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The purpose of this paper is to consider the benefits of LEAP developing a shared measurement 

approach and proposed ways to achieve this. 

Shared measurement involves services working on similar issues, and towards similar goals, 

reaching a common understanding of what to measure, and collaboratively developing the tools 

to do so.1 A shared measurement approach will enable LEAP to pool and compare information 

across the programme, quickly build a larger evidence base, and achieve greater efficiency and 

consistency with our data collection, analysis and learning processes. In turn, this will improve our 

understanding of how, together, we can best improve outcomes for children and families.2 

The process of creating a shared measurement approach will involve LEAP working with an external 

organisation to understand where our services are working to achieve common goals (aka shared 

outcomes), and then, wherever possible, identifying and implementing consistent process, output 

and outcome indicators, and data collection tools and methods, across the programme.  

A period of consultation, where we welcome comments or suggestions on the topics covered in 

this discussion paper, will end Friday 26th July 2019. Please submit comments by this date to: 

leapevaluation@ncb.org.uk. 

After this date, we will collate and consider responses and develop this paper into a tender 

specification. 

This paper should be read and considered in conjunction with discussion paper 2: Strengthening 

LEAP’s evaluation capacity. 

Introducing LEAP 

LEAP aims to improve children’s diet and nutrition, social and emotional, and communication and 

language development. We do this through a range of strategies – directly by working with children 

to positively influence their developmental progress, and indirectly by strengthening communities 

and the workforce, through to promoting parenting skills and behaviours, improving the conditions 

that support good parenting, and achieving system reform. Our work cuts across all three strands 

of child development. We therefore focus on the synergy between all the developmental domains.3  

Ambitions of evaluation 

We have two main ambitions for local evaluation:  

1. To demonstrate the achievements of our individual services and initiatives. 

                                                           
1 Inspiring Impact Glossary 
2 Handley, S. et al. (2016) Shared Measurement: Greater than the sum of its parts. London: Inspiring Impact, 
NPC 
3 Maggi, S., Irwin, L., Siddiqi, A., and Hertzman, C. (2010) The social determinants of early child development: 
An overview, Journal of Paediatrics and Child Health, 46: 627-635 

mailto:leapevaluation@ncb.org.uk
mailto:leapevaluation@ncb.org.uk
https://www.inspiringimpact.org/wp-content/uploads/2018/01/Inspiring-Impact-glossary.pdf
https://www.inspiringimpact.org/wp-content/uploads/2018/01/Inspiring-Impact-glossary.pdf


 
 

2. To show how our suite of services and ways of working complement and collaborate with 

one another to make a difference for children and families. 

The latter is more challenging, and like other place-based approaches, we struggle to achieve it. 

But it is not impossible. In the remainder of this summary document we briefly set out our plans to 

lay the foundation for robust, quality evaluation across LEAP. These plans are not set in stone – we 

very much welcome your thoughts and suggestions.  

A more detailed version of this report can be found on the LEAP website. 

Proposal – for discussion 

To develop our impact practice, including LEAP’s shared measurement approach, we propose the 

following approach:4 

Deliverable 1: Review of needs, early years services and partnerships, and reach across Lambeth. 

Deliverable 2: In-depth look at LEAP’s routinely collected evaluation data. 

Deliverable 3: Refresh of LEAP’s programme-level theory of change. 

Deliverable 4: Development of LEAP’s shared measurement approach. 

Deliverable 5: Alignment of service-level theories of change and measurement frameworks. 

Deliverable 6: Putting our shared measurement approach into action. 

Each of these deliverables have a set of actions which support their delivery. These are set out in 

detail in the associated technical report (add link).  

We do not have the capacity to do all this work internally, so we will be commissioning an external 

organisation (likely a research charity/consultant) to support us with some elements of deliverables 

1,3, and 4. We anticipate that this organisation will support LEAP with these deliverables over a 7-

month period (September 2019 – March 2020). 

We’ll also be establishing an Academic Practice Partnership to support LEAP with deliverables 5 

and 6, and to help plan and deliver our evaluations, starting February 2020. 

See Appendix 3 for a list of outputs. 

We now consider each of the six deliverables, in turn, below: 

 

 

 

                                                           
4 These proposed activities have been developed through consultation with external experts including: New 
Philanthropy Capital; the Early Intervention Foundation; NCB; and West London Zone. 



 
 

Deliverable 1: Review of needs, assets, early years services and partnerships, and 

reach across Lambeth 

What is this and why it is important? 

