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Introduction
Welcome to the Greenspace LEAP
handbook, a planning and evaluation
tool which is designed to make your
life easier. It will provide you, along
with your partners and stakeholders,
with an easy-to-use method of planning
and evaluating your work and furnish
you with the evidence to prove your
success.

What is this handbook for?
This handbook:
• describes and explains the key components
of the LEAP framework
• sets out criteria to help you with planning
and evaluating processes and tasks
• discusses some of the issues involved in using
the framework

Background to this handbook
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Evaluation can feel like a chore - an unnecessary task
that takes time away from delivering a much-needed
service, or something that has to be done to satisfy
the bean-counters. Some smaller projects feel that
they are asked to provide a level of detail that is not
consistent with the amount of grant support they
receive - not surprisingly, people who feel this way
are not enthusiastic about evaluation.
We want to acknowledge these perceptions and do
what we can to make the process as relevant and
straightforward as possible. The materials in this
resource are designed to help. However, it is also
important to remind people that good evaluation is
as much for their own benefit as it is for the benefit
of funders or managers. It is not just about costeffectiveness and hitting targets. Crucially, evaluation
is about how we work, how we know whether we
are having an impact and what we are learning –
both from our successes and from our mistakes.

The LEAP (Learning, Evaluation And Planning)
approach is widely used in community
development and health work and is based on
the assumption that agencies and workers should
plan and evaluate their own work in partnership
with one another and with those they aim to
assist. All such people are referred to in this
resource as stakeholders.

• provides information on methods and
techniques for using the framework
• considers how evaluation can inform
planning, management/supervision, review
and development.

Who is this handbook for?
This handbook is for you if you are involved in
greenspace activity in any way. You may be a
specialist in the field or your interest in greenspace
may be part of a broader regeneration or health
improvement programme. You will be able to use
the framework for planning and evaluation at
local and project level, as well as at a strategic or
partnership level.

Above all, this is a practical resource which you can
adapt to fit your own circumstances. It identifies key
activities and provides guidance and tools for you
and your project partners to use when planning and
evaluating work. It also sets out a logical sequence
of steps that form a cycle of visioning, planning,
implementation and evaluation, and describes what
is involved in each step.

Introduction
The main aims of the handbook are to enable
you to:
• clarify what is involved in greenspace work
• agree an agenda with other stakeholders
• plan your (joint) activities
• identify appropriate evaluation indicators
• provide evidence of what has been done
• provide evidence of what difference it has
made to individuals, communities and partners
• learn from your experience to improve
effectiveness.

What is LEAP?
LEAP stands for Learning, Evaluation and Planning.
If your work involves bringing about environmental
change to improve quality of life for urban
communities, the Greenspace LEAP framework
will make your job easier. It will help you plan and
evaluate your work in partnership with colleagues,
other organisations and with members of the
community, while the emphasis on self-evaluation
will encourage you and other stakeholders to take
joint responsibility for planning and evaluation
throughout a project or programme.

The LEAP approach is based on the following
assumptions:
• evaluation should be an integral part of green
space activity
This is important for two reasons: first, any publiclyfunded programme should be evaluated in order to
ensure that public money is being invested in the
intended changes in quality of life and second,
because several new ideas have been brought together
within the greenspace concept, it is important that the
impact of greenspace on community engagement is
assessed and the lessons captured. Equally, the impact
of community engagement on greenspace policy and
strategy should be evaluated and reflected.
• both the providers and the users of
greenspace should take part in the planning
and implementation of activities
Any programme that commits itself to community
engagement and involvement should be open to
involving the community at all stages and in all
activities. This includes both planning and evaluation.
Communities in which greenspace activity is planned
should be invited to participate in design, planning,
implementation, management, evaluation and future
planning processes.
• the main aim should be for continual
improvement in effectiveness and efficiency.
Evaluation is still often seen as an activity that takes
place at the end of a project or programme,
with the purpose of reviewing what has taken place
and the impact this has had. This is important but it is

more helpful if evaluation can be carried out on a
more regular basis, so that progress can be reviewed
and decisions about any changes in direction or focus
can be based on an understanding of the impact of
work to date.
Practitioners using LEAP in other settings have
noted the following as positive attributes of the
LEAP approach:
• it provides a framework for action
• it captures good practice
• it boosts the confidence of all those involved
• it provides an opportunity to sit back, look at
and think about what has been achieved
• it enables effectiveness to be measured - and
exposes defects
• it is rewarding for staff as it provides evidence
of success
• it allows a convincing case for funding to be
made, increasing the chances of obtaining
funds
• it supports and empowers communities and
encourages community decision making.

This handbook is designed to be a useful tool in
all aspects of project development, planning and
management. It will encourage you to ask critical
questions about your work and will help to ensure
that all those involved are working to the same agenda.
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There are several compelling reasons to invest
in good
evaluation:
There
are several
compelling reasons to invest in good evaluation:

There are several compelling reasons to invest in good evaluation:

Improving practice

Being accountable to users and partners

Whether we are working individually, or as part of a project or service,
most of us want to feel we are working effectively and improving the
quality of what we do. To give us the evidence we need to judge the
impact of what we do, to identify what we have learned, and to apply
these lessons to improve our work, we need good quality information
about what we have done, and about the effect it has had. A consistent
and planned approach to evaluation will give us the information we need
for this purpose.

This is an important part of the public service ethos. Given that
greenspace is designed to encourage community participation and to
add value through participation, it is crucial that the work that is done
is seen to be legitimate and authorised by the users and partners.
A well-designed approach to evaluation which provides feedback and
the opportunity for comment and discussion is an effective way of
ensuring this accountability.

Professional pride and career development

Sustaining effectiveness

Most people gain satisfaction from knowing that the work they do
leads to a better quality of life for people and communities. This is
why they chose to work in the way they do. At its simplest, evaluation
is about curiosity - about whether what we have done has helped bring
about change, whether there are things we might have done differently
and whether the things we were trying to do were properly thought
through and planned. Most of us do this informally most of the time
and an evaluation framework is mainly a way to help people do this
more systematically, making sure the critical questions are asked and
answered. It is through this process of critical reflection and learning
that we become more confident and effective as practitioners, which
is where self-evaluation is an essential part of career development and
personal development.

Many greenspace schemes and projects encourage collaboration and
new ways of working; bringing in new partners or providing innovative
services. Once initial funding ends, the case will need to be made to
potential funders to sustain the work of the project. To do this effectively
means that you will need good quality, convincing evidence that your
work has had an impact on ways of working, on quality of life and on
the community as a whole. If these impacts have been of value, the
case will need to be made to an audience who may be sceptical and
who will need convincing evidence of an initiative’s impact. An early
investment in evaluation will make it easier to present such a case when
the time comes.
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Introduction
In our work with people and communities,
we should keep asking ourselves certain basic
questions, questions that will almost certainly
be in the minds of the organisations that fund
our work and in the minds of the people we are
working with.

Put simply, good practice requires that all
participants:
• have a clear view of what they intend to
achieve (vision)
• reach agreement on how they intend to get
there (planning)

These questions are:

• collect evidence to show whether they have
done what they said they would do
(monitoring)

• Are we gaining a new understanding of
community needs and issues?

• use the collected evidence to determine
whether they achieved what they set out to do,
whether anything else happened, and whether
the result was helpful or not (evaluation).

• Are we being effective in tackling these
community needs and issues?
• Are we being inclusive?
• Are the participants achieving their personal
goals?

Because the greenspace vision and approach is
relatively new, there are no frameworks in place that
satisfactorily define what should be evaluated and
how it should be done.

• Are we building community assets and
resources?
• Is our work empowering people and building
community skills and knowledge?
• Are we building a culture of collaboration,
participation and sustainable change?
• Are we learning from our experience?
• Are we contributing to well-being and the
quality of life?
• Are we making the best possible use of the
resources we have?
• Do we have the evidence we need to influence
future decisions?

Good planning and evaluation will help us to answer
these questions and to improve our practice. As a
result, the individuals and communities we work
with will also benefit, as will our partner organisations
and co-workers. If we plan effectively, we can be
confident that stakeholders will be able to work
together, knowing that they share a common vision
of the change that is needed. And if we evaluate
effectively, we will be able to make well-informed
judgements about the value of what we have done,
the effect it has had, and the lessons we have learned.

Certain aspects do have established measures, for
example we can record the number of trees planted or
visitors to a site. However, such measures are not
useful for assessing the impact of environmental
change on local people’s quality of life or on the local
economy, nor do they help us assess levels of
community involvement and ownership. These are
some of the key principles underpinning greenspace
work so it is important that changes in these areas can
be identified and measured, to allow us to assess the
impact of our work and learn lessons from our
experience.
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The importance of
developing a shared vision
In the course of developing the Greenspace LEAP
framework, there were lengthy discussions which
helped to clarify how the functions of greenspace
work could best be understood and expressed.
The tables in this handbook are the result of those
discussions and they provide a framework within
which greenspace work can be understood, planned
for and evaluated. It is important that such a framework is explicit and shared because in this way the
essence of greenspace work can be protected, and
negotiated with a range of funders and partners.
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Without this shared vision certain problems may
arise:
• agendas being imposed that may have little
to do with local views of needs and issues
• value for money being emphasised above
all else
• more weight being given to the quantity of
the outputs than the quality of the outcomes
• too little attention being given to
understanding the processes of achieving
change.

The LEAP approach advocates that all stakeholders policy makers, funding bodies, service providers and
the community - should start by recognising any
differences of view and discussing the question
'What needs to change?' Once this has happened,
and once the criteria by which change should be
evaluated have been established, there should be
shared common ground from which the work can be
taken forward with confidence.
Armed with this understanding of the value of
evaluation and its link to planning, how can we make
it work for us? Evaluation should not be thought of as
simply a one-off event that takes place when an activity
is completed ('summative evaluation'). It should be a
continuous process, informing the development and
direction of activities and feeding back into the planning process (usually known as 'formative evaluation').

There will, of course, be times when a summative
approach is the most appropriate, for example at the
end of a funding cycle. However, LEAP is based on a
formative approach, linking evaluation to learning
and future planning. It also views evaluation as being
integral to all practice, not an additional chore.
Without evaluation, we lack the reference points
which enable us to make critical judgements about
where we have got to, where we should be going,
and how we should proceed.

