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NaB Impact Management Framework: from concept to
delivery

We designed our Impact Management Framework (IMF) in the programme
development phase, hardwiring a reflective practice throughout all work areas.
With many ecologists involved in NaB the concept of ‘counting’ progress against
targets was not an issue, but evaluation on ways of working and the impact to
communities and participant wellbeing was an area of growth we new we must
stretch to ensure we genuinely delivered against the Theory of Change model we
had used to build our partnership vision and demonstrate change for our
organisations and the sector at large.

Heritage Fund outcomes fundamentally shaped the design of our activity plans
for NaB, reflecting the 2020 funding period during which our partnership bid was
submitted. During Covid the Heritage Fund placed a particular emphasis on
well-being outcomes via heritage connection. We are proud to reflect this with
our emphasis on outreach to individuals most impacted by covid and of greatest
need for the wellbeing benefits of nature connectedness.

Embedding a reflective practice throughout our work has ensured that
evaluation results are used both to demonstrate performance to funders and as
a tool to improve and refine staff performance and work prioritisation. We knew
that the best forms of evaluation improve overall programme performance by
reinforcing to partners, stakeholders, and project staff “why we are doing this?”
and “how can we improve?”.

Considerable time and effort was invested in the development phase to quantify
the deliverables expected at the project level and at a Wales-wide scale via our
nationally coordinated work packages. With guidance from our RoSS consultant
Jane Davies and key support from Heritage Insider we packaged all expected
deliverables into an exceptionally large ‘Activity Plan’, with the addition of some
new columns to supplement the standard Heritage Fund activity plan table
design.

| knew then how important this resource would be if we were successful at the
stage 2 bid. With benefit of continuation from development to delivery phase |
scheduled one of my priority jobs in the summer of 2023 to convert our grant
winning ‘Activity Plan’ table into a functional programme reporting tool. This was
a huge job, but one that had to be cracked to ensure that all new staff arriving
fresh into their roles would have a blue-print for success and clear guidance on
how to plan their work on the impact that mattered most.

The language of ‘benefits realisation’ had already been baked into the IMF using
the principles of Managing Successful Programmes (MSPe), with an
accompanying Benefits Map to clearly show the impact flow from outputs,
outcomes and associated ‘measurable benefits’ (metrics), which in
combination would deliver the programme aims and partnership vision.

After a rebrand of project metrics into “BOOM! Tables” (Benefits, Outputs,
Outcomes and Measurements) new project officers could rapidly comprehend
the scale of their work programmes, and keep in mind the expected methods to
monitor and evaluate success. With “BOOM!” reporting in a 6-month cycle itis
the critical tool to monitor progress against outcomes, hard wire evaluation, and
adjust targets to reflect real world issues.

This mid-term report on measurable benefits has shone a light on areas of
particular success and highlighted where a re-group is required in the final 18-
months to realise all benefits to full potential.

John Clark

NaB Programme Manager (Jan 2020 —

Figure 1 - Adaptive Management Cycle. Adapted from
Commonwealth Scientific and Industrial Research
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Theory of Change

Central to designing the architecture of the Natur am Byth programme was defining a strong shared vision
across the partnership. A Theory of Change model was used in the pre-develop and funded development
phase to drive how and why a desired change is expected to happen in a particular context. It helped
articulate processes and pathways the programme will use to achieve its intended outcomes and impacts

and work towards accomplishing the 2040 long-term vision agreed by the partners in 2020.

Theory of Change has been a fundamental planning tool used throughout the programme, continually

The long-term programme vision and shorter-term programme aims (2021 - 2027) supported decision
making on what are essential activities within the Natur am Byth programme to ensure that the partnership
stays focused on agreed outcomes and how best to measure progress achieved. .

Originally the programme also used four programme strands to articulate activity, but within the delivery
phase these four strands did not aid reporting, as the programme aims underpinned project BOOM! Tables.
A decision was taken by the programme team to focus on the five programme aims that map across to
respective measurable benefits and are clearly associated with Heritage Fund outcomes.

supporting our evaluation during delivery phase.

Welsh Marine Treasures

PROGRAMME ACTIVITY

Place-based Projects

Pen LIyn ac Ynys Mén

Tlysau Mynydd Eryri

Bay: Coast, C:

Communities

Programme Outcomes Long Term Vision

: (2040)
All target species “
demonstrate positive AS da Iegacy Of Natur
movement on the species am Byth.....”

recovery assessment

A cross-taxa approach to

species recovery is the norm ....Wales’s rarest

wildlife thrives in

AlIM 1: wales' rarest wildlife thrives in recovering habitats Waleh Marchas

Saving the Shrill Carder Bee

Life-changing wellbeing
benefits from engagement
with nature are common

recovering habitats

Adder Action

place

AIM 2: show people why threatened species in Wales matter and n g
Swansea’s Stars of the Night
highlight the risks these species face —r——— R

High Brown Fritillary

L\YER Inspire people in Wales from all walks of life to take action for Scares Yallow Sally

species and mobilise diverse communities to benefit from and

are for the wildlife on their doorstep

6 Governance & Programme

AIM 4. Support cross sectoral collaboration to better understand and Management

find solutions to the most pressing issues for Wales” most [2) species Recovery Reporting for
5 Wales
endangered specie
© A
rts Engagement Programme
(9)

Q Impact Measurement & Legacy

AIM 5: Help a new wave of conservation ambassadors and practitioners

to emerge HED

A wider range of people are
benefiting from Wales’
amazing nature and
contributing towards caring !
for it