For LEAP to demonstrate impact, we need to focus our evaluation, where there is both greatest 

need/risk or opportunity and the potential for programme beneficiaries,5 to achieve significant 

progress (aka ‘distance travelled’). Without identifying and understanding this, impact will be hard 

to detect. 

We need to know where we are starting from, which means understanding the situation that LEAP 

wants to try and change and showing what the situation was/is like before LEAP’s involvement. 

Specifically, we want to know and show: 

• the extent and seriousness of existing problems – aka the baseline levels of need among 

local children, families, communities and the workforce.  

• the state of current service provision – this is the early years services and partnerships that 

are available for local children and families.  

• reach - which local children and families are and aren’t accessing early years services. What 

needs are and aren’t being met? 

How will we do this? 

This work will be done through a combination of in-house and externally commissioned work. 

In-house work 

Stage 1: Developing LEAP’s Need Assessment Framework 

To strengthen our approach, we will revisit LEAP’s existing long-list of local population indicators 

and prioritise the most locally relevant indicators to form a needs assessment framework for LEAP.6 

Stage 2: Rapid review of evidence – the main determinants of early childhood development 

The evaluation and research team will do a rapid update review of the evidence to identify the 

main determinants of early childhood development and the effect sizes of these determinants. This 

will update work completed for A Better Start’s Common Outcomes Framework. The review will 

also include the latest evidence on ‘what works’ to positively influence these determinants.  

Stage 3: LEAP Service Survey 

To help us better understand the ways in which our suite of services and ways of working 

complement and reinforce each other, we will design and distribute a LEAP service survey. Findings 

                                                           
5 Our programme beneficiaries include the children, families, communities, and early years and wider 
workforce who are expected to directly benefit from our work. 
6 We will select and prioritise indicators by reviewing: the quality of the data available; the relevance to LEAP’s 
work; and the extent to which they relate to good early childhood development or can help us understand 
inequalities in child health and development. 



 
 

from the survey will be analysed and presented as a summary report to guide our work to develop 

a shared measurement approach.  

In the survey, we will ask a representative from each LEAP service team to indicate: 

• how their activities and ways of working are expected to positively influence the 

environments and experiences that impact early childhood development (aka the main 

determinants of early childhood development). See Appendix 1 for a draft framework of 

these determinants  

• whether they measure their direct influence on these determinant(s), and if so, how (e.g., 

using high-quality tools tested for validity and reliability, or in-house developed tools?) 

• the amount of raw data they have collected using high-quality measures. 

Stage 4: Collate and analyse LEAP and local administrative data on needs, services and reach, and 

conduct gap analysis. 

After we have collated available data on needs, services and reach, we will do a gap analysis, and, 

where appropriate, conduct additional primary or secondary research, or both. 

We will then match, analyse, and, where possible, map on to the geography of the borough, all the 

information we hold, or have easy access to, on needs, services, and reach, aligned to the main 

determinants of early childhood development. 

Externally commissioned work 

We will also be commissioning an external organisation to build on the in-house work described 

above, and design and do primary research that includes the technique of system mapping. This 

will help us understand the context in which LEAP operates. LEAP does not work in a vacuum. We 

therefore need to understand and describe the overlap between the outcomes we and other 

agencies across Lambeth want to achieve, as well as who we are working with. 

Our commissioned partner will review documents, and design and deliver focus groups or 

interviews or both with LEAP partners, community groups, and current and potential LEAP service 

users across Lambeth. They will analyse findings and produce a written report: Review of needs, 

assets, early years services and reach across Lambeth.  

We will repeat this process in 2021/22. 

Deliverable 2: In-depth look at LEAP’s routinely collected evaluation data 

What is this and why it is important? 

LEAP would benefit from having some in-depth analyses of data collected using high-quality 

measurement tools. This will help us understand if and where we have achieved statistically 

significant change for service beneficiaries, and where improvements or changes need to be made. 

Learning will also inform the development of our shared measurement approach and evaluation 

plans. 



 
 

How will we do this? 

This work will be done in-house. 

The LEAP service survey will tell us which services have collected data using high-quality measures 

and how much data they have stored. 

Where data is available, the LEAP evaluation and research team will make sample size and power 

calculations to determine whether a clinically relevant effect could be detected through in-depth 

analysis of the data. If so, we will do some basic statistical analyses of the data to understand if 

change has been achieved. This will be supplemented with small-scale qualitative research to help 

us understand how and why change has or has not been achieved. We will aim to summarise and 

publish our findings in an impact report late 2019/early 2020. 