When should you evaluate?
It is in the nature of community environmental work
that time-scales for the completion of activities may
be long or unpredictable. For this reason, feedback
and information is needed on a continuing basis but,
at the same time, there will be critical times or stages
when it is important to pause and take stock, to do
the following, for example:
• to question what has been achieved by the
end of a funding or planning cycle
• to understand the significance of particular
events
• to provide information to newly-appointed
community members of a project management
committee
• to prepare for a community planning meeting.

Introduction
Ideally, evaluation should be happening
continuously rather than at fixed points or only
infrequently. But is this realistic? Will we spend
all our time collecting information instead of
getting on with the job?

• newspaper reports on local events
• training course evaluation forms
• records of requests for assistance, for example
at local information centres and other places
• statistics of participation in activities.

It is often assumed that putting a planning and
evaluation strategy into practice will be a drain on
resources and it is certainly the case that time and
energy are needed in the short-term for skills training
and to set up systems. However, there are clear longterm gains from this process – it is only by evaluating
what we do that we can make better use of the
resources we have.
Lack of time is often cited as a reason for inefficient
planning but the problem usually lies elsewhere: it is
more often due to lack of clarity and agreement about
what the outcomes are intended to be. It may also be
due to a failure to record the right things or to use
records as supportive evidence in the evaluation
process. Examples of some recorded items that can be
used in this way are:
• minutes of agency and community group
meetings, and of 'participation structures',
such as area committees, community
conferences or user forums
• surveys and reports about local needs
• funding applications and progress reports
• reports for Council committees

Introducing

Underside and The Scrubs
The actual process of record keeping can be as
valuable as the records themselves. For example,
recording progress against agreed outcomes is part of
the on-going evaluation process and can be stimulated
by the simple device of standing agenda items, for
example at community group or partnership meetings.
Ordinary procedures can contribute, often indirectly,
to the evaluation process and to the sharing of
ideas between stakeholders in a number of ways.
For instance, every area committee can be seen at
least in part as a focus group and every funding
application can be used as an opportunity to pull
information together for other purposes as well.
Similarly, discussion and agreement between partners
about which categories to use for the storage of
information enables them to share and draw on each
other's evidence.

– a fictional case study
From time to time, we will use ‘Underside’ and
‘The Scrubs’ to provide examples of planning and
evaluation. Although some aspects may be
familiar, the scenario is invented.
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Underside is a regeneration area – a local authority
estate built in the 1950’s. There are tensions between
the older, settled community and a large number of
young people, who are associated with problems of
vandalism, violence and drugs. A large proportion of
the people living in the area are on low incomes or
state benefits and both the built environment and the
green environment are in poor condition. Between
Underside and the next estate, Airdrum, is an unused
area of land which was never built on as it was on the
projected route of a new road to bypass the town
centre. This area has become a ‘no go’ area, is a
dumping ground for rubbish, is littered with needles
and has become known locally as The Scrubs.
Residents have complained for years about this
eyesore, and of the threats it presents. We will use the
example of The Scrubs to illustrate the application of
the LEAP framework throughout this handbook.
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Levels of evaluation: project, programme
and policy
Different stakeholders have different needs and interests and, as has already
been noted, these will have to be negotiated. Also, stakeholders may be
interested in evaluation at different levels. Some may want to focus on what
is happening with particular local initiatives in relation to community capacity
building or local environmental improvements (the project level); others may
want to know about the overall range of interventions (the programme
level), while there may be those who want to know whether the policy,
guidance and resourcing which underpin the other levels assist or hinder the
achievement of what is intended (the policy level). LEAP addresses all three
levels and enables connections to be made between them.
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The first focus is the project level. Although projects sometimes exist
in isolation, most often they are components of wider programmes.
In such cases, evidence built up from individual projects will enable
programmes to be evaluated. The programme level is the second
focus of the Greenspace LEAP framework. Evidence about the
performance of programmes will lead to consideration of how far
the policy context has encouraged effective practice and how far
this project and component projects have achieved the intentions of
policy. Thus, the policy level is the third focus.

• The success of individual
projects informs the way

• The priorities developed

Project

for programmes of

in which programmes of

activity will influence

activity and overall

the way in which

policies are developed

projects are planned
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• The indicators of success

• National, local or

which are developed at

organisational policies

the project level should
inform planning and

will set the context for

Programme

programmes of activity

evaluation at the

While different stakeholders may have interests at different levels, many
will recognise the importance of all three levels. Funding bodies, Council
committees and senior managers will often be primarily concerned with
policy and programme levels but individual elected members, operational
staff or community activists may be more interested in specific projects in
their areas. However, they will also be aware that success at project level is
greatly influenced by the design of the programme and the policy and
resource framework. Therefore, it is essential that all parties recognise the
importance of all three levels and the connections between them. Policies
should facilitate effective programmes and projects. Programmes and
projects should inform the development of policy.

programme level and
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at the policy level

the priorities for local
projects and have an

• The success of

impact on funding and
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other resources
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in which policies are
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Key ideas in LEAP

• How will we know how well we did what we
said? – a monitoring question

In this section, we go through the key ideas and
concepts that underpin the LEAP approach, and
describe the functions that the framework is intended
to have. LEAP is a framework that is based on
integrating planning and evaluation and which
emphasises the function of evaluation as a learning
tool – so we can understand the impact of our work
and identify areas in which the quality of practice
might be improved. It is a need-led approach, and the
difference between this and the resource-led
alternative is discussed. LEAP is also based on
principles of partnership and community participation
and we outline the reasons for this, and where the
framework can help these areas be effective. We also
comment on other aspects of the framework.

• Have the actions led to the outcomes we
sought? – an evaluation question

Integrated planning, evaluation
and learning
In essence, the LEAP approach asks the following
questions:
• What are the needs and issues: who has
defined them? – an information question
• What needs to change? What outcomes are we
seeking? – a planning question
• How will we measure and judge the outcomes?
– an evaluation question
• What will we do, with what resources, and
how will we go about it? – a planning question

• What have we learned? – the conclusions of
evaluation
• What needs to change now? – a new planning
question.
These questions – and the relationship between
them - can be seen in the LEAP diagram inside the
front cover. It is important to understand that the
Greenspace LEAP framework is about both planning
and evaluation, and integrates the two. Without being
clear about what will be evaluated, it is not possible
to plan, and without a clear plan for a programme of
work, evaluation is very difficult.

Resource vs need-led planning
Resource-led planning starts from an assessment
of the resources that are available, plans how these
resources will be used and then proceeds with the
action required. The problem with this familiar
approach is that there is no clear reference to any
needs that may have been identified or to the way
a vision might inform the planning. Resource-led
planning can be very unclear about what it is trying
to achieve - or why. Resource-led planning can be
visualised as:

Resource

Plan

Act

By contrast, need-led planning starts with a broad
exploration of the issues, needs, problems and assets
that exist. It then envisages a changed set of circumstances in which these needs or problems could be
addressed and plans are then developed that will lead
to these changes. Only then are resources considered:
is there the time, money, commitment to carry out
these plans? Once the resources have been secured,
the action can proceed. The process looks like this:

Investigate

Envision

Plan

Resource

Act
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Introduction
With this approach, resources become a consideration
only when all stakeholders have agreed what should
be done to improve conditions. Working with a
need-led approach to planning requires that we first
find out the experiences, aspirations and concerns of
individuals and communities and, as well as identifying
needs, we should also be careful to identify assets: the
strengths on which change can be built.
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The LEAP action-planning cycle is a need-led model:
it stresses the importance of starting with, and
working from, a clear understanding of the needs and
issues affecting the people and the communities
involved. This is the foundation on which the
framework is built. It is also a key principle of LEAP
that it is participative (all stakeholders are involved)
and that it is based on partnership.
When considering needs and issues, it is essential
to recognise that these may be defined by
different interests in different ways, and with
different sources of authority.
It is not enough simply to identify needs, aspirations
and rights which are not met. To develop an effective
plan, we require a clear vision of what should change
to redress the problems identified. In partnership with
the other stakeholders, we need to develop and share
a vision of the outcomes which we will seek. Once
these have been identified, it is then possible to return
to planning what we will do with the resources we
have.

Underside and The Scrubs
The Underside site may be viewed politically as
one that should be developed in accordance with
national policy targets or with reference to the
economic marketing of the city. Professionals
might view it as an opportunity to try out
innovative design ideas, or as a good place to
reintroduce a wildlife habitat. Local people might
see the same place simply as an eyesore or as a
no-go, unsafe area inhabited by junkies.
There will be many conflicts within and between
these different groups and interests and, in
assessing needs and issues, it will be crucial to
draw together all these perspectives, explore
their source and legitimacy, and work out as
consensual a view as possible about what the
issues are before further planning begins.
Without such an exploration, there will not be a
sound basis for progress and there is unlikely to
be acceptance of what is done.

However, we need to be realistic. If organisations do
not have the skills, knowledge or resources to respond
to particular needs, they will not be effective. There is
no point in pretending that a need can be met if such
capacity does not exist. The only result will be failure
and perhaps anger that people feel let down. It is
important to have a clear appreciation of the strengths
that different stakeholders bring and to look for the
best ways to build on them.
Although the overall approach should be need-led,
some short-term pragmatism may be necessary and
healthy. This should be based on negotiation with the
stakeholders, prioritising needs which they have real
potential to address in the short term. Partners should
look at what aspects of need they can meet within
existing capacity and develop longer term strategies to
acquire competence and resources to meet other
needs. This may involve either:
• developing strategic partnerships with others
who do have the skills and resources
or
• developing in-house capacity through training
and staff development.
Even then, no plan can respond to all needs.
Negotiating and setting priorities is essential.
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Working in partnership
Working in partnership with a variety of stakeholders
is increasingly common practice and is central to the
LEAP approach. It is also a core principle of greenspace activity, in which a key aim is to build and
sustain effective partnerships. As well as being
accepted practice in greenspace work, many of the
decisions and developments greenspace stakeholders
seek to be involved in or to influence are themselves
partnerships. Thus, a sound understanding of
partnerships, how they work and what makes them
effective is required.