....people from all walks of life
feel that they belong in,
benefit from and care for

nature

Improved sectoral ability to
measure species recovery

....organisations across the
Increased ability to reach fabric of Welsh society
general public and new work together to care for
audiences in Wales
- nature and value the

Partnership staff, land
managers and contractors
are confident in delivering
new ways of working

benefits their community
get from it

....we have a more resilient
nature conservation,
environment and land

More people living in project
areas are empowered to take
action for nature

Conservation Grazing
Implementation

ity Support Sch Fundraising
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management sector that
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part of healthy ecosystems
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Linking Outcomes to Aims

The Heritage Fund outcomes drove the design of the
e ge dO omes (p a o0 “de ,

programme. Conceived at a time where both the people a5 o

and nature of Wales are facing unprecedented crises, HF 1 Awi.der range of.people will be. irlvolved in heritage & %
HF 2 [Heritage will be in better condition

Natur am Byth provided a unique opportunity to aid HF 3 |Heritage will be identified and better explained o

recovery with innovative, transformative solutions. HF 4 [People will have developed skills

As a programme comprising ten organisations working HF 5 [People w?ll have learnt about hgritage, leading to a change in ideas & attitudes x O '-
HF 6 [People will have greater wellbeing dld

across taxa in terrestrial, freshwater, and marine HF 7 [The funded organisation(s) will be more resilient

environments, it had the scope to be an exemplar eritage d Outcomes (seconda critagc

programme for Wales and beyond. HF 8 [The local area will be a better place to life, work and visit C
HF 9 [The local economy will be boosted

The Impact Measurement Framework and resulting aB Progra e O ome

BOOM! Tables described the quantitative and

qualitative measures used to report progress against

the Natur am Byth programme outcomes to ensure

clear reporting against National Lottery Heritage Fund

(NLHF) outcomes and other significant funders such as

Welsh Government and NRW.

The data can also contribute towards national reporting

under the Well-being of Future Generations Act, a

process co-ordinated by Welsh Government and public

bodies across Wales. This provides an opportunity for £ IS

an NLHF programme to contribute results towards one

of the only national frameworks in the world designed to

capture societal progress on well-being.

abB Long te 0 040 I

V.1 Wales' rarest wildlife thrives in recovering habitats

Inspire people from all walks of life in Wales to feel that they belong in, benefit from and care for
V.2 nature

Organisations across the fabric of Welsh society work together to care for nature and value the
V.3 benefits their community gets from it

A resilient nature conservation, environment and land management sector collaborates widely to
V.4 make a bigger difference for species that make up healthy ecosystems.




Benefits Map

The Heritage Fund outcomes drove the design
of the programme. Conceived at a time where
both the people and nature of Wales are
facing unprecedented crises, Natur am Byth
provided a unique opportunity to aid recovery
with innovative, transformative solutions.

As a programme comprising ten organisations
working across taxa in terrestrial, freshwater,
and marine environments, it had the scope to
be an exemplar programme for Wales and
beyond.

The Impact Measurement Framework and
resulting BOOM! Tables described the
quantitative and qualitative measures used to
report progress against the Natur am Byth
programme outcomes to ensure clear
reporting against National Lottery Heritage
Fund (NLHF) outcomes and other significant

funders such as Welsh Government and NRW.

The combination of over 600 measurable
benefits across the programme is what
contributes to the national figures outlined in
the red column within the Benefits Map to the
right. In practice this is a significant exercise
to tally MBs from place-based delivery and
required further work in Q4 2526 to ensure
that the system can capture all relevant data.
The mid-term review has been a vital process,
highlighting where further work on reporting
processes is required.

Outputs Programme Outcomes

(examples, there are more...)

s integrated multi taxa
landscape projects

All target species
demonstrate positive
movement on the species
recovery assessment

r ’ 6's‘ing|e species focused
projects

Vﬁuhew staff (FTEs) across GBA cross-taxa approach to
partnership species recovery is the norm
(&) Life-changing wellbeing
benefits from engagement
with nature are common

New species recovery
method developed and
applied to programme

2= place
F Commumcatnor'\s.& | A wider range of people are
engagement training  (f& benefiting from Wales’

programme for partner staff amazing nature and

contributing towards caring

F g NQtionaIly co-ordinated for it

place-based arts engagement

programme improved sectoral ability to

- measure species recovery
F National conference &

celebrating species exhibition

Eﬂ'u’ality, Diversity & Inclusion
' Training for environment
sector staff & volunteers

Increased ability to reach
mgeneral public and new
audiences in Wales

Partnership staff, land
managers and contractors
are confident in delivering

new ways of working

IProgramme Communications
Strategy

'l’ Impact Measurement Plan

*
(M&E strategy) More people living in project

areas are empowered to take
action for nature

r

Legacy Planning

New wave of conservationists
acquire skills to protect target
@ﬁ species

' Trainee & Placements
Scheme

" Nature & Wellbeing
assessments

Improved sectoral ability to
target nature connectedness

FCommunity support scheme for wellbeing

National Lottery
Heritage Fund

Qutcomes

A wider range of people
will be involved in
heritage

Heritage will be in
better condition

Heritage will be
identified and better
explained

People will have
developed skills

People will have learnt

about heritage, leading

to a change inideas &
attitudes

People will have
greater wellbeing

The funded
organisation(s) will be
more resilient

The local area will be a
better place to life,
work and visit
(secondary)

