Annex 1

Lessons learnt from the ‘Beyond the Boundary’ project

Intention of the project

Why was the project set up?

1. ‘Beyond the Boundary’ was one of four Action Research Projects commissioned by Natural England across the country to test a range of interventions to identify effective ways of increasing the use of the countryside by people from currently under-represented groups. 
2. Research showed that in 2004 less than 1% of visitors to the National Park were from black and minority ethnic (BME) backgrounds, and in Bradford awareness of the National Park was lower in BME groups than it was for the population as a whole.
What was the project intended to achieve?

3. The two main purposes of the project were to test whether twinning communities in three wards in Bradford with Yorkshire Dales communities, through a shared interest in cricket, lead to 
· An increase in the percentage of Asian residents in Bradford who were aware of the National Park.

· An increase in the likelihood that Asian participants would visit the National Park as private individuals.

The project also intended to produce a DVD to promote the Yorkshire Dales National Park to Asian audiences.

Original timescale

4. Three years – from June 2004 to September 2007. 
Original resourcing

5. ‘Beyond the Boundary’ was funded through a £180,000 contract from Natural England over 2004 to 2007 as part of the Diversity Review. 

Means of delivery

6. The overall project was to be managed and delivered by the Outreach Officer with:

· Support in the form of advice and quarterly meetings from Michael Bell Associates to ensure research data was collected and analysed in an appropriate way.

· Activities where appropriate to be led by the Outreach Officer, Dales Volunteers, NPA staff and outside activity providers.

· Quarterly steering group meetings with Natural England staff. 
· A specialist company hired to produce the DVD
THE REALITY

Actual achievements
DVD – yours to explore

7. A 14 minute film aimed at promoting the Yorkshire Dales National Park to Asian audiences was produced and copies were distributed to over 2000 contacts in urban areas. 25 organisations who were sent copies of the DVD have since brought community groups out to the National Park as part of ‘Dales Experience’, the NPA programme of activities for outreach groups.
Increases in Awareness of the National Park
8. A small scale interim survey in 2006 showed that:
·  12% of Asian residents had heard of ‘Beyond the Boundary’; 14% were aware of the Authority organising trips to the Dales from Bradford.

· There was an increase among Asian residents in their likelihood to visit the Yorkshire Dales National Park; 44% in 2006 compared with 29% in 2004.
· Unprompted awareness of the YDNP was 12% in 2006, compared with 8% in 2004.
Cricket matches played
9. The clubs involved in the project were Settle, Upper Wharfedale and Bolton Abbey in the Dales, and Great Horton Church, Bowling Old Lane and Manningham Mills from Bradford.
10. Cricket matches were played both in the Dales and in Bradford. Family and friends of the players were invited to watch the matches and to take part in visits to places of interest near the cricket grounds.

11. In the three years of the project 15 cricket matches were played and 620 people (591 BME numbers – this number only includes people who took part in activities not team players or audience from other teams) took part in at least one match day event.

Actual timescale

12. Three years – from June 2004 to October 2007. 
Actual cost

13. The project was completed within budget.  £25,000 remains to complete the final research in 2010.
Actual means of delivery

14. The Outreach Officer managed and delivered the project. Dales Volunteers helped to deliver the cricket days.

15. Throughout the life of the project quarterly Learning Sets were held in London to enable project staff from all four Action Research Projects to meet, to learn new research techniques and to discuss issues that had arisen within the project.

16. Calderdale TV were hired to film and produce the DVD.

Sustaining the project

17. The end of the project saw the end of the cricket match days. These days were hugely expensive in terms of both staffing and cost and it was decided that they were not the most effective way to introduce Asian audiences to the National Park. The project was a success on many counts but it was a research project exploring a specific approach. Given the same amount of funding, taking the lessons learnt it would be more cost effective to use the money on a different approach. (This maybe something about the long term nature of change through cricket as boys won’t necessarily show new awareness for many years and would be better to spend on more immediately sustainable work where the relationship developed with participants can be used more directly?)
18. Contacts developed with groups and individuals have been maintained and other group visits have been organised by project participants.

19. The final surveys for the research have yet to be undertaken as there has been insufficient time to understand the long term impact of the project. Funding has been set aside to undertake this final piece of research in 2010.

What went well, AND WHY?