Partnership working is most effective if leaders are
appointed to oversee particular functions, including
planning and evaluation. This can be an informal
process, especially in the early stages, or more formal,
with leadership roles being designated to particular
individuals or partners. Whether informal or formal,
leadership has to reflect the principles of equity of
participation and influence. A leader's function is not
to dominate or direct the form or process of planning
and evaluation but to enable it to happen efficiently
and effectively. The following are key leadership roles:

Partnerships are needed for several reasons:

• championing the principles of participative
planning and evaluation - this involves promoting
and defending the principles, reminding participants
of their importance and benefits, and securing
resources

• problems tend to be complex and cannot be
solved by one agency alone – multi-dimensional
approaches are likely to be more effective
• working together can bring added value and
different perspectives
• partnerships can be designed to involve, and
to be responsive and accountable to, the
communities they are working with
• many sectors - community, voluntary
organisations and public bodies - will expect
to be consulted and may have much to offer.

• encouraging the involvement of all
stakeholders, facilitating and supporting
their participation - this may involve organising
specific training and capacity building to enable
all stakeholders to participate on an equal footing
• chasing progress and co-ordinating
contributions - this involves preparing timetables
of work for all those involved, ensuring that
stakeholders are clear about what and when to
contribute, and holding all parties to account.
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It is important that all partners agree about the need
for and nature of the leadership role. Co-operation
with leaders may be withheld if stakeholders feel that
their interests and needs are not being served - the
role of leader requires skills in diplomacy, negotiation
and persuasion.
The leadership role in urban land development is
likely to fall to staff involved in greenspace, whether
at policy, programme or project level. It should not be
assumed, however, that the role necessarily falls to the
lead provider. What matters most is that whoever
takes on the role has both the time and motivation to
do so, and accepts and is able to exercise the
authority that is needed to perform it well.

Introduction
Towards participation
A fundamental principle of the LEAP approach is that
all stakeholders should participate in planning and
evaluating those activities they have an interest in.
They should do so because they have a stake in what
happens, either as contributors to greenspace activity
or as beneficiaries. This emphasis on participation
does no more than reflect the underlying values of
community involvement and engagement.

Who are the stakeholders?
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Stakeholders are all those people with an active
interest in the inputs, processes, outputs and
outcomes of a particular greenspace activity. The
stakeholders will probably include:
• individuals in the community
• community organisations
• workers and managers in a range of
organisations
• resource providers.

When embarking on an activity, all
interested stakeholders should jointly
consider the following:
• what should be achieved and how this will be
done
• how performance in relation to objectives will
be evaluated and by whom.

Joint participation of this kind is increasingly required
or recommended in policy documents. It should
never be regarded as a token gesture. If people and
organisations are to be true partners, they need to
feel fully involved in a shared venture and their role
and authority must be respected.
Stakeholders are motivated to participate because
they recognise that by working with others, they may
improve their chances of gaining outcomes of benefit
to themselves. They will usually recognise, however,
that there has to be a 'trade-off' for these benefits,
such as helping others to achieve the outcomes they
most desire.
There are various reasons why some stakeholders are
less able to participate than others and these need to
be recognised and accommodated. For example, it is
well known, from the literature on participation, that
community members and representatives are often the
least well-supported.

Within communities, certain groups will be further
excluded by such things as language, disability or
poverty. Yet community participants are generally
required to make the greatest personal investment.
While agency staff are paid to be involved, and
elected members have to be seen to be active and
accountable, community participants are often
expected to give large amounts of time and energy
on an entirely voluntary basis. Moreover, staff and
politicians usually have administrative support and
access to research and information resources, which
community participants do not.
Community participants are often expected to take
part in meetings which use language and procedures
that are much less familiar to them than they are to
staff or politicians. Also, members of excluded groups
may face certain barriers, such as language, physical
access and cost. Clearly, if it is to be made to work,
there is a need to invest in providing effective support
for community participation. Engaging communities is
now a core requirement of many activities - amongst
others, it is written into community planning
legislation, with guidance and supporting material
available online. The guidance on Regeneration
Outcome Agreements also requires community
engagement as a cross-cutting commitment, as does
recent guidance on health improvement.
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Some organisations have difficulty in translating
this policy into their work on the ground. The
LEAP framework can help here because it sets out
the key stages at which communities can play a
part. These are:
• when identifying needs and issues, and
clarifying the purpose of an environmental
initiative, community engagement helps
provide focus
• when deciding what needs to change,
community visions can help make proposals
realistic and effective
• there are many opportunities for communities
to be involved in design and delivery, and these
can help build ‘social capital’, as well as being
cost effective and sustainable
• communities can and should be involved in
evaluation, learning lessons and contributing
to debates about what should happen next.

Understanding outputs and outcomes
The distinction between outputs and outcomes is
crucial, and often confused. An outcome is a desired
future state which we seek to realise through our
actions, but over which we do not have control. An
output is something we can do, and which we can
control, and which we hope will lead to the outcomes
we seek.

Underside and The Scrubs
For example, in Underside, the outcomes sought
are for it to be safe, attractive, and well-used.
The output is the development itself, the paths,
planting, management, signposting and, if the
community has been properly engaged, their
sense of ownership and interest. But we cannot
guarantee that the site will actually be safe or
well-used because these qualities may be
influenced by other factors, for example an
isolated incident of assault on the site could lead
to a general but inaccurate perception of it being
unsafe.

Self evaluation
Because LEAP is an action-planning framework, it
follows that users should adopt the framework to
produce a definition of the outcomes, indicators,
outputs, processes and inputs that apply to any
chosen piece of work. This will make it relevant to
the time, place, stage and scale of the piece of work.
This demands an investment of time and effort to
set up the framework and apply it to the work but it
brings the benefit that, having made the investment,
the application will be completely tailored to the
particular nature of the work.
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Scales and timescales
From the above, it can be inferred that LEAP may be
applied to small, short term activities as well as to
complex, long term ones. Often short term
interventions may be evaluated in the context of
how far they help lead towards the chosen long
term outcomes. For example, if a new project is
to be launched, it is important to think about what
messages it should convey and how these will link
to longer term aspirations.

Introduction
Key ideas in greenspace
It is clearly most important that the planning and
evaluation framework reflects the principles and
practice of greenspace work, as well as offering a
guide to planning and evaluation. During the
development of the framework, a lot of time was
devoted to debating and agreeing what should be the
core characteristics, or functions, of greenspace work,
around which the framework should be based. The
outcome of this work is captured in the tables in
Part 3.

16

At this stage it is perhaps time to ask what we mean
by greenspace and greenspace activity. Greenspace
is any vegetated land or water within or adjoining
an urban area. This includes: derelict, vacant and
contaminated land which has the potential to be
transformed; 'natural' greenspaces - natural and
semi-natural habitats; green corridors - paths, disused
railway lines, rivers and canals; amenity grassland,
parks and gardens; outdoor sports facilities; playing
fields and children's play areas; other functional
greenspaces e.g. cemeteries and allotments and
countryside immediately adjoining a town which
people can access from their homes

Greenspaces are the 'green lungs' of our towns
and cities, contributing to improving people's
physical and mental health by providing places
for informal recreation - walking, cycling, sitting,
socialising and children's play - and 'breathing
spaces’, where they can take time out from the
stresses of modern life. They bring the countryside into our towns and cities and make it
accessible from our 'backdoors'. Greenspaces
help to make neighbourhoods attractive places
where people want to live and work.
Greenspaces are multi-functional and are used by
many different people for many different things.
The quantity, quality, character, distribution and
accessibility of greenspace varies across Scotland,
reflecting local circumstances. Greenspaces include not
only areas to which the public have physical access,
but also visual access, for example, in the way greenspaces provide settings for buildings, communities and
everyday activities.
Greenspace activities cover a wide range of policy,
promotion and practical work. This includes the
design, creation and maintenance of greenspaces;
art, sport or cultural events aimed at encouraging
people to use and value their local greenspaces;
advocacy work to ensure that greenspace quality is
part of local or national strategies for regeneration
of urban areas and promotional events such as open
days, study tours and seminars.

Introduction
What is the framework for?
In the course of developing the Greenspace LEAP
framework, it was possible to identify the main
characteristics of the framework that would be useful
to activity at national, regional and local level. The
main requirements were that the framework should:
• meet funders’ expectations and engage with
their agendas
• be user-friendly
• be cost-effective
• be ‘owned’ by greenspace stakeholders –
addressing the greenspace vision and issues
• demonstrate the impact of environmental
development on health, the economy and
other aspects of quality of life
• work at each level of greenspace activity,
helping learning within and between levels.

In developing the framework, a wide range of
interests - funders, policy influencers, managers
and practitioners - were involved. Working in this
participative way and checking progress at regular
intervals, allowed us to check that these criteria were
being met. This means the framework reflects funders’
agendas, as well as capturing the essence of what
greenspace is about, thus securing ownership across
the movement.
Because the LEAP framework encourages users to
consider the wider impacts of their work, and to
evaluate this impact, it will encourage the emergence
of an improved body of knowledge about the impact
of greenspace on quality of life, as well as the
development of a better understanding of practice.
And because the LEAP framework is known in many
policy areas, including community learning and
development, community health, social inclusion and
volunteering, there are many practitioners and
managers who will understand it and use it.
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How does LEAP work?
In part two, we walk through each of
the steps in the LEAP planning and
evaluation cycle, explaining how it can
be approached and what questions
should be asked. Throughout, readers
may refer to the LEAP diagram on the
inside front cover.
Defining the needs –

What’s the problem?
It is important that the needs are clearly stated at the
outset, even if the various stakeholders have different
views about the reasons for the needs, and differing
priorities in terms of how they should be tackled.
Ways of identifying community needs are widely
available but regardless of whether or not a needs
assessment exercise is done, all those embarking on
a programme of change should ask themselves the
following questions:
• Why are we doing this?
• What issues and problems are we dealing with?
• Whose issues are they - the community's, the
agency’s or the policy makers?
• Have we checked whether our perception is
shared by others?

The discussion on the need-led approach in part 1
is also relevant.

Step 1: Agreeing a vision:

What needs to change?
Once the needs and/or problems have been identified,
the first step is, in partnership with all stakeholders,
to decide what we want to achieve in a given project
or programme i.e. our planned goals or outcomes.
Outcomes are the main focus of our activity, and
evaluation is about checking whether we have
achieved them, as well as learning from our
experiences.
Since they are the reason for doing the work, it is
important to understand that outcomes are the critical
focus for activity. Too often, evaluation focuses only
on output performance - in other words, simply looking at what has been done. This is pointless because
outputs are important only in so far as they lead to
the outcomes that are needed; they are not ends in
themselves. Their usefulness can only be assessed in
terms of whether they produce the desired effects.
But there is no guarantee that people or conditions
will change as hoped. In other words, partner bodies
and workers do not control outcomes and what
actually happens may be different from what is
expected. Nonetheless, they need to know what outcomes are being sought; otherwise they cannot judge
the value or effect of the outputs that take place.