Deliverable 3: Refreshing LEAP’s programme-level theory of change 

What is this and why it is important? 

LEAP’s programme-level theory of change will clearly articulate what it is that our programme does, 

and how and why our collective ‘suite’ of services, initiatives and ways of working is expected to 

improve early childhood development and reduce inequalities across Lambeth. It will also clearly 

define which groups of people will likely benefit – and most benefit – from our work. 

Theory of change (or our ‘programme theory’), is an essential precursor to impact measurement, 

because without the clarity of a theory of change, we cannot determine what is most important to 

measure. See Appendix 2 for an illustrative, high-level version of LEAP’s programme theory. 

How will we do this? 

This work will be done through a combination of in-house and externally commissioned work.  

In-house work 

We will establish an expert advisory group (EAG) to meet twice a year to promote good evaluation 

and research working practice, and provide LEAP with challenge and expertise.  

Externally commissioned work 

An external organisation will support LEAP to refresh our programme-level theory of change. They 

will be responsible for planning and delivering facilitated group workshops with LEAP core staff, 

services, partners, local families, funders and our EAG. They will then write up the programme-

level theory or theories of change, sharing them with key stakeholders for iteration and final 

agreement. 

Deliverable 4: Creating LEAP’s shared measurement approach 

What is this and why it is important? 

Once LEAP has agreed its programme theory of change, our next step is to understand how best 

to test whether this theory happens in practice.  



 
 

Shared measurement involves services working on similar issues, and towards similar goals, 

reaching a common understanding of what to measure, and collaboratively developing the tools 

to do so.7 A shared measurement approach will enable LEAP to pool and compare data and results 

across the programme, quickly build a larger evidence base, and achieve greater efficiency and 

consistency with our data collection, analysis and learning processes. In turn, this will improve our 

understanding of how, together, we can best improve outcomes for children and families.8 

We will set priority indicators (i.e. collect numbers and statistics), for the six data types that LEAP 

will consistently collect and use to demonstrate impact and improve our programme: 

1. Inputs – the financial, human and material resources used to plan and deliver our 

programme 

2. User data – the types of people accessing our services - the characteristics, demographics 

and circumstances of our beneficiaries. This will help us understand whether LEAP is 

reaching our target groups, and whether our services are accessible. 

3. Feedback and experience of service data – client satisfaction, i.e., what service users think 

of our activities, products and services. For example, what do they think works well, or 

could be done differently? 

4. Engagement data – this captures our programme activities, products and ways of working. 

For example, how often, and how frequently do people engage with our programme? 

5. Outcomes data – these are the shorter-term changes, benefits, learning or other effects we 

want to achieve. It is good practice to select more than one indicator or measure for each 

outcome.9 

6. Impact data – these are the longer-term changes or effects we want to achieve.10  

This suite of high-quality, priority indicators (typically collected at the beginning and end of our 

interactions with service beneficiaries, but also sometimes during interactions), will be 

complemented with qualitative (descriptive) indicators, to help us understand how and in what 

contexts outcomes have or have not been achieved.  

This approach will help us know whether our work has made the difference we planned to achieve, 

or whether progress is being made towards it, at both population- and individual-level (which can 

be aggregated to understand service-level change and change achieved by groups of services).  

LEAP services can pick and choose from the suite of individual-level indicators and measures, 

depending on their primary area(s) of focus. This will help us see progress towards achieving 

longer-term, population (area-level) change. Population-level indicators and measures, utilising 

data from publicly available secondary and administrative data, will also be included in the 

                                                           
7 Inspiring Impact Glossary 
8 Handley, S. et al. (2016) Shared Measurement: Greater than the sum of its parts. London: Inspiring Impact, 
NPC 
9 Inspiring Impact – Measuring up for medium / large groups – Guidance. 
10 The six data types are based on NPC’s Impact Management Programme. See: 
https://www.thinknpc.org/blog/5-types-of-data-for-assessing-your-work-an-explainer/ 

https://www.inspiringimpact.org/wp-content/uploads/2018/01/Inspiring-Impact-glossary.pdf
https://www.thinknpc.org/blog/5-types-of-data-for-assessing-your-work-an-explainer/
https://www.thinknpc.org/blog/5-types-of-data-for-assessing-your-work-an-explainer/


 
 

approach, but only where we expect to see longer-term, area-level change that can be reasonably 

attributed to the LEAP programme.11 

Services will be welcome to collect and share further data, but it will not be a LEAP requirement 

for them to routinely report this information. 

