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International
Approaches to
Evaluating
Heritage

SECTION 1
British Council’s approach to
evaluation

Where do you think you are?
•No clear need
for the project
established
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www.britishcouncil.org

•The project is
linked to specific
strategic and
stakeholder
needs
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Where do you think you are?
•No assessment
of how best to
implement
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www.britishcouncil.org

•Detailed
planning and
assessment of
how to
implement
effectively that
involves all
stakeholders

5

Where do you think you are?
•No specific
measurable
outcome/impac
t objectives

012345

www.britishcouncil.org

•Specific
objectives for
implementation
and impact
outcomes
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Where do you think you are?
•Reporting on
projects is input
focussed (what
we spent, what
we did, how
many people
attended)
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www.britishcouncil.org

•Reporting on
project is
outcome
focussed (these
are the effects
and results of
what we did)
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Why evaluate?

“More importantly getting better at evidencing how brilliant
we are - showing, measuring, monitoring, evaluating and
telling our story incredibly brilliantly - then everything else will
look after itself, including the money.”
Ciarán Devane, July 2016
Collectively, we can tell a powerful story about the valuable
impact of public and private investment in the arts globally.

• To demonstrate what we are achieving as an
organisation as simply as possible for external
scrutiny – Triennial Review, ICAI, etc
• Improve the Strength of evidence – a more
rigorous approach to capturing and analysing
evidence of impact
• Emphasises a thematic approach to programming
and evidence

8 RESULT AREAS
Arts

English

People’s lives are
enriched by arts and
culture and cultural
heritage is valued.

Good English
teaching helps
people to study and
work and to develop
careers, confidence
and networks.

Young
people

Women and Civil
Qualification
girls
Society and s Students and
Women and girls
professionals get
Justice
participate in, and
internationally

Young people (aged
4 to 30) have the
skills, resilience and
networks to find
pathways to better

benefit from,
decision making and
social change.

Higher
Skills and
Education
enterprise
have the skills
and Science People
to be employable and
People in tertiary
education and
research institutes
get access,
partnerships, training
and collaboration
which contribute to
more prosperous,
sustainable and
equitable societies.

Citizens interact with
states in ways which
encourage

to build inclusive and
creative economies
which support stable
and prosperous
societies.

recognised UK
qualifications for study,
life and work.
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REFERENCE: Heritage Cycle developed by Simon Thurley. Graphic
developed by cultureindevelopment.nl

Cultural
Protection Fund

• In June of 2016 the British Council launched the
£30million Cultural Protection Fund, in
partnership with the UK government’s
Department for Digital, Culture, Media and Sport
(DCMS),

• The aim of creating sustainable opportunities for
economic and social development through
building capacity to foster, safeguard and
promote cultural heritage affected by conflict
overseas.
• Projects relating to cultural heritage in 12 target
countries in and around the Middle East and
North Africa (MENA) region: Afghanistan, Egypt,
Jordan, Lebanon, Libya, Iraq, Occupied Palestinian
Territories, Sudan, Syria, Tunisia, Turkey and
Yemen.
• Applicants are required to provide evidence of
benefit and need from the perspective of the
target country

What
happens?

Who is
involved?

What happens to direct
participants in the short term?

What happens next, to direct and
indirect participants?

What are the longer term changes to
communities, societies and markets?

(activity and quality)

(audience)

(learning outcomes)

(action outcomes)

(legacy outcomes)

Support and
funds for
initiatives
designed to
protect
cultural
heritage
where it is
at threat of
destruction
To include
I
support for
protection
of cultural
sites,
artefacts,
and of
more
intangible
culture and
ways of
living

Heritage and
cultural
organisations
and
institutions
(Including UK
museums,
universities and
cultural
organisations)

UK Based
Heritage
expertise
(Including
individuals in
academic and
heritage
institutions)

Overseas
Stakeholders
(Including
heritage and
antiquity
ministries,
museums,
universities and
archiving and
cultural
institutions)

Organisations able to develop
innovative approaches to cultural
protections with partner
organisations in conflict-affected
regions
Organisations work together to
identify key cultural protection skills
and resources that can be shared

Organisations build cross-cultural
and international networks through
responding to protection challenges
Technical skills and expertise in
conservation, archiving and
preservation enhanced
Technical skills and expertise in
conservation, archiving and
preservation enhanced
Increased access to technical
expertise for archiving,
conservation and curating.
Stronger connections with UK
heritage and cultural
organisations and practitioners .
New approaches to cultural
protection explored including
digital mapping and community
engagement projects

- Organisations feel the benefit of
internationalisation and the
involvement in international
development programmes
- Organisations model new
approaches to economic and social
development challenges
- Organisations establish better
relationships with international
counterparts and agencies overseas
- Organisations develop new
enterprises and forge new networks
- Increased capacity for UK based
Cultural protection expertise
- Specific areas of expertise
amongst UK practitioners
developed and recognised
- UK Experts in areas including
preservation consultation and
engagement better connected to
international initiatives