LEAP describes the task of Step 1 as visioning the
outcomes. Visioning should focus on the experience
and hopes of participants themselves. It involves
answering the simple question: “What difference
should our actions make?” This helps to give purpose
and direction to a project and ensures that all
stakeholders are involved from the outset.
While visioning should always be tempered by realism,
in the context of exclusion and disadvantage, there
may be very low expectations of the potential for
change. So it is important to encourage ambition and
to think creatively.
LEAP recognises that the greenspace vision is informed
by the values of sustainability, participation and
empowerment. It also relates to particular policies,
especially those to do with regeneration, health
improvement and active citizenship. Thus, LEAP
provides clear pointers to the types of outcome that
participants may want to achieve.

Summary of Step 1
• Identify community needs
• Assemble the stakeholders
• Establish a vision of what needs to change
• Describe the vision as a series of outcomes
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How does LEAP work?
Step 2:

How will we know?

Step 1 identified outcomes, and in Step 2 we need
to decide how we know if these are being achieved.
Put another way, we need to know if our actions are
effective in producing the outcomes we planned.
For example, how can we judge whether participants
have acquired the skills they need, and whether they
are able to use them to improve the quality of their
personal, family or community life?
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To make such judgements, we need to collect
evidence in the form of measures or indicators of
change. Measures are used when there is a direct
relationship between the outcome and the way it is
measured – for example, fewer supermarket trolleys
dumped on The Scrubs is a measure of environmental
quality. It suggests a change in the perception of the
value of the space by trolley-dumpers, although in this
case it is an indicator, not a measure, because the
evidence is indirect rather than direct.
Evidence may be obtained from a variety of
sources and using a variety of methods, such as:
• records (e.g. plans, progress reports, funding
proposals)
• observation (of the use of skills, for example)
• asking questions, both of participants and
those who work with them

Whatever sources of evidence are chosen, it is
important to bear in mind:
• the value of getting perspectives from several
different sources, or in different ways. This
helps us to be more confident that we
understand what change has taken place
• the need to be selective about the indicators
we choose, to make the process of assessment
more manageable. Some indicators will help us
to understand several different outcomes, and
some methods of collecting information will
provide evidence on several indicators. This is
discussed more fully in Step 5.
Once we have agreed our indicators, we should
conduct a baseline study. This simply means gathering
evidence relating to where things stand at the start
of the process, using the indicators that have been
chosen. This information is needed so that when we
collect the evidence at a later stage, we will know
what has changed.

It is important to think ahead, so that we can plan
ways in which evidence can be collected, building
these into our activities and procedures. All participants
should be involved in this process. The aim is to
identify outcome indicators which relate to the
following questions:
• How much has changed? (quantity)
• How beneficial has the change been? (quality)
• Who has benefited and who has not? (equity)
• What resources have been used? (efficiency)
• How far have the planned outcomes been
achieved? (effectiveness)
It is vital that the stakeholders - in particular, the
funders, the partners who provide services and
support, and the people who benefit - agree on the
indicators to be used, and on the way they will throw
light on whether the activities have the impact
expected. Failure to reach this agreement may lead
to conflicts and problems at a later stage: for example,
funders may ask for evidence of change but none can
be provided because no records were kept.
Cases in which a project or programme is operating
within a context of national targets can present
particular problems in this regard. For example, where
a project is funded to contribute to national targets
on biodiversity, or is set within social justice milestones, there needs to be a shared understanding of
how the outcomes of the project, and the way these
are measured, can fall within the wider framework of
targets.

How does LEAP work?
Knowing what we want to do doesn't necessarily
mean we can do it. Step 3 is about working out a
plan of action and judging its feasibility. LEAP
identifies three components of action-planning:

The processes define the overall approach taken to
achieve change, and several are likely to be involved.
Before selecting these, the following questions need to
be considered:
• Will the processes achieve what we want?
(effectiveness)

• Be selective in the choice of indicators used

• being clear about the means and methods to
be used by stakeholders - these are called the
processes

• Try to gather as much factual and quantitative
evidence as possible

• specifying the particular action that each stakeholder will take - these are called the outputs

• In the light of other needs to be addressed, can
the level of resources required be justified?
(efficiency and equity)

• Complement this with qualitative evidence and
stories: these can be very powerful

• identifying the resources to be used and who
will provide them - these are called the inputs.

• Will all stakeholders be able/prepared to adopt
the chosen processes?

Summary of Step 2
• Together with other stakeholders, identify and
agree on indicators that will provide evidence
for measuring whether outcomes are achieved

• Use a variety of different sources and ways of
finding evidence
• Build the process of collecting evidence into
practice and procedures

Step 3:

How will we go about it?

We now need to think about how we are going to
go about making the changes that we want to see.
In thinking about this, we will be concerned with how
to engage with individuals and/or community groups,
and with the level of investment that will be made,
by whom. Though ultimately, greenspace must be
measured by its outcomes, we need to know what
the relationship is between the resources and methods
we use, what we do and the outcomes which result.
Therefore, our evaluation needs to include assessment
of the inputs, processes and outputs

What methods will we use?
(processes)
The processes are the means and methods we use
to bring about the changes we seek. Examples
include:

What will we do?

(outputs)
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The outputs are the specific things that will be done
to achieve the desired change, or outcomes. They
include such things as events, services, surveys,
conferences, promotional and media presentations,
training courses, participation structures, etc.

• investigating needs
• providing information
• building community confidence
• identifying opportunities
• project planning, design and development
• training
• action research
• advising
• collaborating
• marketing/publicising.

By definition, outputs are within our control, so we can
set targets for them. As well as setting targets for what
will be done, we can also decide in advance who will
do something and when it will be done, for example:
• the Planning Officer will undertake an audit of
the community uses of The Scrubs in Underside
and report to the community plan partnership
in three months
• the Greenspace Officer will organise a public
meeting to introduce and discuss proposals for
The Scrubs on 7 May.

How does LEAP work?
Output targets can be listed for all key activities
and can be classified in several ways, for example:
• engagement activities
• community building activities
• partnership activities
• development activities
• publicity activities

What resources will we use?

contribute and to try to maximise the benefits that
can be gained from combining their resources.
Be careful not to underestimate the value of the
community contribution. If you attach a monetary
value to the voluntary effort expended, it may well
outstrip the contribution of other stakeholders.
Unfortunately, not everyone will necessarily want to
use their resources in a positive way, so it is important
to think about possible negative inputs and how these
can be countered.

Summary of Step 3

(inputs)
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Inputs are many and varied, but generally come
from three main sources:

• Identify output targets (things we can do, who
will do them and when)

• the community (e.g. skills, commitment, local
knowledge, networks and motivations of local
people, the contribution of, and links to, other
community-run services)

• Identify the means and methods that will be
used (processes)

• the main provider(s) (e.g. dedicated staff time
and skills, funding for or lease of buildings,
equipment, services)
• other organisations external to the local setting
(e.g. European Community grants, government
policy statements and guidance).
Between them, stakeholders can contribute a wide
range of resources including skills, knowledge,
energy, time, money, equipment, facilities, relevant
and supportive policies. It is essential to be clear
about what each stakeholder is willing and able to

• Identify the inputs required

Linking Step 3 and Step 1
In Step 1, we may have identified some fairly broad
and ambitious goals for ourselves, so it is vital that we
think carefully about how our plans will bring about
the changes we seek. For example, our vision might
be to build a community environment that is inclusive
and welcoming for asylum seekers. The measures
identified in Step 3 may contribute to such an outcome, but we need to bear in mind that there will be
many other factors that could shape the outcome, or
what is achieved may not be all that we hoped for.
We need to check that the actions we have decided at
Step 3 are the most likely of all possible actions to
lead to the outcomes we seek.
For example, having worked through Step 3, we
might find that we do not currently have the capacity
to achieve the outcome we envisaged. If this happens,
we will need to return to Step 1 to review our
position and to identify what progress we can
realistically make. While it is right to be ambitious,
failure to achieve set goals can breed disillusionment,
so it is important to be realistic about our own and
others' capabilities.

How does LEAP work?
Step 4:

How will we know we
did it?

To check if we have achieved the things we planned
to do, we need to monitor our progress at intervals
throughout a project. The focus here is on monitoring
what happened, not on assessing whether it was
useful or not, or what impact it had. If we fail to take
all the steps we identified at the planning stage, it is
likely that we will also fail to achieve the intended
outcomes, so continuous monitoring is vital.
Monitoring should be focused on the relationship
between the outputs and the inputs and the processes
that led up to them. Each can be assessed on the
basis of efficiency, effectiveness and equity.
Thus, at Step 4, we need to put in place the means
of checking that every participant meets the
commitments that they have made, and to check that
the plan was actually put into action. This involves
identifying indicators that will tell us whether the
activities we plan are carried out in the manner
intended. We will set specific targets for when, where
and how we will undertake the activities we plan.
The indicators need to give us the information which
helps us to see whether we have met our targets. We
will also want to know whether our approach was
efficient and equitable. Did we use more or fewer
resources than necessary? Was everyone who should
have been involved enabled to participate? As well as
checking whether agreed actions took place,
monitoring is also needed to assess the quality of the
inputs and of the processes.

Underside and The Scrubs

If a newly-laid footpath (the output) at The
Scrubs breaks up and sinks after a month, one
might realistically question the quality of the
inputs (such as the knowledge of ground conditions, or the quality of the aggregate mix) or the
processes (how well the ground was prepared,
how exactly the workers involved conformed to
the instructions).

• What sort of feedback do you have on how
service users/colleagues experience your
activities? For example, are they seen as helpful,
well organised, informative or supportive?
We should emphasise the importance of giving a lot
of thought to the nature and type of information that
you need to gather and how you will collect it. LEAP
can provide a process for evaluation but, within this, it
is important to be clear about the information you will
need to collect to provide evidence about the evaluative questions you will be asking in the next section.