The local economy will
be boosted (secondary)

Programme

Measurable Benefits

[Prevent the extinction of 40 speciesin
! Wales

Reverse the decline of 27 threatened
species in Wales

Practical management & surveys on
146 sites restoring and protecting
>7,230 ha of habitat (terrestrial, FW
and marine)

{'—3"2','6666}&'idté’r’a’c’tid ns with
participants via direct engagement
"_7 Indirect engagement of at least
550,000 people via digital
communication

{ 22,900 volunteer hours donated by people
from all protected characteristics

{ 6,500 people will learn new skills
directly

180% of attendees report an increase in

‘ wellbeing as a
result of participation

!"lmprove feature condition status on
55 designated sites (national &
international)

75% of sectoral representatives report
N an increase in opportunities for

collaboration

communities empowered via £75,000

invested in local initiatives

Programme Aims
(2021 - 2027)

“During Programme delivery
Natur am Byth will...”

Aml

Help a targeted selection of
Wales’ most threatened
species to recover through
more resilient ecosystems

species in Wales matter and '
highlight the risks these
species face

all walks of life to take action
for species and mobilise
diverse communities to
benefit from and care for the
wildlife on their doorstep

|__Ama4 | -

| Support cross sectoral |
| collaboration to better
{understand and find solutions|
W to the most pressing issues

| for Wales’ most endangered
species

Aim S
T Help a new wave of
conservation ambassadors
and practitioners to emerge

100% of project partners report an
increase in Wales based capacity

Inspire people in Wales from |

Long Term Vision
(2040)

“As a legacy of Natur am

...Wales’ rarest wildlife
thrives in recovering habitats

..... people from all walks of
life feel that they belong in,
benefit from and care for
nature

...Organisations across the
fabric of Welsh society work
together to care for nature
and value the benefits their
community get from it

...we have a more resilient
nature conservation,
environment and land
management sector that
collaborates widely to make a
bigger difference for species

l as part of healthy ecosystems



Place-based Measurable

1 are
— scores .
. . r . to Date blind
Benefit Tracking I :Achieved O 6 nths, ena oy
_ ) I colleCted e view of progress tral
BOOM! Table metrics are collated via transparen revie ots and the cen
e
PowerBl to create a dashboard of progress | |ace_based prOJ
against original 4-year targets. The more | progfamme team.
complex multi-taxa projects have a higher I | e _
number of MBs to report @:ipr Project Measurable Benefit Measurable Benefit category Measurable Benefits Unit of I ACHI 0.2,= & Project
: g Alm Ref no. measurement DTO I TARGET D Adder Action
X DATE (metric)
The main focus for the central team over the | A l | [] Barbastelle Bat
last two years has been place-based Aim 1 I Welsh Marches WM.MB 1.1 Surveys & Monitoring effort improved 9 surveys will take place (3 surveys at 3 sites | 3 | 9
sites) to monitor for target lichen species D High brown fritill...
reporting over and above the level national l and report results. | | 07w )
reporting. This is due to the importance of Aim1 | Welsh Marches WM.MB 1.10a Training & knowledge exchange 3 specialist species recording events training session' 3 3 LIyn ac Ynys Mén
. | . I activities within the project area, attended by... | ] Project Mér
the project BOOM! Tables to focus project Aim 1 Welsh Marches WMME 1.10b People took action for heritage 30 members (volunteers) of the British target attendeel 46 I 30
staff on the tasks that matter most and | management / recording Lichen Society, and the Dipterists Forum | [ ] Scarce Yellow Sally
. . British Entomological and Natural .
directly contribute towards the programme | f—listory Society / C%Ieopterists Sodiety I I L] Shrill carder bee
aims. This aids good project management Aim1 ]  Welsh Marches WM.MB 1.10c People took action for heritage 4000 volunteer hours spent on specialist  volunteer days I 416 l 666 [] Stars of the Night
g t / recording species recording events 666 days = 6hr |
and monitoring of place-based outputs. I managemen s B
= 1 day) I wansea Bay
: : Aim 1 Welsh Marches WM.MB 1.11a Indirect digital engagement Reach 500 people on social media individuals 144 I 500
The first round of 6-month reporting took | I Tlysau Mynydd Er...
(people) |
place in 2024 and was a critical exercise Aim1 | Welsh Marches WM.MB 1.11a Species translocation / reintroduction  Fungal inoculation of approx. 30 living Trees | 50 30 B Welsh Marches
enabling the central team to work with | trees | I
project staff on a review of the original Aim 1 | Welsh Marches WM.MB 1.2 Surveys & Monitoring effort improved 9 surveys will take place (3 surveys at 3 sites 2 | 9
sites) to monitor for target bryophyte |
measurable benefits. In some rare cases it | species and report results. |
was apparent that the original benefit Aim 1 Welsh Marches WM.MB 1.3 Surveys & Monitoring effort improved 9 surveys will take place (3 surveys at 3 sites I 3 I 9
o ] ] o I sites) to monitor for target invertebrate I
description required tighter definition or had | species and report results. | rOjeCt
to be altered to adapt to a real-world issue. Aim 1 Welsh Marches WM.MB 1.4 Surveys & Monitoring effort improved 16 surveys will take place (4 surveys at4  sites I 4 I 16 EaGh. P s
. | sites annually) to monitor for target | Contrlbute 0
The update of measurable benefits can only fungus species and report results. | wards over 60
be approved by the programme manager. Aim 1 l Welsh Marches WM.MB 1.5 Surveys & Monitoring effort improved 1 site of national significance for target  sites | 1 to aB
pp y prog g | cross
I species Scutula circumspecta also with I MBS a
| Bryoria fuscescens will have detailed | - - ~
ammonia information collected, |
Nat“r I analysed, and presented in a report. | ’ \
im elsh Marches d ba pecies translocation / reintroduction sites will have threatened bryophytes  sites
Adfer rhywogaethau dan | Aim 1 Welsh Marches WM.MB 1.6 Speci I ion / reintroducti 3si ill h h d b h i | 0 I 3 / \
dam thh! fygythiad yng Nghymru | reintroduced from ex-situ grown material I I
Saving Wales’ contributing to recovery of Tortula | |
threatened species | canescens and Bartramia aprica | | \COUBnt OffITEa?urable
Aim 1 | Welsh Marches WM.MB 1.6b Indirect digital engagement Reach 500 people on social media individuals I 79 500 enetit ket no. /
(people) | \ P
J R —