Project bid 

20. The Yorkshire Dales National Park Authority was able to secure the funding by presenting an interesting project idea and drawing up a viable project brief.  By being in at the project design stage we were able to tailor the project to meet our objectives within the BVPP (now Corporate Plan).  We were able to meet the full costs of the project including much of the staff time, through the project grant.
Impact of research on data collection within the Authority
21. Since the start of the project it has been clear that the Authority needs to collect more detailed demographic information about its visitors and its audience.  This project has provided funding to be able to collect valuable baseline data, a smaller interim survey and funds are still available to complete a final survey to compare baseline data with data five-years on to give some longitudinal research outcomes.
Cricket Match Days

22. The actual cricket match days went well and parents and players from both sides have reported that they have learnt more about each other.  The Dales Volunteers provided essential support in planning the cricket days with the Outreach Officer and helping on the days themselves.

DVD

23. The DVD has been used extensively with individuals and groups to promote the Dales as a place to visit.  It has been extremely useful as a means of introducing the YDNP to new audiences.  Showing a wide variety of people on the DVD gave more people a chance to identify themselves as someone who could visit the NP.  As part of the research work, the project has shown that the use of non-traditional promotional methods such as film may be the most appropriate way of reaching new audiences, and this will be further evaluated in 2010.
Positive publicity

24. The project generated a lot of positive publicity at local, regional and national levels. This gave a ripple effect for awareness of the project and the YDNP, thus giving greater value to the money spent on the project. The scale of the attractiveness of the project is indicated by the fact that the idea has been chosen from the four original ideas, for further development by Natural England as a national project (despite the NPA conclusion at the end of the project that it is not the most cost effective way to introduce Asian audiences to the National Park).
Bringing parents and children out together
25. The value of bringing parents and children out on countryside visits throughout the project has informed other areas of work and much of the ‘Dales Experience’ programme of activities now uses mixed generational groups.

What went less well, AND WHY?

Steering group meetings
26. These meetings started very formally but very soon became half a day visits from one of the Diversity Team from Natural England – meeting both the Outreach Officer and Head of External Affairs. These meetings did not provide sufficient direction and other project partners were not represented.

Staffing resources

27. This project would have been more thorough had it had a dedicated full time project officer. Opportunities to set up communications between project participants through websites, newsletters etc were missed.
Project timescale

28. To meet Natural England deadlines, the project activity started before the baseline data was collected and before the research structure was fully in place. Enough data was collected in the early stages of the project to be useful but opportunities were missed.
Communications between Natural England, Michael Bell and the YDNPA

29. Michael Bell had a dual role within the project – they acted as a critical friend for the YDNPA and provided some support for the research, but they were also evaluating the project process for Natural England. This led to a lack of clarity of roles and responsibilities between the organisations. Until the end of the project there were no meetings between all three organisations at the same time.

Cricket

30. Choosing to work with League Cricket Clubs resulted in having to squash the majority of the project activity in the time between the last league match and the end of the season. Parents and children involved in league cricket, really only have time for cricket and are difficult to engage in other activity. 

VAT regulations
31. We were unaware that as the funds were given on a contractual basis rather than as a VAT free grant, the NPA was liable for VAT.  Consequently we did not account for the VAT regulations in the project bid and this was not picked up by Natural England until later in the project.    Fortunately there was sufficient funding available within the project to cover this oversight.
Recommendations for the future

· That Yorkshire Dales National Park Authority should collect visitor information that includes standard demographic information.
· That relationships between partners are drawn up at the start of any project with clear understandings of roles and input.

Annex 2
Lessons learnt from the ‘Mosaic Partnership’ project
Intention of the project

Why was the project set up?

1. The main aim of the Mosaic Partnership project was to build a long term and strategic engagement between black and minority ethnic (BME) communities and National Parks.   
2. The project focused on four National Park Authorities, the Brecon Beacons, North York Moors, Peak District and Yorkshire Dales (YDNPA) and the Youth Hostel Association and Campaign for National Parks.
What was the project intended to achieve?

3. The Mosaic Partnership used a two tiered approach to the project, this included:

· Training local Community Champions within BME community groups to act as ambassadors and information conduits between their own communities and the National Park;  
· Encouraging partners to be more inclusive through organisational change, by meeting the needs of BME communities more effectively and removing barriers to their participation in National Parks, whether as visitors, volunteers or staff members;
Original timescale

4. The first phase of the Mosaic project began in 2001 and ran till 2004. In 2004 a consultation identified the further need for more sustainable links to be strengthened between the National Parks and BME communities.  The second phase of the Mosaic project, now known as the Mosaic Partnership happened over three and a half years, from 2005 until 2008.
Original resourcing

5. The total cost of the project to the YDNPA was calculated to be £3,600 each year, paid to the partnership over three years giving a total of £10,800. 
6. In addition there was a small annual budget of approximately £1,000 to fund specific Yorkshire Dales activities with Community Champions.
Direct staff costs to the YDNPA are indicated below (see ‘Actual Cost’).