Participants need to agree on how they will report to
one another and establish a way of working that
ensures that all their activities are open to scrutiny by
others - it may be helpful to have an overall actionplan co-ordinator. The key questions to ask in Step 4
include:
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• Did all the things you intended to do actually
take place?
• If things didn’t happen, why not? What lessons
can be drawn from this, etc?
• Did the expected number and type of service
users, colleagues or others take part?
• If not, why not?
• What records or information do you have that
provide evidence that the events happened?

Summary of Step 4
• Decide what indicators will be used to monitor
progress (i.e. to check whether the activities
that were planned are actually carried out)
• Participants to agree on a way of reporting to
one another, and making their work available
for scrutiny by all

How does LEAP work?
Step 5:

Did we do it?
How useful was it?

Evaluation is the point at which we bring together
the evidence that we have and ask critical questions
about our work and its impact, so that we are in a
good position to plan what we do next. Such an
evaluation may best be done by bringing together a
cross section of the people who have a direct interest
in the work, which may include staff, service users,
advisers, managers and, perhaps, impartial outsiders
to facilitate and record conclusions.
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Step 5 is concerned with evaluation, with learning,
and with planning ahead. The evaluation of the work
done in a project involves assessing progress and
achievements to determine whether or not the
outcomes were achieved. Using the indicators agreed
in Step 2, evidence should have been collected
throughout the planned programme of work and this
evidence is the basis for assessing how far the inputs,
processes and outputs (Step 3) led to the outcomes
planned at Step 1.

Checking whether what happened is what was
planned to happen is not the whole, or the end, of
the story. We also need to know whether some things
happened that we did not anticipate, and whether
these things were positive or negative in their effects.
It is also important to consider how the roles played
by the various stakeholders had an impact on what
happened and how it happened. This is the 'learning'
part of Step 5 and only when all the above
information has been gathered together can
participants make a full review of progress and agree
on what needs to be done next.

Underside and The Scrubs
To take the example of The Scrubs, if our
baseline evidence tells us that the community
members interested in using part of the site as a
community garden had no previous experience of design or gardening, for example - and we set
out to provide support for the development of
such skills, we would need to know how effective
our contribution may have been.

The critical questions to ask include:
• Do you have the evidence and information you
need?
• What have you learned about the
appropriateness of the methods chosen and
your capacity to work with them? Looking at
the outputs – the things you have done –
should provide some evidence about this and
about the way the work has been carried out.
For example, have your actions been well
planned? Has there been good quality support,
advice, or guidance provided? How have you
dealt with any problems or obstacles?
• What has been learned about the inputs or
resources you have at your disposal - your
budget and its use, your staff and their
deployment, partner projects or departments
and their actual or potential contribution,
the policy and strategic framework in which
you operate?
• What has been learned about the theory of
your project? In other words, to what extent
have the things you did led to the outcomes
you sought? If you have succeeded, what have
been the factors that contributed to that
success and why? If there have been failures,
why have there been failures and what have
you learned so you might succeed next time?

How does LEAP work?
• What has the impact of your work been?
What evidence is there of change in partnership culture and practice, in the quality of the
environment, or in the quality of people lives?
How much of this change can be ascribed to
the work of your project – what would (or
would not) have happened if your project had
not been there?
• If you have been trying out innovative ways of
working, or new approaches, are you able to
reach some conclusions about their value, or
whether they should be changed or developed
in some way?
• Do you have useful evidence and indicators,
or lessons that you can share with others?
• Has the project been effective? To what extent
has it brought about the intended changes?
• Has the project been efficient? Has it brought
about change at a reasonable cost (money,
time, energy)?
• Has the project been equitable? Has it targeted
people with the greatest needs? What steps
have you taken to ensure that equalities issues
have been identified and addressed?

Summary of Step 5
• Assemble the collected evidence
• Evaluate the evidence to check whether what
was done led to the outcomes planned
• Decide whether the work was done efficiently,
effectively and equitably
• Think about what has been learnt from the
project
• Decide what should happen next, or in future

Review and improvement
Promoting and sustaining greenspace is an ongoing
process, and new initiatives may be needed from time
to time. However, those who participate in them are
often people who have already been involved, and
whose perception of needs, appropriate action and
satisfactory solutions is influenced by their previous
experience.
A poor experience is likely to reduce motivation and
commitment; a positive one is likely to enhance it.
This is true for all stakeholders, not just the
community participants. Positive collaboration leads to
increased confidence, understanding and trust which
all feed into future joint working. Negative experience
undermines partnerships and results in tension,
inefficiency and ineffectiveness.

Reviewing evidence systematically helps us to find
ways of doing things differently or better in future.
There is a danger, however, that we simply review
the evidence in a way that suits the convenience and
planning cycles of the providers, rather than the
priorities of the participants. A balance must be struck
between review and developmental improvements for
long-term strategic purposes, and more immediate
responses to needs. We need to be flexible, and we
need to be prepared to respond to different rhythms
and paces of development, always keeping in mind
the principle that our work should be need-led and
responsive.
To be consistent with the values and principles of
community engagement, mechanisms for review must
be participative. These mechanisms need to recognise
that ‘partnership’ means a shared venture involving
stakeholders whose relationship to each another is
based on mutual respect and understanding. While it
may seem simpler for lead providers to take
responsibility, to exclude other participants is likely to
lead to tension and conflict so it is vital to recognise
that volunteers and activists are just as much investors
in the process as public bodies, and that their time,
energy and commitment are just as crucial to
successful outcomes as that given by agency staff.
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How does LEAP work?
The ways in which reviews are conducted will obviously
be relevant to this issue of exclusion and inclusion,
and the following all have the potential to work well
from the point of view of involving all participants:
• community conferences
• stakeholder conferences
• cross-sectoral working groups
• focus groups

The review process will enable you to identify a
number of things, including:

• questionnaires and surveys.
• key issues
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Realising this potential is another matter, and will
involve taking steps to ensure that all those who
should be involved, are involved. The following are
some of the steps that can be taken:
• support communities and individuals to
participate
• help participants to prepare for events
• provide training opportunities

• lessons and insights from experience
• action priorities
• gaps in resources and the means of
filling them.
The insights obtained from the review and evaluation
process form the basis for deciding how to improve
practice and performance in future. This will include
identifying the development needs of all the
participants, by asking the following questions:

• involve participants from the outset
• bring in new participants as they become active
• use familiar settings
• agree clear objectives from the outset against
which review will take place
• agree realistic objectives and time-scales
against which review will take place
• allow plenty of time for the process.

• What skills and knowledge do workers,
managers, politicians, community
organisations or activists lack?
• How can these be met?
• Who can meet these needs?
* Can they be built in to future local planning or
wider strategy?

Very often, most development needs can be met from
the combined resources of the stakeholders, and this
is one reason why collaboration and sharing are vital.
Another reason is the obvious advantages that
collaboration brings in terms of sharing knowledge
and skills across organisational boundaries, leading to
improved performance. For example, greenspace
workers may require better understanding of health,
or vice versa; community organisations may require
knowledge and skills for securing funding but be able
to provide crucial insights in relation to aspects of
local culture or history.

The greenspace planning and evaluation framework
The greenspace planning and
evaluation framework

The table helps set out the evidence on which the
planning questions and evaluation questions set out
below can be answered.

This framework may be used by managers and staff,
and by community groups, to work out how best to
recognise the resources and skills that they have, and
how to use these when taking action intended to lead
to the changes that they seek. By using the LEAP
framework, they will be able to clarify what these
outcomes might be and how they could be measured,
focusing on what is actually to be done and how this
can be monitored and assessed.

Planning questions:
• What outcomes are intended?
• Are these outcomes desired by all the partners?
• Are the desired outcomes consistent with
greenspace values?
• What inputs are available?
• What processes and methods will be used?

The table on page 29 illustrates how the LEAP
framework can be applied in practice. It provides
prompts or triggers to help workers and others to
work with stakeholders at a local level to discuss and
agree what it is they hope to achieve, how they will
go about it and how they will evaluate their
performance (see the list of key questions on this
page). This is important as any community
environmental plan or evaluation framework must
bear the stamp of local priorities, as well as reflecting
who is involved and the nature of their motivation,
while making best use of the inputs that are available.
The table also provides a framework of ideas which
forms a basis for negotiation between stakeholders.
Although it lays out a core set of 'dimensions' and
'elements' for action in relation to greenspace, users
must identify their own priorities and agree what is
important and relevant to their context, resources and
needs.

• What outputs are intended?
• Will these lead to the intended outcomes?
• Can the outcomes be achieved efficiently and
effectively?
• What other outcomes could result?

• Were the outcomes desirable in the context of
the values and principles of greenspace?
• Were the outcomes achieved efficiently and
effectively?
• What has been learned?
• How, in future, will the lessons influence the
inputs that are made, the process that is
adopted, the outputs that are provided and
the outcomes that are sought?
The tables that follow are based on consultations with
people working in the Greenspace Scotland network
and, in particular, on the product of the working
groups that were established to agree outcomes and
suitable indicators. During this process it was agreed
that, as far as possible, the tables should be:
• adoptable by funders and users, reflecting the
interests of both
• cost effective – in other words, easy to
understand and measure

Evaluation questions:
• Were the intended inputs available and used?
• Were the intended outputs delivered?
• Did they lead to the intended outcomes?
• What other outcomes resulted?
• Were the outcomes desirable from the
perspective of all the partners?

• flexible – able to capture the unforeseen,
where possible
• applicable over time, from planning to
completion
• useful for both formative and summative
evaluation.
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The greenspace planning and evaluation framework
It was also agreed that the suggested indicators
should be:
• usable as a basis for agreeing funding

The ‘Places’ purpose is divided
into 4 dimensions (page 31):
• Greenspaces are welcoming

• usable as a basis for negotiation as well as
measurement

• to develop places that are fit for purpose

• Greenspaces are accessible

• usable to help define who the client is

• to work with people so there is the greatest
possible community benefit

• Greenspaces are fit for purpose

• sufficiently meaningful and attractive to
encourage buy-in.
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The Greenspace Leap framework is built around three
core purposes, which are described simply as ‘places’,
‘people’ and ‘impact’. This summarises the key
priorities of greenspace action:

As the Greenspace LEAP framework is adopted, it is
hoped that there will be a continuing review of the
framework and that new information and useful
indicators will be communicated and discussed.

