leadership 

‘I did something I didn’t know I was capable of’ Volunteering, Collaboration & 
Co-Leadership 

Young people feel their 
opinions are valued, they 
are represented and 
influential in heritage 
organisations 

‘I felt like my contribution mattered’ Volunteering, Consultation, 
Collaboration & Co-
Leadership 

‘I would recommend this [place, resource, 
experience] to other people my age’ 

‘My ideas were taken seriously’ Consultation, Collaboration & 
Co-Leadership 

‘I understand how my skills or ideas will make a 
difference’ 

Consultation, Collaboration & 
Co-Leadership 

*Adapted from Kick The Dust Common Measurement Framework, Renaisi/Centre for Youth Impact for the Heritage Lottery Fund, October 2018 

** Adapted from Arts Council England’s Participatory Metrics. Indicators/Impacts in italics are new (not included in ACE Metrics) or altered from the original. 

  



VALUE CREATION CYCLES (Training & Professional Learning) 
We create value for individuals and organisations immediately and over time through vocational and professional learning that creates potential and is applied in 
practice. We will assess the extent of value created through a range of value indicators, qualitative feedback and  Case Studies in the form of ‘Value Creation Stories’***. 

Value created during training or professional learning activity Value created beyond training or professional learning activity 

 INDICATORS VALUE CREATION STORIES  INDICATORS VALUE CREATION STORIES 

Immediate 
Value 
 

‘I was clear what I could gain 
from this experience’ 

‘What did you want to gain 
from this experience?’ 

Applied 
Value 

‘I have used my learning to do 
something new or different’ 

‘What have you done differently as a 
result of your learning?’ 

‘The experience was enjoyable 
and engaging’ 

‘What did you enjoy most 
about this experience?’ 

‘I have used the contacts I made to 
help me with my work’ 

 

‘I was able to ask questions and 
receive feedback’ 

 
‘I have shared my learning with 
other people’ 

‘How have you shared your learning 
with other people?’ 

‘I was able to get involved and 
gain hands on experience’ 

 
‘I have used my learning to bring 
about change in my organisation’  

 

Potential 
Value 

‘I feel inspired to try new 
things’ 

 
Realised 
Value 

‘I have accessed new employment 
or training opportunities’ (YP) 

‘What new employment or training, 
have you gone on to? (YP)’ 

‘I now know things I didn’t know 
before’ 

‘What did you learn that might 
be useful to you in future’? 

‘I/we have engaged new young 
audiences’ (orgs) 

‘What types of new young audiences 
have you engaged and how?’ 

‘I know feel able to do things I 
couldn’t do before’  

‘What do you know feel able to 
do that you couldn’t do 
before?’ 

‘Young people are helping us shape 
our interpretation now’  

‘How are young people helping you 
shaped your interpretation now?’ 

‘I have made connections with 
people which could be helpful 
in future’ 

‘What valuable new 
connections have you made?’ 

‘Changes we have made have been 
well received by young people’ 
(orgs) 

‘What changes  have been most 
popular with young people?’ 

‘I have access to new 
information or resources’ 

‘Which information or 
resources seem most useful?’ 

‘We have achieved other 
organisational goals’ (orgs) 

‘What other organiational goals have 
you achieved?’ 

 Reframing 
Value 

‘I feel more satisfied with what I am 
doing now’ 

 

‘I now have new goals or ambitions’  
‘What new goals or ambitions do you 
have?’ 

***Wenger, E., Trayner, B., and de Laat, M. (2011) Promoting and assessing value 
creation in communities and networks: a conceptual framework. Rapport 18, Ruud de 
Moor Centrum, Open University of the Netherlands. 

 ‘I/we now have new criteria for 
judging the success of my/our work’ 

‘How have your criteria for judging 
success changed?’ 



 

HLF 
OUTCOMES COMMON GROUND OUTCOMES Measures When to measure Sample 

In 
communities, 
more people 
and a wider 
range of people 
will have 
engaged with 
heritage and 
partner 
organisations 
will be more 
resilient 

More young 
people aged 13 – 
25 engage with 
participating 
heritage sites 

Increase in number of young people engaged 
across sites/partners  Annual young visitor 

numbers  

Before (2 yr ave), 
during  & first year 
after intervention ≥75% Heritage Hack Hub 

Partners  
% of heritage sites reporting increase in annual 
number of young people engaged 

Number of young people engaging with new 
heritage products who are new visitors to site 

Young Audience 
Survey 

Heritage Hackathon 
events &interpretation 

Capacity to 
engage young 
people with 
heritage is 
strengthened 

More heritage staff feel confident in meeting 
the needs of 13-25 year olds  

Exit Survey 
 

Before intervention (on 
joining), After 
intervention (End 
Point) 

≥75% Place-based 
Project  Partners &  
Project Board Heritage organisations work with new partners 

to engage young people 

People will 
have developed 
skills, learnt 
about heritage 
and 
volunteered 
time 
 

Young people 
learn about 
heritage in 
relation to 
themselves and 
others aged 13-
25 