Means of delivery

7. The overall project was managed initially by the Head of External Affairs with:

· the Outreach Project Officer (OPO) carrying out the day-to-day work within a 0.4fte contract; 

· Chief Executive involvement in strategy group meetings.

· the Outreach and Education Manager and the Outreach Officer working in support roles; 

· across departmental staff involvement, in organising and delivering visits;  
THE REALITY

Actual achievements

Network of BME contacts / experts

8. One of the main achievements of the Mosaic Partnership has been the establishment of a committed pool of around 15 Community Champions (July 08).   

9. The Community Champion recruitment approach has been seen as a key best practice outcome from the project. This approach has allowed for development of relationships with key leaders or representatives within target BME communities, who were regarded by ourselves as gatekeepers to the communities. This has allowed for networks, awareness levels and relationships to be strengthened between these BME communities and the YDNPA. The generation of group visits to the National Park has built on these developments.
10. The Community Champions have also been seen as a useful political asset for the NPA, in engaging and delivering on social inclusion objectives and raising the profile of the National Park in outreach work nationally. The continuation of these relationships with Community Champions has been seen as a key aspect of the project which should be continued.  
Effective group leader visits approach

11. The Group Leader Visits approach has been seen as a best practice method which encompassed all of the objectives of the Mosaic Partnership. The informal face to face approach was also considered the most effective training method by Community Champions. On the whole Community Champions felt it further supported the development of relationships between the Mosaic Partnership and National Park Authority staff, gave them knowledge about the National Park and the confidence and skills to run their own group visits. For some staff there have been opportunities to gain informal feedback and build relationships with Community Champions.
12. The YDNPA has hosted 5 Group Leader Visits over the duration of the partnership: 2 in 2005; one in each of 2006, 2007 and 2008; and hosted the project partnership National conference at Grinton Lodge YH in 2007.  

Independence of community champions

13. Comments from both staff and Community Champions suggest that greater confidence and skills have been established through Mosaic Partnership training activities. A number of active Community Champions are working independently to promote the National Park and undertake group visits. The views of staff and Community Champions suggest this is a key achievement which would not have occurred without the framework and training of the Mosaic Partnership project across National Parks. 
Raised awareness amongst BME communities

14. Most Community Champions felt the main achievement of the Mosaic Partnership had been the awareness raised of the National Parks amongst targeted BME communities. Comments suggest that perceptions towards the countryside have been influenced positively amongst targeted BME communities. Feedback indicates that the countryside was previously regarded by some communities as unknown, feared and seen as a place for white upper class groups. Community Champions stated that targeted BME communities are now aware that the National Park is accessible for all groups. Further comments were made about the National Parks being seen as a place for leisure, enjoyment, social activity, education, and relaxation and of benefit for health and well being. In turn, the signs are that more members of BME communities are actively visiting the National Park.
Actual timescale

15. The Outreach Project Officer formally started work in March 2005 and work continued until December 2008.  This was six months longer than intended as extra external funding became available to CNP.
Actual cost

16. The project was completed at a direct cost of £12,000.  This was the anticipated £3,600 per year plus and extra £1,800 for the extra six months.  There was also 106.25 days of ‘contribution in kind’ by staff, Dales Volunteers and Members over the three and a half years.
Actual means of delivery

17. The Outreach Project Officer post was chosen internally, to connect NPA events programme activities with Mosaic target groups, in close liaison with the Outreach Officer. When the postholder commenced maternity leave in 2007, the role was taken on by the Outreach and Education Manager until the end of the project in 2008.
18. Dales Volunteers, trained as walk leaders, were directly involved in the delivery of many of the activities on Group Leader Visits. External providers were used when appropriate e.g. horseriding.
19. Communication between the partnership Strategy Group, through the Chief Executive, the project Management Group, through the Head of External affairs and the project team was maintained by email and face to face conversation throughout the course of the project.  
Sustaining the project
20. Responsibility and budget for future activity has been transferred to the Mosaic III project (as from April 2009), operating nationally, resulting from a £0.8 million Access to Nature fund award.  

21. Relationships with existing Community Champions are being maintained by the Outreach Officer through the outreach programme of work and specifically through a series of monthly planned activities.   
What went well, AND WHY?
Dedicated NPA staff and resources
22. The need for dedicated staff, time and resources to develop strong and supportive relationships with Community Champions and BME communities was expressed by everyone involved.
Corporate commitment
23. Members, CEO and the Head of External Affairs all supported the project from its very start.  The project was set up to deliver directly, on the objectives in the BVPP (now Corporate Plan).
Positive publicity
24. There was a strong feeling among staff and Community Champions that the Mosaic Partnership had had a positive impact on raising staff awareness and influencing activities at ground level. The project generated a lot of positive publicity at local, regional and national levels. This gave a ripple effect for awareness of the project and the YDNP, thus giving much greater value to the money spent on the project. The success of the project and of the YDNPA approach in particular, has been widely acknowledged.  