BOOM! Table for Nationally Co-ordinated Work Packages (NCWPs)

BOOM! Table metrics are also collected for our Wales wide measurable benefits, which are
arranged under our 10 Nationally Co-ordinated Work Packages (see extract below). Some
improvements to data links are required to ensure that all relevant place-based delivery data is fed
into the national MBs under the relevant NCWP.

The relationship between place-based delivery and national co-ordination is a complex one, and the
time allocation within the central team to track activity must be carefully managed. Improved
systems to pull data adequately into the NCWP MBs will be reviewed in coming quarters.

All NCWP MBs are listed with their principal programme Aim, to aid reporting at the national level.
Using PowerBI a report can be produced to map MBs against Heritage Fund outcomes, which
would be welcomed for future progress reports to Heritage Fund.

Activity description Principle NaB ] Measurable Benefits (Wales- Unit of
Output Refno. . NaB Png Aim B Monitoring & Evaluation measurement
(Outputs) Prog Aim wide) TO DAT .
[+ | (metrid | [~
NCWP 1 — Governance & Programme Management
Recruit X g New wave of conservationists The funded sati MEETE 23 FTEs employed across the whole
ecruit core team an e funded organisation s . )
NCWP 1 i : OC9 |acquireskills to protect target HF 7 ) € . 10 programme within place-based projects Cenitral beam track via MEWP BOOM rable 23 23 FTEs
project officers _ will be more resilient : | . N
species and central team (exluding paid trainees)
New wave of conservationists The funded isati NCWR 1MB
€ Tunded organisation .
NCWF 1 oceo acquire skills to protect target HF 7 . g . 11 . ,  |Centralteamtrack via NCWP BOOM table 2 4 events
) will be more resilient : 4 Natur am Byth 'whole programme staff
species .
Partnership governance team gatherings (1 per year)
The funded organisation |MCWF 1ME . .
NCVEg OC2  |across-taxa approach to HF 7 will be mare resilient 12 16 Quartely partnership programme board |=2nelteam rackuia NCWR BOOM table 6 16  |meetings
Partnership governance species recovery is the norm meetings (4 per year)
The funded organisation  [MCWP1ME |16 Quartely Progress Reports & Claims to )
NCWP 1 Progress reporting and ocz2 Across-taxa approach to HF 7 will be more resilient 13 NLHF (4 per year) Benualteam rack vis NCWR BOOM 1able 9 16 report
claims species recovery is the norm
NCWP 1 ) oc?2 HE7 |Thefunded organisation |MEWRIME |7 Progressreportto LDTCS (every6months | ) nowe BOOM able 5 = report
Progress reporting and A cross-taxa approach to will be more resilient i3 over 3.5 years) P
claims species recovery is the norm
NCwp 1 |Progress reporting and OC?2 |Acrosstaxaapproachto HE7 [Thefundedorganisation :"g"""p 1ME |12 quarterly progress reportsand claims to |- o) e WP BOOM rable 7 12 |report
claims species recovery is the norm will be more resilient : Welsh Gov (3 year grant funding)
NCWP1 |Progress reporting and Improved sectoral ability to HE7 ﬂie funded orga r1 |-5atlur1 :dg'w'F' 1ME |16 Quarterly mpo_rt to NRW Programme Central team ack via NCWP BOOM rable 7 16 report
claims ocs measure species recovery will be more resilient Management Office (PMO)
Programme manager has to report
R R against MR corporate plan priorities on
The funded organisation  |NCWP1MB NaB outputs are integrated into corporate aquarterly basis. MaB was integrated
NCWP 1 HF 7 ) o 17 priorities. A minimum of 8 progress reports|into corparate plan with high level 6 8 report
Progress reporting and Improved sectoral ability to will be more resilient ! i soriti dashboard meic for P 23424, Py 25125
! ) against NRW corporate plan priorities. and FY 25126, Itis likely that corporate
claims OCS5  |measure species recovery dashboard metics will be aareed for FY'
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Highlights and insight from review of NCWPs

Nationally Co-ordinated
Work Packages (NCWP)

Reliance on place-

Description of work S -

Learning from the mid-term review

Top highs so far

Things that require particular focus

NCWP 1 - Governance &
Programme Management

Programme Governance, supporting
steering group, programme board and
various advisory panels and consultation
groups. Central team hosted by NRW.

Med °

NCWP 2 - Species
Recovery Reporting for
Wales

Partnership strength is high (Independent
Evaluation Specialists, JEM Associates,
Annual Report), and ideally these metrics
should be reported within the national
level Measurable Benefits (MBs).