- Better systems put in place for the
protection of sites and artefacts
- Building of the cultural protection
skills base in partner countries.
- Initiatives identified to engage
with the wider public and involve
them in cultural protection
- Better international networks and
connections established
- Opportunities for social and
economic development through
cultural heritage initiatives

Increased potential economic
benefits from cultural tourism
Community cohesion and trust
increases through shared
action
New approaches developed
that could be applied in the
case of natural disasters
Civil society becomes more
organised, active and
influential through engagement
with the programme
Connections and initiatives
contribute to UK stability and
security objectives.
Policies change:
- Increased cultural protection
- More inclusive policies
Building and sustaining
community and individual
resilience
New models for resourcing
creative and social enterprises
emerge
Increased resources and
attention given to cultural
protection
The British Council is
recognised as an agency
supporting cultural protection

Increased
diplomatic
influence via
high profile
support to
globally
significant
cultural sites
& orgs

Communities
and
institutions
support
creative,
open,
inclusive
societies

Strengthen
soft power
and
friendly
relations
between
the UK and
overseas
The UK holds
a new place
in the world
as a leader
in cultural
protection &
culture &
development

Outcomes – what is the difference?
The aim of creating sustainable opportunities for
economic and social development through building
capacity to foster, safeguard and promote cultural
heritage affected by conflict overseas.
Outcome 1 (cultural heritage protection):
Cultural heritage under threat is researched,
documented, conserved and restored to safeguard
against permanent loss.
Outcome 2 (capacity building):
Local professionals have sufficient business or specialist
skills to be able to manage & promote cultural assets
which will benefit the local economy.
Outcome 3 (advocacy/education):
Local people are able to identify and value their cultural
heritage and have a good understanding of what can be
done to protect their cultural heritage and the role it
plays in society and the economy.

Outcomes and Outputs (activities)
Cultural heritage protection
• Repair / restoration / reconstruction / consolidation
• Survey / recording and digital documentation
• Creation of Management plans / conflict preparedness plans

Training and capacity building
• Recording and conservation skills
• Oral history recording and other ICH documentation skills
• Development of Tourism skills
Advocacy and education
• Interpretation, exhibitions, learning materials
• New Volunteer opportunities

PROFILE OF FUNDED PROJECTS
Projects per target
country*
Afghanistan
Egypt
Iraq
Jordan
Lebanon
Libya
Occupied Palestinian Territories
Syria
Sudan
Tunisia
Turkey
Yemen

2
5
5
2
4
2
7
2
3
4
5
1

*Includes multi-country projects. There are 30 funded projects in total.

PRESERVING
AFGHAN
HERITAGE
£2.5m awarded to Turquoise Mountain
Trust to rebuild the Old City of Kabul.
This project includes training in
traditional skills, nurturing creative
entrepreneurs, raising awareness of
cultural heritage and restoration and
other capital works.

SYRIAN
STONEMASONR
£500K awarded to World Monuments
Y
Fund to provide Syrian and Jordanian
trainees with traditional stonemasonry
skills that can be used to repair conflictaffected heritage buildings.

PRESERVING
YAZIDI
HERITAGE
£97K awarded to University of Liverpool
to engage young Yazidis and provide
them with the relevant training to
support them to engage with, record
and share their cultural heritage.

SECTION 3
Evaluation Planning

Programme Evaluation Plan
Evaluation built in from the very start of the programme

• Assess, understand and evidence the impact that the Fund
has had, with specific reference to project objectives
• Collect and be able to report on quantitative and qualitative
impacts
• Be able to communicate this impact clearly, concisely and
effectively
• Inspire other relevant cultural heritage organisations in ODA
countries to move forward and potentially partner with
applicants to the Fund
• Evidence the role that the protection of cultural heritage can
play in social and economic development
• Better understand what’s behind our successes, and the
challenges we’ve faced
• Learn from what we’ve done before, and get better in the
future.