• Greenspaces link to other strategies.

• to emphasise the value of greenspace to policy
in health, regeneration and other areas.
The ‘People’ purpose is divided
into 5 dimensions (page 38):
• Greenspaces are known and used
• People feel ownership of greenspaces

The following definitions
apply to the tables:

• People feel engaged and involved in
greenspaces
• Greenspaces promote social justice.

Purpose:

• Greenspaces promote health and well-being

a statement of the core aims of greenspace
Dimension:
each purpose can be divided into a number of
dimensions that are essential to its achievement

The ‘Impact’ purpose is divided
into 4 dimensions (page 45):
• Greenspace attracts investment

Element:

• Greenspace acts as a focus for partnership work

in turn, the dimension can be divided into elements:
these are at the level needed for detailed planning
and evaluation.

• Greenspace contributes to the local economy
• Greenspace is recognised as important by other
interests.

The greenspace planning and evaluation framework
We now describe how the tables work.
Column 1: Elements

This column sets out the elements of
greenspace to provide an overall
framework for identifying the outcomes
you seek.
It contains illustrations of how participants
or community conditions may benefit or
change as a result of greenspace activities.
The word may is used because it is
essential to understand that there may be
other significant influences which could
affect the outcomes. Therefore, you need
to assess what the contribution of any
particular activity has been. Equally, you
need to be aware that there may well be
outcomes, good or bad, that you did not
anticipate or plan for.

Column 2: Your outcomes

This is a blank column in which you can
record the outcomes you are seeking.
Alternatively, you may wish to use the
worksheets on pages 56 - 63 and you
may find it useful to check your planned
outcomes against Column 1.
Here, you should be concerned with the
effects of greenspace development - what
will develop or change for individuals or
communities? What is put in this column
are the things that you hope greenspace
may achieve for users and partners - does
it make a difference? Does it reflect the
vision for the environment? As has already
been stressed, in planning your work, it is
the outcomes you wish to achieve that
should be considered first. You can then
identify the processes and outputs that are
likely to contribute most effectively to
these objectives, and the inputs that will
be needed to support them.

Column 3: Possible indicators

This provides suggestions for the sorts of
indicators that could be used to assess
change in the conditions you are trying to
influence. These are only illustrations - it is
important that you define and agree the
indicators that will be relevant to your own
outcomes (Column 4).
29
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The greenspace planning and evaluation framework

Column 4: Your indicators

30

This is for you to record the indicators you
plan to use; to provide the evidence you
will need to tell you whether the changes
you hoped for have actually taken place.
You, together with other stakeholders,
need to identify the criteria that you will
adopt to determine whether you have
achieved the intended outcomes. This is
critical to the integrated cycle of continuous
planning and evaluation and the indicators
you will insert will be those you have
decided upon in Step 2 of the cycle
(see pages 20 - 21).
Both indicators and measures can be used
to assess change. Measures are used when
we need, or can get, direct information
about an output or an outcome - for
example, the number of people whose
income is below 50% of average national
income is a measure of poverty. An
indicator is a proxy measure used when the
outcomes or, more rarely, outputs cannot
be directly measured - for example, levels

of vandalism could be used as an indicator
of satisfaction with a greenspace.
In the worked example in the 'LEAP
worksheets' section, examples of both
measures and indicators are given. In the
tables, the relevant columns are headed
'indicators' but they may also suggest
measures.

Purpose:

Dimension:

Greenspaces are welcoming

Outcomes
table

Places 1
1
Elements

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspaces are safe

Recorded incidence of assaults,
accidents; reports from users and
non-users; perception studies

Greenspaces are clean

Litter surveys, air and water pollution
testing

Greenspaces provide opportunity

Evidence from users of activities that
greenspace has encouraged them to
undertake

Greenspaces are meaningful,
distinctive and understood

Provision and use made of explanatory
material on-site and off-site; use of
greenspaces by schools, community
organisations, visitors and their
consequent understanding

Greenspaces are user-friendly
(includes signage, toilets, seating,
litter policy etc)

Audits of these features; evidence from
user surveys or suggestion boxes

Greenspaces transform derelict,
uninspiring and wasted spaces

Before-and-after photos, videos, stories

4
Your indicators
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Purpose:

Dimension:

Greenspaces are accessible

Outcomes
table

Places 2
1
Elements

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspaces are relevant,
accessible and valued

BTCV countryside for all

Greenspaces are responsive to
community needs

Monitoring complaints; feedback from
user groups; evidence of community
involvement in design and development; use made of need assessment
studies

Greenspaces are visually
accessible

Extent to which greenspaces can be
seen and appreciated from within and
outside the greenspace area

Greenspaces are perceived to be
accessible

Feedback from users / potential users /
non-users of way greenspace is
perceived and any psychological or
perceptual barriers to access

Greenspaces are financially
accessible

Level and impact of any direct or
indirect charges or other costs

32

4
Your indicators

Visitor numbers; returns rate;
feedback from local attitude surveys
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Purpose:

Dimension:

Places 2
1
Elements

Greenspaces are accessible

Outcomes
table

(continued from p32)

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspaces are physically
accessible

Evidence of conforming to design
and legal requirements in this regard;
feedback from users: DDA compliance

Greenspaces link to transport
systems and corridors

Evidence of proximity and access
to and from public and personal
transport, level of integration into
walking and cycling routes

4
Your indicators
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Purpose:

Dimension:

Greenspaces are fit for purpose

Outcomes
table

Places 3
1
Elements
Greenspaces encourage play and
recreation

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

4
Your indicators

Numbers and demographics of use for
this purpose
GP referral schemes

Greenspaces encourage wildlife
and biodiversity

Numbers / changes in habitats,
species
Designations, surveys

34

Response from agencies in sector

Greenspaces reflect local culture
and heritage

User responses
Responses from special interests

Greenspaces encourage learning

Numbers and demographics of use for
this purpose.
Number and nature of links to schools
etc.

Greenspaces encourage meeting
and exchange

Numbers and demographics of use for
this purpose.
Provision and use of youth shelters,
focal points, adverts, organised walks
and events
Continued
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Purpose:

Dimension:

Places 3
1
Elements

Greenspaces are fit for purpose

Outcomes
table

(continued from p34)

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspaces encourage reflection
and contemplation

Evidence of literary and artistic
endeavour inspired by greenspace;
evidence from user surveys or profiles;
observation

Greenspaces provide
environmental protection (e.g
flood control, contamination
control, greenbelt protection etc)

Flooding risk / incidence

Greenspaces are robust and
appropriately managed and
maintained

Management plans; maintenance
schedules, users’ feedback

4
Your indicators

Levels of contamination
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Perception of level of protection
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Purpose:

Dimension:

Greenspaces link to other strategies

Outcomes
table

Places 4
1
Elements
Greenspaces link to health
improvement

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

4
Your indicators

Evidence of explicit reference to
greenspaces in policies, strategies
and activities in these sectors

Greenspaces link to education
Greenspaces link to regeneration

36

This may be in relation to a specific
space in local plans, or to councilwide policy

Greenspaces link to community
safety
Greenspaces link to community
planning
Greenspaces link to sustainable
development
Greenspaces link to biodiversity
Greenspaces link to business
development and tourism
Greenspaces link green environment to built environment
Greenspaces link to transport
policy

Note: depending on the details of
individual projects and areas, other
strategies may need to be added to
the elements
Continued
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Purpose:

Dimension:

Greenspaces are known and used

Outcomes
table

People 1
1
Elements
People are aware that greenspaces exist and that they can
be used

People are aware of the value of
greenspaces to their health and
well-being

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

4
Your indicators

Public surveys; monitored press
coverage; market research

User surveys, participant observation;
activity records

38
People are confident that they can
use greenspaces

People make positive use of
greenspaces
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Purpose:

Dimension:

People 2
1
Elements

People feel ownership
of greenspaces

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

People can communicate their
concerns, opinions, needs and
issues in relation to greenspace

Evidence of availability and use of
channels to communicate

People are confident that greenspace will respond to their needs

User / non-user surveys; community
and user meetings; opinion of staff in
a range of agencies

Outcomes
table

4
Your indicators

39
People are confident that their
views are being sought and
heard.

Evidence of use of feedback and
communication in development and
management; adoption of Standards
for Community Engagement

People feel in control of their use
of greenspace

User / non-user surveys; community
and user meetings; opinion of staff in
a range of agencies

People’s involvement is sustained
over time

Longitudinal studies; interviews;
resident perception studies

People have a positive attitude to
/ pride in greenspace. ‘A sense of
place’

Interviews, resident perception
studies; observed interactions
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Purpose:

Dimension:

People 3
1
Elements

40

People feel engaged and
involved in greenspaces

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

People explore options and
negotiate agreement over the
ways in which their involvement
can be secured and enhanced

Availability and knowledge of routes
to involvement; audit of procedures
and methods of involvement; user
feedback

Identified community organisations have a recognised role in
relation to greenspace

Formal recognition of role of
community organisations in
management, feedback or
development; monitoring of
relationship

Community organisations are
consulted and share in decisions

As above

The community is a recognised
partner in action and implementation

As above

The community leads the agenda
for change or development

Evidence of community having initiated
greenspace development and/or having
lead role in designing solutions

Outcomes
table

4
Your indicators
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Purpose:

Dimension:

People 3
1
Elements

People feel engaged and
involved in greenspaces

Outcomes
table

(continued from p40)

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

The community is actively involved
in planning and delivery

Numbers, activities, roles of community
members or volunteers in greenspace
activity; levels of satisfaction with these
roles

Greenspace contributes to
building community capacity

Records of activities undertaken
within greenspace activities to provide
training, support or resources to
community capacity building.
Evidence of community members
becoming involved in further
community activity or organisations

4
Your indicators

41

Continued

J

Purpose:

Dimension:

Greenspaces promote social justice

Outcomes
table

People 4
1
Elements

42

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Excluded groups are identified,
recognised and engaged in all
the foregoing dimensions

This aim being written into development and management plans;
recorded evidence of engagement
with excluded groups and its impact
on plans or activities

Greenspace development recognises the principles of equalities
and social justice and brings
communities together

Equalities and social justice principles
stated and interpreted in development
and management plans; systems in
place to support and train staff and
users

The views and needs of excluded
groups are sought and understood

Evidence that needs assessment
studies, monitoring and evaluation
procedures explicitly identify and
engage with excluded groups