Legitimised long term contact with Community Champions
25. The success of the approach using Community Champions has provided proven value of working at relationship building and developing continuity. The YDNPA had channelled working relationships with a smaller group of Community Champions, rather than a larger group.  There was generally a strong commitment and enthusiasm from staff.   
Volunteers
26. The use of volunteers was a very productive part of the process. Their main activities involved leading groups, particularly on Group Leader Visits and on the national conference. 
Corporate strategy
27. It was noted that the Mosaic Partnership project had had a strong influence on strategic decision making, for example in the objectives in the Best Value and now Corporate Plans for the delivery of outreach work.
Cumulative activity
28. The multi-faceted nature of outreach work across the NPA and its partners, builds on outputs across programmes and multiplies successes.   The Mosaic Partnership helped the NPA to deliver much of the outreach work we would have wanted to develop anyway and sat well alongside the other activities we ran at the same time.
What went less well, AND WHY?
Attributing success
29. The multi-faceted nature of outreach work across the NPA and its partners, makes it difficult to attribute success to specific programmes: this has been an issue for the project at a national level.
Developing relationships takes time
30. More time than anticipated has been needed to develop relationships with Community Champions, to a stage where they can become productive. While one to one advice and support and face to face training methods were seen to be most effective, these have been more time consuming for staff.  
Focus on quality not quantity of Community Champions
31. The development of smaller more focused cluster groups, would have been more effective at establishing relationships and feeding into decision making.  This happened during the timescale of the Mosaic Partnership and is now where we are focussing activities for Mosaic III
Limited time and resources for Community Champions
32. Community Champions, as volunteers, have limited time due to family and community commitments and resources. Expectations of them may have been too high initially. 
Limited Community Champion direct formal influence / informal feedback methods
33. Formal feedback structures such as staffing, membership and regional feedback forums have not always been the most effective tools for enabling Community Champions to influence decision making processes. Part of this has also been down to the practicalities of Community Champions not always being able to attend meetings.  More informal means such as Group Leader Visits, events and personal relationships have been more beneficial in influencing decision making.
Over ambitious staff and member recruitment targets
34. These activities were among the most challenging. Objectives for recruitment of both staff and Members need to be a long term aspiration. There has been one unsuccessful member application from a Dales Community Champion. The Dales has been most successful in encouraging advisory roles: one Community Champion is a member of the Yorkshire Dales Society Management Team, another contact is a member of the NPA Standards Committee.
35. Issues were raised about the high level of experience required for the role as an NPA member, the complexity of the application processes and the high level of commitment required. Encouraging Community Champions to be in advisory roles within NPAs is seen as a more achievable target for future years. A further comment was made that work still needs to be done within the National Park Authority organisations to promote job opportunities for those from BME groups.   

Over ambitious volunteering and work shadowing targets
36. Expectations of Community Champions tended to be too high, as they have a number of other commitments. For a number of Community Champions the focus of the project was to raise awareness and encourage visits to the National Park, work shadowing, buddying and volunteering activities should perhaps be considered longer term objectives.
37. Extra time was needed to match Community Champions to appropriate job shadowing roles. It was suggested that awareness of Community Champion training needs could have been raised throughout the NPA.  Greater clarity and formal systems could be put in place for NPA staff to provide guidance on what was required of them.   
38. Further consideration could be given to how to approach the concept of volunteering differently, examples include work experience placements, developing language skills or additional skills and integrating volunteering into Group Leader Visit activities. Further consideration is needed of how this service could be offered and mainstreamed within the current services of the NPA.   
Monitoring impact of linking activities 

39. As Community Champions become more independent and gain the confidence to undertake activity on their own, it becomes increasingly difficult to monitor this activity. This is especially true for cultural events and promotional activity that Champions take part in without necessarily liaising with Mosaic staff. This is further complicated by the fact that several National Parks are running concurrent projects, which makes it difficult to show which activity is having which effect.
Long term objective of maintaining project
40. Concerns were raised over the long-term impact of the project and whether Community Champions will be sustainable and relationships maintained without Mosaic being in place. There were some concerns raised over whether certain Community Champions would continue to be involved as they need ongoing support and encouragement. Comments were made about the project needing long term support and co-ordination for changes to be implemented fully.
Recommendations for the future

41. The project has identified a number of issues that should be considered as part of the development of future guidance on the management of major projects:
· The formal feedback channels are not always the most effective when dealing with partners of volunteers (in this case Community Champions).  Provision of informal feedback channels will gain useful feedback to improve services during a long-term project.
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