All metrics on MBs for number of
partnership meetings and progress
reports are being met.

The central team provides the technical secretariate and governance drive
for the various decision groups and sub-groups across the programme. This
does create a bottleneck on capacity, and the partnership must ensure a
balance to ensure new tasks are balance with the de-prioritisation of other
work.

It may be helpful to invite input from the independent evaluation specialists
on some of the ‘ways of working’ targets outlined in the original MBs for this
NCWP. This could potentially be incorporated into their analysis of the
central surveys. Relevant data is likely already available for YR1 and is
expected to be available for YR2 surveys (from July 2026), so it may simply be
a case of drawing this information together.

Developing, trialling and delivering a
species recovery reporting system for
Wales most vulnerable species. Relies
upon mixed methods and monitoring
results from place-based projects.

NCWP 3 - Arts
Engagement Commission

Confidence growth in officers undertaking
species recovery assessment has been
clear, and the support of Footprint
Ecology, with some supplemental training
from the central team, has enabled timely
delivery of mid-term review scores.

The original national measurable benefits for species recovery were perhaps
too high (Prevent the extinction of 40 species / reverse the decline of 27).
These headline targets will be assessed at the end of the programme by
project staff and Footprint Ecology. At present, we are tracking progress
against the number of anticipated SRA steps for each taxon.

Procuring the services of a curator to take
an overview, guide the commissioning
process for 12 NaB associate artists
deployed across our 11 place-based
projects and develop an approach for
exhibiting / sharing in later stages of NaB
programme.

NCWP 4 - Impact
Measurement & Legacy
Planning

Outstanding results on engagement
numbers, reaching communities new to
nature and supporting a rich practice of
engagement and inspiration across the
programme.

More than double our EDI target for
reaching diverse communities.

We have an MB that states “50% of the conservation, arts and healthcare
sector report an improvementin cross-sector working and disseminate
learning widely.” As a programme, it would be helpful to consider how we
assess progress against this. With input from the independent evaluation
specialists, we may be able to draw on evidence from past and upcoming
central surveys. Alongside this, it would be valuable to reflect on how we
capture and evidence the wider shifts observed across the programme,
including those highlighted in the Creative Lead’s evaluation report.

Monitoring and evaluation activity that
takes place across all levels of the
programme and seeks to ensure robust
legacy plans are embedded within both
planning and delivery.

Good progress with reaching target for
number of signed land management
agreements, but improvement to
reporting this required through a deep
dive into our sites database.

Awareness of the need to review post programme management and
maintenance plans at steering group level is high, but the practical work of
reviewing suitability of post programme land management agreements and
monitoring plans must start in earnest in 2026.

Tighter system for review of active and upcoming land management
agreements is required. This was the responsibility of the Programme
Manager but requires more resource from other staff in the programme (or
consultancy support) to adequately review LMAs.

We have no data to report against the MB “60% of farmers report greater
synergy with conservation sector”. Suggest officers undertake direct
evaluation with landowners and focus on the landowners in receipt of NaB
land management agreements. Will need to consider the logistics of taking
this forward. Ensure PDO collaboration with approach too.




Highlights and insight from review of NCWPs

Nationally Co-ordinated
Work Packages (NCWP)

Description of work

NCWP 5 - Community
Support Scheme (and
place-based engagement)

Low value procurement scheme (£1k -

£5k) administered nationally, but with
place-based criteria agreed to ensure

that target audiences / communities are

in receipt of the funding. Place-based
engagement also included in MBs

Reliance on place-
based delivery

Learning from the mid-term review

Top highs so far

Things that require particular focus

Decision was taken to add the
reporting of all place-based
engagement under this NCWP.
Targets for number of
engagements has already reached
double the original 4-year target.

We have an MB which states “75% of attendees to over 70 place-based well-
being events report an increased sense of well-being”. Whilst place-based
projects have delivered 41 wellbeing-focused activities, some included
qualitative evaluation that could be highlighted, but others did not.

This seems linked to PDO experience in this area and our previous approach to
measuring wellbeing using WEMWABS, which was not applied by any project.

NCWP 6 - Specialist positive communications and Med *  We’ve surpassed our MB “Indirect **NEW TARGET** has been decided upon, as we were not capturing the positive
Communications & framing support and training engagement of at least 550,000 work undertaken by the NaB sponsored Welsh specie naming committee. This
Advocacy Strategy (consultant). Full time comms officerin people via Natur am Byth digital new MB is “NaB target species to receive an official Welsh name by close of
centralteam. Co-ordinated advocacy engagement”, reaching over programme, as part of a wider naming initiative (Cymraeg)”.
activity as part of comms strategy. 750,000
NCWP 7 - Conferences, End of programme conference, online Med * Diverse by Nature: key take away Design of the end of programme events and conference will be critical to

Exhibitions & Learning
Events

learning events (e.g. species
identification) and some place-based
best practice sharing events.

NCWP 8 —Trainee and
Placements Scheme

The combined action for supporting

volunteers, training staff and volunteers
and creating opportunities for short term

placements/trainees across the
programme

NCWP 9 - Conservation
Grazing Implementation

Arange of conservation grazing

interventions will be delivered across all

south Wales terrestrial projects, plus
some parts of the mid and northwest

Wales projects. Contractor support will
be commissioned in the delivery phase,
bringing site-based action together into

a package of learning and programme
wide impact.