Differences are acknowledged,
accepted and built into action
plans

Evidence of specific changes that have
been adopted in light of the above

Inappropriate behaviour and use
of power is challenged and
reduced

Appropriate guidance issued to staff
and volunteers; public information;
observation of behaviour; user
perceptions

4
Your indicators

Continued

J

Purpose:

Dimension:

People 5
1
Elements

Greenspaces promote social justice

Outcomes
table

(continued from p42)

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

The community organisations that
are involved adopt equalities
policies and practice

Records of community organisations

Communities develop their own
indicators for environmental
change and sustainability

Evidence of the process and product

4
Your indicators

43
Greenspaces are developed and
located in proximity to disadvantaged communities and excluded
groups

Proportion of greenspaces within /
adjacent to / readily accessible from
regeneration areas
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Purpose:

Dimension:

People 5
1
Elements

Greenspaces promote health
and well-being

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

People are aware of the
environmental / physical activity /
recreational factors that shape
their health and well-being

Questions in user surveys and/or in
general health and well-being studies
within health improvement planning;
views of health professionals

People are confident about their
ability to exercise control over
their health and well-being

As above

People are involved in activities
that promote their health and
well-being and sustain their
involvement over time

Observation; level of provision and
uptake of fitness / exercise related
activities using greenspace

People recognise that their involvement (in greenspace) contributes
to their health and well-being

Questions in user surveys and/or in
general health and well-being studies
within health improvement planning;
views of health professionals

People engage with others as they
use greenspaces

Observation; question in user or public
surveys

People have fun – they enjoy and
value their use of greenspace

As above

Outcomes
table

4
Your indicators
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Purpose:

Dimension:

Greenspace attracts investment

Outcomes
table

Impact 1
1
Elements

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Local people invest time and
energy in creating and sustaining
greenspaces

Hours of volunteer / community
member time spent on these tasks x
national minimum wage / average
wage

Greenspace activities attract
investment into the area from a
range of public and private
sources

Greenspace an identified factor in a
business location decision

Greenspace brings derelict /
brownfield sites into good use

Number of greenspace initiatives in
such sites; before and after studies

Greenspaces attract visitors who
spend money locally

Origin of visitors; evidence of spend
while visiting

4
Your indicators
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Purpose:

Dimension:

Impact 2
1
Elements

Greenspace acts as a focus for
engagement and partnership work

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspace activities engage all
relevant partners

National Standards for Community
Engagement - Involvement standard
and Working with Others standard

Greenspace activities adopt clear
planning arrangements

National Standards for Community
Engagement - Planning standard

Greenspace activities support all
participants

National Standards for Community
Engagement - Support standard

Greenspace activities use
appropriate methods

National Standards for Community
Engagement - Methods standard

Partners in greenspace activities
work together effectively

National Standards for Community
Engagement - Working Together
standard

Outcomes
table

4
Your indicators
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Purpose:

Dimension:

Impact 2

Greenspace acts as a focus for
engagement and partnership work

Outcomes
table

(continued from p46)

1
Elements

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspace activities encourage
sharing of information

National Standards for Community
Engagement - Sharing Information
standard

Greenspace activities are committed to continuous improvement

National Standards for Community
Engagement - Improvement standard

Greenspace activities provide
feedback to all concerned

National Standards for Community
Engagement - Feedback standard

Greenspace development is
monitored and evaluated

National Standards for Community
Engagement - Monitoring and
Evaluation standard

4
Your indicators
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Notes: The National Standards for Community Engagement have been developed to
provide measurable performance for community engagement. Further details can be
obtained from the Communities Scotland website: www.communitiesscotland.gov.uk.
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Purpose:

Dimension:

Impact 3
1
Elements

Greenspace contributes to the
local economy

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspaces increase land values

Land surveyor estimates of land value
within and adjacent to greenspace
before and after development

Greenspaces create local training
opportunities

Evidence of creation and uptake
of greenspace-related training
opportunities

Greenspaces create local jobs

Evidence of creation and uptake
of greenspace-related training
employment

Greenspaces source local goods
and services

Objective written into purchasing
policy; evidence in audited accounts

Greenspaces provide opportunities
for social enterprise and the social
economy

Evidence of discussions and development of social economy activities
around greenspace development

Outcomes
table

4
Your indicators
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Purpose:

Dimension:

Impact 3
1
Elements

Greenspace contributes to the
local economy (continued from p48)

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspaces are efficient and
cost-effective

Audit of social, economic,
environmental and cultural benefits
(as set out within the framework)
against development costs.
Evidence of added value

Greenspaces are community
assets that increase social capital

Evidence of additional bridging and
bonding associated with greenspace

Greenspaces encourage sustainable lifestyles / recycling and
re-use of resources

Objective written into policy; evidence
in audited accounts; source of
materials in greenspace development

Outcomes
table

4
Your indicators
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Purpose:

Dimension:

Impact 4
1
Elements

Greenspace is recognised as
important by other interests

2
YOUR outcomes
OUTCOMES
Your

3
Possible indicators

Greenspace has a high public
profile among the private, public
and voluntary sectors

Evidence from market research
and/or stakeholder consultations in
key sectors

There is widespread awareness
of the need for, and benefits of,
greenspace

The greenspace network expands

Greenspace is integrated into key
policy agendas

Evidence of explicit greenspace
references in national policies,
strategies, guidance and activities

Greenspace enjoys political support
at all levels

Evidence in strategies, policy
statements, party conference
resolutions, press coverage

Added value will be demonstrated
and shared

Evidence in strategies, policy statements, party conference resolutions,
press coverage

Outcomes
table

4
Your indicators
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Tools for practice
Introduction
This resource contains materials designed to help
Greenspace Partnerships and projects plan and
evaluate their work. It contains the following:
1. an evaluation pro-forma that includes the
critical trigger questions that should be considered
when planning or evaluating a scheme or project
2. a copy of the planning and evaluation tables
for photocopying
3. the LEAP worksheets – which may be
photocopied and which can be used to trigger
discussion and responses.

1. Planning and evaluation pro-forma
The following pages provide an outline for a planning
and evaluation report.

III. What needs/needed to change – the intended
outcomes (or impact) of our work (LEAP step 1)
Please consider whether your project/scheme is
trying to bring about:

I. Introduction and identifying information
• Name and contact details of the project and/or
programme, including the period of work
covered by this report and background and
contextual information.
II. Review / definition of needs and issues
• When the project/scheme was established, what
were the needs, issues or problems it was
designed to address? If a new project, what are
the needs, issues and problems?
• Who defined the needs and in what way?
• If an existing activity, have the needs, issues or
problems changed, or has the understanding of
them changed since the start or the previous
review?
• If so, in what way, and what is the evidence
that the needs have changed?

• changes in the way your organisation works, or
works with others
• changes in the way services are provided to
individuals or the wider community
• changes in the quality of life of individuals or
the wider community.
List the key outcomes or changes that your
project/programme is trying to bring about.
In other words – what difference do you hope
to make and see?
Please note: in considering these questions you may
find it helpful to refer to the tables in Part 3, which
map the types of outcome that are sought through
greenspace activity.
• Who has been involved, and in what way, in
deciding what needs to change?
• Are the outcomes/changes known to, and
shared by: service users, colleagues, other
related units or departments, other bodies,
managers and policy makers?
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IV. How we know what effect we have
(LEAP step2)

• How useful and readily available are the
measures and indicators you have chosen?

• Taking each of the key outcomes or changes
that you identified in section III, what
indicators and/or measures will you use to
discover whether any change has taken place?

Some information may be readily available but
of limited value. Other more useful information
may be harder to obtain. It is important that
the measures and indicators are reasonably
understandable and accessible, to avoid the
danger of them not being collected.

Note: There is a key distinction in relation to types
of evidence between measures and indicators.
A ‘measure’ is a quantified description of outcomes,
outputs or performance and is applied where there is
a clear and direct relationship between cause and
effect. An ‘indicator’ is a proxy measure, used when
outcomes, outputs or performance are not directly
measurable and where cause and effect cannot be
traced directly. It suggests, but does not prove, a
causal relationship and acknowledges that other
influences may be involved. Both measures and
indicators may be quantitative (how much has
changed?) or qualitative (how beneficial has the
change been?).

• Are you using a range of methods and
approaches?
If so, what are they? Methods and approaches
may include observation, varying forms of
questioning (including questionnaires, focus
groups, interviews, participatory appraisal) and
consulting documents and records. Using several
approaches will normally provide richer data and
better insights.

V. What we intend to do (LEAP step 3)

• Do you have information on the baseline – or
starting point – for each of the outcomes so
that you can say what change has occurred
over time?

• Please list the outputs that your project plans
(outputs are the activities you planned to carry
out).

• Will your chosen measures and indicators tell
you:

• In what ways do you expect these outputs to
help lead towards the outcomes you defined in
section I?

•

how much has changed?

•

how beneficial the change has been?

•

who has, and has not benefited?

Tools for practice
VI. Monitoring the work (LEAP step 4)
• How will you check that all the things you
intend doing (in section V) actually take place?
• What records or information will you have to
provide evidence that the events happened?
• What sort of feedback will you have on how
service users/colleagues experience your
activities? For example, are they seen as
helpful, well organised, informative or
supportive?

VII. Evaluation of progress (LEAP step 5)
Evaluation is the point at which we bring together the
evidence that we have, and ask critical questions about
our work and its impact, so that we are in a good
position to plan what we do next. Such an evaluation
may best be done by bringing together a cross section
of the people who have a direct interest in your work:
this may include staff, service users, advisers, managers
and, perhaps, impartial outsiders to facilitate and record
conclusions. The critical questions we should ask include:

•

If things didn’t happen, why not? What
lessons can be drawn from this, etc?

• Do you have the evidence and information we
need? If you have had difficulty in answering
any of the trigger questions in sections I to VI
of this guide, you may need to take steps to
improve your information or evidence base.

•

Did the expected number and type of
service users, colleagues or others take
part?

• What have you learned about the
appropriateness of the methods you have
chosen and your capacity to work with them?

• With this information you will be able to
answer the monitoring questions:

•

If not, why not?

We should emphasise the importance of giving thought
to the nature and type of information that you need to
gather and how you will collect it. The LEAP framework
can provide a process for evaluation but, within this, it
is important to be clear about the information you will
need to collect to provide evidence about the evaluative
questions you will be asking in the next section.