Outcome 1: cultural heritage under threat is researched, documented, conserved and restored to safeguard
against permanent loss
Relevant British Council Arts KPI(s): Skills
Cultural heritage protection outcomes

Potential key performance
indicators

1.1 Cultural heritage will be in better
condition and / or protected against
physical damage or destruction

1

Physical improvements to
cultural heritage assets or the
recovery / protection of heritage
assets

1.2 Cultural heritage will be better managed

2

Organisations better able to
protect cultural heritage,
potentially via:
 Improved safeguarding,
management or protective
procedures in place during
periods of potential threat
 Increased organisational
resilience
 Increases in team or
volunteer skills,
qualifications and capacity
 Changes in governance

1.3 Cultural heritage will be better identified
and/or recorded
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Examples of evidence to collect via recipient
progress and evaluation reports
 Repair, restoration, conservation, stabilisation, consolidation,
etc. undertaken
 Heritage assets recovered / protected through emergency
response or other programmes
 Aspects of intangible cultural heritage safeguarded or revived
 Risk ratings reduced
 Security or other physical site protection measures
implemented
 Conflict preparedness/emergency response plans
implemented
 Maintenance and maintenance plans implemented
 Buildings/sites brought back into use
 Visitor/user feedback about their experience
 Internal skills audits or similar
 Annual reports
 Business and operational plans
 Relevant governance documents or summary of board
member skills/experience
 Financial statements/management accounts

New or enhanced records or
 New databases or archives created
archives relating to the heritage,  New records of cultural heritage assets (including ICH)
created
site or object
 Technical reports relating to documentation, excavation, etc.

Outcome 2: Local professionals have sufficient business or specialist skills to be able to manage and promote
cultural assets which will benefit the local economy.

Relevant British Council Arts KPI(s): Connections, Skills

Capacity building outcomes

Potential key performance
indicators

Examples of evidence to collect via recipient
progress and evaluation reports

2.1 The cultural heritage workforce will
become more diverse
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 Compare and contrast evidence from before and after the
project, relating to composition of workforce
 Relevant policy documents and action plans (eg.equal
opportunities, disability policy and plans), plus evidence of
progress made against action plan objectives/timetables

2.2 Local professionals (and volunteers)
will have developed skills in areas
relevant to ensuring the safety of their
cultural heritage

2

Shift in profile of workforce in
beneficiary organisations, and/or
work done to affect this
particularly with respect to any
gender imbalances and also
age, ability, ethnicity and social
background.
Organisational change (see
above)

2.3 Beneficiary organisations will also
develop stronger links with cultural
heritage organisations/practitioners in
the UK/overseas whose work is
recognised as best practice.
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Partnerships between
beneficiary organisations and
these
organisations/practitioners

 Details of how they are working together on the project
 Details of other existing or planned collaborations they’re
involved in with these organisations/practitioners
 Evidence of peer learning and sharing

2.4 Beneficiary organisations will be able to
play a role in strengthening the cultural
heritage infrastructure locally, and
perhaps nationally.
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Development of more
networked ways of working
together, around project
delivery, policy, lobbying etc.

 Details of how they’re strengthening this infrastructure, and
the impact it’s having (eg. more collaboration, lobbying
activity, shifts in government policy/support)
 Other applications to the Fund that reference existing funded
projects

 Skills and knowledge audit
 Staff and volunteer feedback about relevant professional
development
 Resources produced/work done as a consequence of this
development (eg. marketing materials, conservation policies,
training/learning materials)

Outcome 3: Local people are able to identify and value their cultural heritage and have a good understanding
of what can be done to protect their cultural heritage and the role it plays in society and the economy.
Relevant British Council Arts KPI(s): Reach, Connections
Advocacy and education outcomes

Potential key performance
indicators

3.1 More people, and/or a wider range of
people, will engage with cultural
heritage
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3.2 Local people will have a better
understanding of their cultural heritage
and value it more
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3.3 Local people will have volunteered time 2
9
3.4 Cultural heritage will be better
interpreted or explained
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Examples of evidence to collect via recipient
progress and evaluation reports

 Visitor/user numbers, plus demographic information about
them
 Volunteer numbers, plus demographic information about
them
 Supporting material related to engagement programmes
Shifts in user/visitor
 User/visitor research focused on shifts in attitude, behavior
understanding of, and/or
and understanding
engagement with, their cultural  Development of new interpretation or engagement activity
heritage
 Development of new visitor/user-led activity in or related to
the recipient organisation, and research into its impact
 Local community-focused research into engagement with,
awareness of and attitudes towards their cultural heritage
Organisational change (see
 Numbers of volunteers
above)
 Demographic information about volunteers
Benefits for volunteers (e.g. new  Research into impact volunteering has on volunteers
skills, increased confidence, etc)
Improved interpretation methods  Digital and physical interpretation resources created
and/or enhanced user/visitor
 Visitor/user feedback about their experience
understanding or experience
Increases and demographic
shifts in user/visitor numbers
and other relevant online
analytics

Sub-outcome: Cultural heritage will be in better condition and/or protected against physical damage or destruction
Objectives

Potential key performance
indicators

Examples of evidence to
collect to help document
your impact

How you might collect
that evidence ***

Related project
activity

Start & end date
of activity

Tangible cultural
heritage, centred
around Murad Khani,
will be documented,
restored and brought
alive (restore 5
historic buildings + 45
bazaar shops within
3.5 hectares of
contiguous Islamic
built environment)

1.





a.