NCWP 10 - Fundraising

Majority of fundraising is via the national

co-ordinated fundraising group. Main
focus is on charitable trusts and
foundations, with a low target for
corporate sponsorship.

thus far are the importance of
intersectionality, storytelling,
intentional action, and challenging
racism, alongside valuing lived
experiences and wellbeing.

cascade the learning effectively. Consideration of two versions of events is
already underway, to create one focused on practitioners so that tools on
species recovery and progressive engagement can be shared. Then a more
broadscale celebratory event.

The partnership are considering the best use of budget to achieve results and
complement outcomes from the final arts exhibition at Wrexham (NCWP 3).

Superb ‘feel-good’ part of NaB,
with central team witnessing
significant wellbeing benefits and
professional pride in teams who
manage a trainee. Can we capture
this impact?

There is the need for work to consider how best to capture data for this MB:
“Flexible, accessible, and inclusive policies and practices are adopted by
partners to improve diversity across all communities and groups”.

We may not meet our target for undergraduate and postgrad placements. Mostly
due to changes in approach from the academic partners.

Exceptionally well-received work
package.

Advice provided by the Kehoe
Conservation Ltd has been critical
to the delivery of many projects.
Superb sold-out conservation
grazing conference in November.

Data capture against these MBs has been sporadic and requires a review with
the conservation grazing contractor (Kehoe Conservation Ltd) and the
conservation grazing group (who oversee contract) to design quick capture
methods. Achievable, but requires attention to ensure the excellent work is
being captured.

The benefits of the advisory service to landowners is significant, but these need
to be captured.

Farmer business packages are behind schedule, but there is time to address
this.

Low .

£222,885 additional funding
secured to date, in addition to the
original settled budget.

No target set, but, monitoring of 'additional investment' is an important metric to
report, so that value for money and power of the partnership to secure continued
investment can be reported.




Dr Kristy Williams

NaB Projects Co-Ordinator
and Project Manager

Reflective practice in action: an insight from Dr Kristy Williams

This review of the central measurable benefits (MBs) has been vital to understand areas where we need to strategically focus our
evaluation efforts, to show achievement against our targets within the Nationally Co-ordinated Work Packages (NCWPs) and place-
based project delivery. The table below is my analysis of the NCWP MBs that we collect centrally, but that we don’t yet have figures
against or an agreed targets metric. Plus, the reasons why this is the case. In some instances, this is because these elements haven’t
been pulled out of our available data (i.e. we have the data but haven’t interrogated it yet) or because we don’t currently have a data
capture system in place for the metric in question. Actioning these gaps will be a focus for the next 6-months.

I’m interested to further explore how our programme wide and place-based MBs fit into our outcomes and aims reporting, and how it
all contributes together to show progress. | hope that the outputs from this mid-term review will help on this journey, and it will be

something the new Programme Manager, myself and the steering group can explore deeper with our Independent External Evaluators -
JEM Associates.

Principal Aim Measurable

Benefit Ref no.
NCWP 1 MB 1.8

Measurable Benefits (Wales-wide)

100% of project partners report improved ways
of working as a result of participating in PDGs

Monitoring & Evaluation

The annual 'central survey'
run via central team

Notes from Dr Kristy Williams

This can be addressed as part of the analysis of the central surveys. Data is
likely available for Year 1 and will also be available from the Year 2 surveys (from
July 2026). It’s a case of extracting the relevant information.

NCWP 1 MB 1.9

100% of project partners report improved ways
of working as a result of participating in Impact
Measurement Group

The annual 'central survey'
run via central team

This can be addressed as part of the analysis of the central surveys. Data is
likely available for Year 1 and will also be available from the Year 2 surveys (from
July 2026). It’s a case of extracting the relevant information.

NCWP 1 MB 1.10

100% of project partners report improved ways

of working as a result of acting upon advice of
the NaB Engagement and Inclusion Advisory
Group (EIAG)

The annual 'central survey'
runvia central team

This can be addressed as part of the analysis of the central surveys. Data is
likely available for Year 1 and will also be available from the Year 2 surveys (from
July 2026). It’s a case of extracting the relevant information.

NCWP2MB 1.0

Prevent the extinction of 40 species in Wales

Refer to species recovery
assessments from Footprint
Ecology

These headline targets will be assessed at the end of the programme by project
staff and Footprint Ecology. At present, we are tracking progress against the
number of anticipated Species Recovery Assessment steps for each taxon.

NCWP 2 MB 1.1

Reverse the decline of 27 threatened species
in Wales

Refer to species recovery
assessments from Footprint
Ecology

These headline targets will be assessed at the end of the programme by project
staff and Footprint Ecology. At present, we are tracking progress against the
number of anticipated Species Recovery Assessment steps for each taxon.

NCWP 3 MB 1.2

50% of Conservation, arts and healthcare
sector report improvement in cross sector
working and disseminate learning widely

The annual 'central survey'
run via central team and
programme-wide staff

reflections.

This can be addressed as part of the analysis of the central surveys. But we also
need to think about how we include the shifts that have been witnessed across
the programme and those discussed in the Creative Lead's evaluation report.




Principal Aim Measurable

Measurable Benefits (Wales-wide)

Monitoring & Evaluation

Notes from Dr Kristy Williams

Benefit Ref no.
NCWP 3 MB 1.4

50% of participants of placed-based
art activities report increased well-
being

Creative Lead evaluation
report

Data from the evaluation report doesn’t align with this statistic. Can it be altered to line up with it? For example:
Nature Connection : 27 activities: strong emotional/sensory ties

6«

Participants felt “at home” “peaceful” “related to nature”
Wellbeing : 22 activities boosted mental health & confidence

Described as “transformative” “hopeful” “a breath of fresh air” “These workshops came at such an important
time... brought overwhelming joy and a sense of hope.”