Looking at the outputs – the things you have
done – should provide some evidence about this
and about the way the work has been carried
out. For example, have your services been well
planned, has there been good quality support,
advice, or guidance provided, how have you dealt
with any problems or obstacles?
• What has been learned about the inputs or
resources you have at your disposal: your
budget and its use, your staff and their
deployment, partner projects or departments
and their actual or potential contribution, the

policy and strategic framework in which you
operate?
• What has been learned about the theory of
your project? In other words, to what extent
have the things you did led to the outcomes
you sought?
• If you have succeeded, what have been the
factors that contributed to that success and
why?
• If there have been failures, why have there
been failures and what have you learned so
you might succeed next time?
• What has the impact of your work been?
Looking at steps I and II, what evidence is there
of change in organisational culture and practice,
in the quality of greenspace, or in the quality of
people’s lives? How much of this change can be
ascribed to the work of your project – what
would (or would not) have happened if your
project had not been there?
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• If you have been trying out innovative ways of
working, or new approaches, are you now able
to reach some conclusions about their value, or
whether they should be changed or developed
in some way?
• Do you have useful evidence and indicators, or
lessons that you can share with others?
• Has the project been effective? To what extent
has it brought about the changes it intended?
• Has the project been efficient? Has it brought
about change at a reasonable cost (of money,
time, energy)?
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• Has the project been equitable? Has it targeted
people with the greatest need for the service?
What steps have you taken to ensure that
equalities issues have been identified and
addressed?

VIII. Forward plans (LEAP step 1)
The conclusions from the evaluation should be used to
inform the priorities and activities for the future. As a
product of the evaluation you should be able to set
out an action plan that includes:
• a review of the needs the project is designed to
address - and the outcomes that will be sought
in future. This may entail a review of the
original needs that the grant scheme/project
was designed to address or it may define new
or changed needs that have been identified by
the grant scheme/project evaluation.
• any improvements to the systems for gathering
information and evidence about both outcomes
and outputs
• any changes in methods and approaches that
may be needed in light of the lessons learned
• decisions or recommendations to seek
additional resources, or to use existing
resources more efficiently
• any training or support needs required to
facilitate the next stage of work
• any findings or evidence that you should
communicate to others – and how you
will do this
• activities you plan to do in the future: where,
when and with/for whom.

Tools for practice
LEAP worksheets
This section provides you with the tools to work with
your partners to consider how your project or
programme will plan and evaluate its work. Blank
space is provided, which you may use for recording
your responses as you work through the steps. You
may wish to photocopy these pages so you can re-use
them in the future.

Underside and The Scrubs
A worked example accompanies each stage to help.
This is based on a project to improve the ‘Swamp’ –
the example used in the text. The project intends to
provide an attractive greenspace and to maximise
community involvement.
The left-hand column on each page shows this
worked example. There are also notes and questions
at the bottom of each page for you to consider.
Identifying need is the first crucial step in planning any
project, and it is vital for focusing your vision for
change and your methods of action. In the example,
the needs are to tackle community safety problems
and provide better community space. The example
goes on to show how, at Step 1, the question of
‘what needs to change’ can prompt answers that

relate to the individual, the community and to policy.
Suggestions are given for ways of measuring such
changes (Step 2), and examples are provided to show
how the changes might be achieved in terms of
resources, methods and activities (Step 3). For Step 4,
output indicators are suggested for monitoring
progress.

outcomes in the Greenspace LEAP table. In this way,
a focus on a particular activity provides evidence in
relation to many aspects of practice that you may be
planning or evaluating. This interconnectedness means
that the tasks of planning and evaluation may not be
as daunting as they appear at first.

For Step 5, some questions are posed and examples of
the lessons that might emerge from the case example
are given.
The example relates to plans at project level. If the
same exercise were to be carried out in relation to a
broader programme, or in relation to policy development, you would be looking for different or wider
outcomes to do with organisational behaviour, and
would have different kinds of input, process and
output. The indicators would be concerned with the
performance and impact of the programme or policy
as a whole, rather than with a specific example.
Because of this difference, it is possible that particular
local projects would produce different evidence from
that which would come from an evaluation of the
broader programme. There can be failing projects
within successful programmes, and vice versa.
As you work through the sheets you may find that,
although the focus may be on one area of outcomes,
the indicators you would identify may be relevant to
other parts of the work. For example, by providing
information, supporting volunteers, and building
leadership skills you would be contributing to several
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Your notes
Identifying need
What are the
needs and
issues?

Scrubs example
Local businesses complain about
eyesore

Community concerns about safety
and drugs

Lack of open space in community

Health concerns about lack of
physical activity
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Things to think
about

• What needs and issues is
your project designed to
address
• Who defined these needs and
issues, and on what evidence?
Managers, staff, partners,
community, others?

• Were the service users,
community members and /
or potential beneficiaries
involved, and if so, how?
• What is the policy context in
which the needs are to be
tackled (eg: health,
regeneration, community
safety?)
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Step 1
What needs to change?

Your notes

What (now)
needs to
change?

Scrubs example
The Scrubs is turned into an
attractive community asset
The landscape is well managed
The community has access to a
range of health and recreational
opportunities
Child and adult health improves
Organisers and volunteers gain
confidence and skills
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New community activists get
involved

Things to think
about

Is change desired in:
• The quality of life for people,
groups and communities?
• The confidence and capacity
of people and communities
to improve their
environment?
• The culture and understanding of service agencies and /
or partners?

• Attitudes and perceptions of
the general public?
• Who has decided the
changes that are needed?
• Is this a shared vision
between users, volunteers,
staff, managers, others?

• What can you do to develop
ownership of the vision and
accountability in achieving it?
• Can you define your vision
as a set of anticipated
outcomes?
• Is the vision clear?

• Have the underpinning values
been considered?
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Step 2
How will we know?
(outcome indicators)

Your notes

How will we
know?

Scrubs example
The completed improvements

Evidence of management and
maintenance plans and their use

Use patterns, user profiles

Observation, interviews with
users and non-users
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Levels of outdoor physical activity

Active development plans, vibrant
local organisation

Number and turnover of
participants

Things to think
about

Are these the critical things
you need to know about?

• What level of resources has
been used (efficiency)?

• How much has changed
(quantity)?

• How far have the planned
outcomes been achieved
(effectiveness)?

* How beneficial has the
change been (quality)?
* Who has benefited and who
has not (equity)?

• Are these indicators owned
by the partners and
stakeholders?

• Can they be measured readily
– using existing information
sources, observation or
questioning?
• Can you establish a baseline
using these indicators?
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Step 3
What methods will we use?
(processes)

Your notes

What methods
will we use?

Scrubs example
Encourage discussion of options

Provide information
Support creation and
development of community
organisation
Provide ongoing advice and
professional support
Give personal support where
necessary to individual
participants
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Draw up development,
management and
maintenance plans
Publicise the development

Things to think
about

• Incorporate any particular
methods that your project
has developed (or should
develop)
• Consider and state why you
believe the methods you
choose will have an impact
on the changes you seek (as
defined in step 1)

• Assess your proposed
methods in light of your
project’s skills and capacity,
relationships with key
stakeholders, resource
availability, equalities
considerations
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Step 3
What will we do? (outputs)

Your notes

What will we
do?

Scrubs example

A community conference will be
held within 3 months to discuss
the site, issues, and options
An information pack on other
similar projects will be created
and available in time for the
conference

60

Work with community
organisations to agree means
of establishing project steering
group immediately after the
conference
Attend all steering groups to give
advice on funding, plans, training
and skill development

Be available as consultant to
steering group for six months
and then review
Things to think
about

• Consider regular activities as
well as occasional or one-off
activities
• Record what you will do in
the short, medium and long
term
• Check that activities are
consistent with the methods
you have chosen – and do

you have the capacity to do
them?
• Think about how and why
these activities should lead to
the outcomes you seek –
have you thought about and
planned for possible obstacles
or risks?
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Step 3
What resources will we use?
(inputs)

Your notes

What resources
will we use?

Scrubs example
Worker time and administrative
support
Knowledge of policy and plans

Enthusiasm of local volunteers

Funding package drawn from
relevant sources

Equipment
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Community networks for contacts
and knowledge

Things to think
about

• Think about material and
non-material resources
• Think about user / community
resources and assets, the
resources of your project and
its partners, other agency
resources that could be
engaged, external resources

• Think about the quality and
quantity of each, and how
they could be improved if
necessary
• Bear in mind that your
answers may lead you into a
mini-LEAP cycle if you need
to improve resources
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Step 4
How will we know we did it?
(output indicators)

Your notes

How will we
know we did it?

Scrubs example
Level of participation in
conference: participants’
evaluation of its quality
and relevance
Quality and relevance of written
materials suppled

Number of people getting
involved in steering group,
leadership in group, energy
and enthusiasm, targets set
and delivered
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Support and advice provided and
its value

Records of frequency and nature
of contact with volunteers;
satisfaction expressed

Quality and relevance of training
materials; user satisfaction record,
numbers of participants

Things to think
about

• This is monitoring – tracking
your outputs
• What do you really need to
know about and how will you
build it into your recording
and information systems?

• How can you ensure it will be
manageable, and that those
who need to produce records
will be well-disposed to doing
so?

• Can a system be developed
that all partners can sign up
to?

• Are there conflicts, or shared
opportunities, in the recordkeeping systems that funders
or managers require?
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Step 5
Evaluation

Your notes

How useful was
it? What have
we learned?

63

Things to think
about

Please refer to p24 for
things to think about
when evaluating.
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Planning and Evaluation Table
Note: This table outlines one way in which the planning and evaluation cycle can be summarised and recorded

Outcomes:

Step 1: Vision
What needs to
change
What now needs
to change
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Outcome
indicators:
Step 2: How
will we know?

Processes:

Outputs:

Inputs:

Step 3: How
will we go
about it

Step 3: How
will we go
about it

Step 3: How
will we go
about it

What methods
we will use

What we will do

What resources
we need
(including staff,
agencies,
community
involvement etc.)

Output
indicators:

Evaluation:

Key dates:

Step 4:
Monitoring

Step 5:
Evaluation

Actual date
achieved or

How we will
know we have
done what we
set out to do

Did we achieve
the outcomes?
How useful was
it?

Anticipated date
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