# participants who learn something they 
consider interesting or useful  

Participant surveys 

At end of participation 
≥75% young people 
participating in 
Engagement, 
Collaboration and Co-
Leadership activities 

# participants who understand how their skills 
or ideas can make a difference 

# participants who would recommend [place/ 
resource/experience] to others their age 

At beginning & end of 
participation 

More young 
people aged 13-
25 sustain 
engagement with 
heritage 
 

More young people aged 13 – 25 are involved in 
sustained engagement programmes (of 2+ 
sessions per year) 

#young people 
involved in sustained 
engagement (by year) 

Before (2 yr ave), 
during & first year 
after intervention 

≥75% Place-based 
Project  Partners  
 

More heritage sites involve young people in 
decision making and interpretation planning 

Partner Survey 
Before intervention (on 
joining), After 
intervention (End 
Point) 
 

≥75% CoP, Place-based 
Projects, Project Board 

# young people moving into new jobs, 
education or training 

Exit Survey 
 

≥60% Placements, 
Hackathons, Get Started  

Heritage will be 
better 
interpreted and 
explained 

Overall visitor 
experience is 
improved 

More young visitors agree that sites are 
welcoming and interesting  

Young Visitor survey 
Summers – before, 
during and first year 
after intervention 

≥75% Place-based 
Project  Partners  
 Other visitors continue to agree that sites  are 

welcoming and interesting 
(All) Visitor survey 



KEY PERFORMANCE INDICATORS Lifetime Targets 
(2 years after) 

O
U

TP
U

TS
 

Youth Voice & 
Engagement 

KPI1 Total number of young people aged 11 – 25 engaging with Common Ground 
activities 

All Youth Voice & Engagement 
activities  

6000 

KPI2 Total number of young people aged 11 – 25 who are consulted, who collaborate 
with heritage partners or who co-lead live briefs to develop new heritage products 
and interpretation for their age group 

See Outputs  for definitions 1500 

KPI3 % of KPI2 who are from target communities (see Appendix 1) Young people in challenging 
circumstances, who are NEET 
or who live in 30% most 
deprived wards 

50% 

Training & 
Professional 
Learning 

KPI4 Total number of young people undertaking new training, volunteering or work 
experience opportunities 

 250 

KPI5 Total number of heritage staff or volunteers taking part in training or professional 
development 

All those engaging in planning, 
training and other 
professional learning 
opportunities 

300 

M
A

N
A

G
E

M
E

N
T Effectiveness KPI6 ‘The programme/event/activity has been well organised and a positive experience’ Heritage Hack Hub, 

Consortium & Community of 
Practice Partners 

80% 

KPI7 ‘We are pleased with the benefits of the programme/event/activity to us, 
considering the time and resources we have put in’ 

As above 80% 

 

  



APPENDIX ONE: Priority Target Communities 

Our target communities are groups that we 

recognise may have less access to heritage 

opportunities due to financial, geographical, 

cultural and/or social barriers. 

Young people living in UKMID Deciles 1 – 3 

Wards within UK Multiple Indices of Deprivation 

(UKMID) Deciles 1 – 3 are assessed to be among 

the 30% most deprived neighbourhoods in the UK. 

The index takes into account multiple forms of 

deprivation, including 

- Income  

- Employment  

- Education & skills 

- Health & disability 

- Crime 

- Barriers to housing & services 

- Living environment 

- Income deprivation affecting children 

- Income deprivation affecting older people 

UKMID Deciles 1-3 Education & Skills 

The UKMID ranks each ward by each deprivation 

indicator as well as providing a summative 

ranking from across the full Index. Evaluation of 

Pilot Projects identified that more participating 

young people where from neighbourhoods 

amongst the 30% most deprived for education 

and skills than for IMD overall and this is 

characteristic of the counties of Norfolk & 

Suffolk where young people face poor access to 

FE and HE. It is recommended that the 

consortium continues to monitor levels of 

education and skills deprivation amongst 

participants to ensure address this need. 

UKMID rankings for participants can been 

assessed by postcode analysis at http://imd-by-

postcode.opendatacommunities.org/ 

Young people not in education, employment or 

training (NEET) 

Through partnership working with Princes Trust, 

Common Ground sets out to support skills 

development and confidence amongst NEET 

young people. 

Young People in Challenging Circumstances 

The following list is adapted from the charity 

Youth Music and identifies young people who 

may not have access to cultural opportunities 

because of ‘who they are, where they live or 

what they’re going through’.  

- Asylum seeker 

- Attends pupil referral unit 

- English as an additional language 

- Excluded from school 

- Homeless 

- Ill health 

- Looked after 

- Mental ill health 

- Physically disabled 

- Refugee 

- Rurally isolated 

- Sensory impaired 

- Traveller/Romany 

- Young carer 

- Young offender 

- Young parent 

- Other 

http://imd-by-postcode.opendatacommunities.org/
http://imd-by-postcode.opendatacommunities.org/