Restore 5 historic
buildings
Restore 45 bazaar shops
3.5 hectares of
contiguous Islamic built
environment improved in
Murad Khani

a.

15 intangible Afghan
Craft traditions are
preserved and promoted
Support annual festivals,
such as Nowruz, with
the local community and
organise 2
festivals/events per year.

d.

Intangible cultural
heritage, centred
around Murad Khani,
will be documented,
restored and brought
alive (preserve 15
intangible Afghan
Craft traditions,
organise 2 events per
year)

2.
3.

Historic buildings in Murad Khani,
Kabul, are restored
Historic bazaar shops in Murad
Khani, Kabul, are restored
The historic traditional urban form of
the old city of Murad Khani is
preserved and enhanced







4.
5.

Intangible craft skills are preserved
and promoted
Traditional festivals and oral
histories are documented, preserved
and promoted






Research and document
traditional building materials &
methods, traditional motifs and
forms in architecture
Governance documents
Action Plans
Maintenance Plans
Documents on Completion of
Reconstruction
Financial statements

Physical verification
Curriculum Implementation at
Turquoise Mountain Institute
Document memories and
histories of residents and
tradesmen of Murad Khani
Event Schedules















The primary data will be
provided by the Urban
Regeneration Dpt.The
Communications Dpt. will
report to the British Council
Photos showing
construction,
reconstruction, repair,
maintenance (before and
after images)
Meeting minutes on
consultations with building
owners, local community,
and government
Blue prints, workplans
Regular progress reports
The primary data will be
provided by the Urban
Regeneration Dpt. and the
Turquoise Mountain
Institute. The
Communications Dpt. will
report to the British
Council.
Photos
Create Afghan pattern
book
Curriculum Plan
Interviews with members of
the community
Documents related to
Festival preparation

b.

c.

d.
e.

b.
c.

e.

Mar 2017 – Dec
2018
Jan 2017 – Dec
2018
Jan 2017 – Dec
2018

Jan 2017 – Dec
2018
Jan 2017 – Dec
2018

Sub-outcome: Cultural heritage will be better managed
Objectives

Potential key performance
indicators

Examples of evidence to
collect to help

How you might collect
that evidence***

Related project
activity

Start & end date
of activity

Sub-outcome: Cultural heritage will be better identified/recorded
Objectives

Potential key performance Examples of evidence
indicators
to collect to help
document your impact

Increase the size and 1. Afghan heritage practitioners
(architects, artisans, government
expertise of the workforce
officials, museum staff, etc.) will
engaged in tangible and
be better able to identify and
intangible Afghan heritage
document culture heritage under
documentation (train 50
threat
Afghan practitioners and
architects on the
identification
and
documentation of historic
buildings; train 200
Afghan practitioners and
artisans
on
the
identification
and
documentation
of
intangible craft skills;
raise awareness of the
importance
of
documenting
cultural
heritage among 200
Afghan students in
universities)

 Attendance confirmation
 Pre-and-Post training
evaluation
 Training feedback
 Training progress reports
 Pre-Post awareness
evaluation
 Presentations
 Certificates
 Course Material
 Training syllable

How you might collect
that evidence ***
 Logbooks
 Admission records and
contracts
 Photos
 Surveys and
interviews, feedback forms
 File certificates, course
material, training syllable,
workshop schedules,
presentations
 Progress Reports

Related project
activity
a. Train 50 Afghan
practitioners and
architects on the
identification and
documentation of historic
buildings
b. Train 200 Afghan
practitioners and artisans
on the identification and
documentation
of
intangible craft skills
c. Raise awareness of the
importance
of
documenting cultural
heritage among 200
Afghan students in
universities, especially in
the
faculties
of
architecture, fine arts,
and engineering

Start & end
date of activity
a. Jan 2017 – Dec
2018
b. Jan 2017 – Dec
2018
c. Jan 2018 - Jan
2020

Embedding Evaluation into the programme
• Questionnaires with grant recipients to
understand their baseline knowledge of
evaluation
• Workshops for grantees in Manchester, London,
Turkey, Jordan and online to explore their
understanding of evaluation, their responsibilities
relating to CPF and getting them to think
creatively about evaluation as a group
• Evaluation workshop for CPF team to ensure we
have buy-in from all staff, increasing their
knowledge and confidence so they can be
evaluation advocates and give great advice to
grantees in an informed and creative way

• Presentation given to Advisory Board on Annual
Report and our approach to evaluation

Final thoughts to think about

Key questions for the planning stage
Why are you evaluating? (What are your aims?)

What evidence will you need to
a) measure progress?
b) measure success?
How will you collect it?
When will you collect it?

Who will be involved?
What is you evaluation budget?

When should you evaluate?

Beginning of your
project

End of your project

Telling the Story

VISUAL SUMMARY EXAMPLE

Thank you….