NCWP 3 MB 1.5

70% of participants report increased
understanding and awareness of
equality, diversity and inclusion as a
result of participation in the arts
engagement programme

Creative Lead evaluation
report

I'm not sure who the participants are in this metric. We've realised the need to allow PDOs to undertake EDI
data collection only when they feel comfortable, and to also encourage creative methods for collection, but
this is not a result of the Arts Engagement Programme. The Artists were already more comfortable with
capturing EDI data.

NCWP 4 MB 1.5

60% of farmers report greater synergy
with conservation sector

There is no data at
present to report against
this MB.

There is currently no data available to report against this MB. It is recommended that officers undertake direct
evaluation with landowners, with a particular focus on those in receipt of Natur am Byth land management
agreements. Consideration will need to be given to the practicalities of delivering this work, including
resourcing and coordination, and it will be important to ensure full collaboration with PDO colleagues
throughout the process.

NCWP 5 MB 1.4

60% of attendees have increased
understanding and awareness of
equality, diversity, and inclusion

Same comment as above for NCWP 3 MB 1.5.

NCWP 5 MB 1.6

75% of attendees to over 70 place-
based well-being events report an
increased sense of well-being

Place based projects have delivered 41 activities focused on wellbeing. Some of these activities are supported
by qualitative evaluation that could be highlighted, while others are not. This variation appears to be linked to
differences in PDO experience in this area, as well as to the previous approach to measuring wellbeing using
WEMWBS, which was not adopted by any project. Work is now underway to explore alternative approaches to
measuring wellbeing. It may be useful to review qualitative data from past activities and, where there is clear
supporting evidence, classify these as delivering wellbeing.

NCWP 5 MB 1.7

50% of communities involved in co-
creating events report improved social
relationships and an uplift in sense of

value

It would be possible to link this to the Community Support Scheme evaluation. If this approach is agreed, the
relevant evidence could be incorporated within that evaluation, and there does not appear to be any significant
barrier to achieving this.




Principal Aim

Measurable Benefit
Ref no.
NCWP 4 MB 1.6

Measurable Benefits (Wales-wide)

Land management advice: 60% of Landowners
and land managers report improved ways of
working as a direct result of species protocol /
guidance

Monitoring & Evaluation

Post event surveys

Central survey

Notes from Dr Kristy Williams

Central surveys are expected to generate some of this data. However, it is also
recommended that this assessment is incorporated into the PDO evaluation with
landowners, as outlined above.

NCWP 6 MB 1.3

80% of partnership staff demonstrate increased
understanding and implementation of accessible
and inclusive communications

This will need to be monitored through the central survey in 2026 and 2027 to assess
changes in understanding. The central team will need to incorporate an appropriate
question or statement within the survey to capture this information effectively.

NCWP 6 MB 1.5

80% of local businesses report positive
outcomes because of involvement with Natur am
Byth

This may already be reflected in last year’s central survey. It will also be important to
emphasise that the survey should be circulated as widely as possible among local
businesses. In addition, a downloadable version of the survey tailored to local
businesses will be developed, enabling PDOs to use it flexibly when engaging with
individual businesses.

NCWP7MB 1.3

Diverse by Nature: 50% sector reports
increased action and progress as a result of
learning events hosted by diversity pioneers
working in environment sector

Proposal to update this MB to new wording as follows: “50% of attendees report
increased likelihood to take action and understanding of different lived
experiences.”

These webinars are already pushing boundaries simply by taking place. However,
there is currently limited opportunity to follow up with participating organisations.
There is potential to deliver a similar series within NRW, subject to capacity, which
could enable a more in-depth exploration of impacts.

Feedback gathered from the webinars to date provides a useful initial evidence
base. The session received 38 responses, with 87% reporting that it supported
inclusion and representation, and 78% indicating increased understanding of lived
experiences. Around 82% of respondents felt more empowered to see a place for
themselves within the sector, while 80% stated they were likely or very likely to
apply what they had learned.

Key themes emerging from participant feedback include the importance of
intersectionality, the value of storytelling, the need for intentional action and
challenging racism, and the significance of lived experience and wellbeing.

NCWP 8 MB 1.4

Flexible, accessible, and inclusive policies and
practices are adopted by partners to improve
diversity across all communities and groups

Post event surveys

Central survey

Need to think about how we capture this, as it is frequently being done. Developing
case studies could be one approach.l also need to highlight to PDOs that this is
something we are looking to monitor. Are they asking whether there was anything

about events that could have made them more inclusive?
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Measurable Benefit % progress within each
programme aim

The granular detail on progress with measurable benefits within each place-
based project can be analysed by any colleague with access to the MS Teams
Data dashboard PowerBI. With a high number of measurable benefit categories
and units of measurement it is not possible to present an overview of progress to
date across the entire programme without reverting to a percentage progression
metric. This is the only universal metric that enables high level reporting against
our programme aims.

The shortcoming of this approach is that some projects only report a small
number of MBs against certain programme aims., therefore, the resulting
percentage figure is disproportionate to the contribution expected from that
project.

Further analysis is required to rank the projects by their expected contribution
towards certain aims. E.g. those projects with a greater concentration of citizen
science activities will naturally deliver more against Aim 3 and Aim 5. Those
projects targeting more diverse audiences will deliver proportionately more
against Aim 3.

It is hoped that upon receipt of the next round of 6-month MB reports, analysis
can be presented to the programme board and funders based upon MB category
(e.g. species translocation / introductions; site; etc) to present depth within the
metrics.

Adfer rhywogaethau dan
fygythiad yng Nghymru

Saving Wales’
threatened species
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Average % Completion of Measurable Benefits per Aim and Project

100

Measurable Benefits % Completion
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Aim 1
Programme Aim

® Average of NCWPs % Complete
@ Average of PLacYM % Complete
@ Average of SBCCC % Complete
@ Average of SBSoN % Complete
® Average of SCB % Complete

@ Average of 5Y5 % Complete

® Average of TI.ME % Complete
@ Average of Mor % Complete

@ Average of HBF % Complete

@ Average of BB % Complete

® Average of AA % Complete

® Average of WM % Complete
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Aim1

NCWPs MBs % Complete
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T.I.ME MBs % Complete
22.90

PLacYM MBs % Complete
76.45

BB MBs % Complete
51.03

WM MBs % Complete
49.35

Mér MBs % Complete
52.78

AA MBs % Complete
70.00

HBF MBs % Complete
37.36

SCB MBs % Complete
31.58

SBCCC MBs % Complete
34.42

SYS MBs % Complete

100.00
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Average % Completion of Measurable Benefits per Aim and Project
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Measurable Benefits % Completion
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Aim 2

Programme Aim

@ Average of NCWPs % Complete

@ Average of PLacYM % Complete

@ Average of SBCCC % Complete

@ Average of SBSoM % Complete

@ Average of SCB % Complete

@ Average of SYS % Complete
Average of T..ME % Complete

@ Average of Mor % Complete

@ Average of HBF % Complete

@ Average of BB % Complete

@ Average of AA % Complete

® Average of WM % Complete

Aim 2

NCWPs MBs % Complet=

reporting "
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SBSoN MBs % Complete

27.06

T..LME MBs % Complete
37.67

PLacYM MBs % Complete

39.45

BB MBs % Complete

51.79

WM MBs % Complete
1454

Mér MBs % Complete

96.88

AA MBs % Complete

59.50

HBF MBs 9% Complete

28.17

SCB MBs % Complete

11.54

SBCCC MBs % Complete

35.50

SYS MBs % Complete

22.50
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Average % Completion of Measurable Benefits per Aim and Project

100

Measurable Benefits % Completion
(3]
[=]

0

Al 3

Programme Aim

® Average of NCWPs % Complete
@ Average of PLacYM % Complete
® Average of SBCCC % Complete
@ Average of SBSoN % Complete
@ Average of SCB % Complete

® Average of SYS % Complete

® Average of TLME % Complete
@ Average of Mér % Complete

@ Average of HBF % Complete

@ Average of BB % Complete

® Average of AA % Complete

@ Average of WM % Complete

Aim 3

NCWPs MBs % Complete

35.92

SBSoN MBs % Complete

74.67

T..LME MBs % Complete

0.00

PLacYM MBs % Complete

65.02

BB MBs % Complete

39.26

WM MBs % Complete

7.93

Maor MBs % Complete

91.56

AA MBs % Complete

444

HBF MBs 9% Complete

81.27

SCB MBs % Complete

22.68

SBCCC MBs % Complete

25.47

SYS MBs % Complete

4278
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Average % Completion of Measurable Benefits per Aim and Project

100

Measurable Benefits % Completion
=

Aim 4
Programme Aim

@ Average of NCWPs % Complete
@ Average of PLacYM % Complete
® Average of SBECCC % Complete
@ Average of SESoN % Complete
@ Average of SCB % Complete

@ Average of 5YS % Complete

® Average of T.L.ME % Complete
@ Average of Mér % Complete

® Average of HEF % Complete

@ Average of BB % Complete

@ Average of AA % Complete

® Average of WM % Complete

Aim 4

NCWPs MBs % Complete

33.23

SBSoN MBs % Complete

0.00

T..ME MBs 9% Complete

33.55

PLacYM MBs % Complete

100.00

BB MBs % Complete

40.00

WM MBs % Complete

0.00

Mar MBs % Complete

70.83

AA MBs % Complete

HBF MBs % Complete

25.00

SCB MBs % Complete

27.53

SBCCC MBs % Complete

29.64

SYS MBs % Complete

66.67
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Average % Completion of Measurable Benefits per Aim and Project
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Measurable Benefits % Completion
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Aim 5

Programme Aim

@ Average of NCWPs % Complete
@ Average of PLacYM % Complete
® Average of SBCCC % Complets
@ Average of SESoN % Complete
® Average of SCEB % Complete

@ Average of 3YS % Complets

® Average of TLME % Complete
@ Average of Mor % Complete

@ Average of HBF % Complete

@ Average of BB % Complete

@ Average of AA % Complete

® Average of WM % Complete

Aim 5

NCWPs MBs % Complete

67.34

SBSoMN MBs % Complete

71.67

T.LME MBs % Complete

0.00

PLacYM MBs % Complete

100.00

BB MBs % Complete

100.00

WM MBs % Complete

21.70

Mor MBs % Complete

96.67

AA MBs % Complete

0.00

HBF MBs % Complete

15.00

SCB MBs % Complete

57.96

SBCCC MBs % Complete

22.95

SYS MBs % Complete

14.29
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