How will we do this? 

This work will be done through a combination of in-house and externally commissioned work.  

In-house work 

The LEAP evaluation and research, public health, monitoring, and data teams will be responsible 

for designing and doing a set of rapid evidence reviews to inform the development of a small set 

of core indicators and data collection tools and methods, to collect input, user, feedback and 

engagement data. We will also collate views from experts and a sample of our service staff and 

families. These core indicators and measurement tools/methods will be implemented across the 

programme with a requirement for all services to routinely collect and report this data. 

Externally commissioned work 

The external organisation will use a collaborative approach with LEAP services, partners across 

Lambeth, families, the EAG and other stakeholders, to prioritise LEAP’s outcomes for measurement 

and develop the shared measurement approach. This will involve selecting the most important and 

relevant qualitative and quantitative outcome indicators, and then selecting the most appropriate 

data collection tools and methods – for example, questionnaires, focus groups and interviews.12 

Wherever possible, the approach will align with existing good policy and practice across our 

services, Lambeth, the other ABS sites, and beyond.  

Once the outcome indicators and measurement tools and methods have been selected, to 

effectively measure change we will need to determine baseline or benchmark information – 

findings from Deliverable 1 will inform this work. 

Deliverable 5: Aligning service-level theories of change and measurement 

frameworks  

What is this and why it is important? 

Service-level theories of change will clearly articulate service activities and ways of working, how 

and why these are expected to lead to positive change for service beneficiaries, and how service-

level theory feeds into LEAP’s programme theory and thus is expected to contribute to improved 

early child development and a reduction in inequalities.  

                                                           
11 This will be based on our programme reach relative to identified need, and the relative outcome effect size. 
12 The types of tools and methods LEAP uses to collect data should be proportionate to our information needs 
– where evidencing impact, tools and methods will need to be of higher-quality than those used to solely 
report our work to our funders or board. 



 
 

Each LEAP service needs a clear, integrated monitoring and outcome measurement framework, 

which clarifies what will be measured, using what data collection tool or method, when and by 

whom, and how the information will be used. Realistic targets will also be included, wherever 

relevant, to support strategic planning. This will be a live document, easily accessed by the LEAP 

evaluation and research, public health, monitoring, and data teams, and the corresponding LEAP 

service. 

To this end, the LEAP evaluation and research, public health, monitoring, and data teams must 

work closely together to ensure our work aligns and to prevent duplication of effort and confusion. 

We will also ensure that LEAP services receive consistent and coherent direction from the LEAP 

core team and know which teams to contact with concerns or queries related to their data 

collection processes and practice.  

How will we do this? 

This work will be done through a combination of in-house and externally commissioned work.  

In-house work 

The LEAP evaluation and research team, with project support, will develop an online resource 

library. This will contain guidance to support services to develop or update their theories of change, 

ensuring they are science-based, and create a measurement framework. The team will also 

develop an evaluation and research training programme for the year.  

Evaluation and research support sessions restarted in May 2019. The purpose is to support services 

while they develop or update their theories of change and create a measurement framework, and 

to offer other research and evaluation advice and guidance. The team does not however have 

capacity to do evaluation and research on behalf of services. We hope that services will be able to 

take the lead with their own evaluation and research while the academic practice partnership is 

set up, but we will commission additional support where needed (see below).  

We will also improve coordination among the core team, ensuring we have a common 

understanding of, and commitment to, LEAP’s goals to tighten our routine monitoring and 

evaluation processes and practices. 

To achieve this, we will: 

• run weekly meetings, attended by the LEAP evaluation and research, public health, 

monitoring, and data teams, to share work in progress related to service-level data 

collection processes and practice (across the 6 data types), and any other work that might 

impact on LEAP’s shared measurement approach 

• implement the AGILE project management approach, or similar, across LEAP core teams – 

this will help ensure we take a consistent approach to understanding and managing tasks. 

Actions from the weekly meetings will be recorded on Trello 

https://trello.com/en-GB
https://trello.com/en-GB


 
 

• roll out a secure file sharing and content platform (e.g. Egnyte), across LEAP core teams 

and services – this will enable all LEAP core teams to work together, with services, to access 

and update each service’s (live) integrated monitoring and evaluation framework  

• ensure that all LEAP core team members, services, settings and partners know who is 

responsible for advising on different types of data collection processes and practices, and 

how to get in touch with them: 

1. Inputs – (LEAP finance. Contact: Dan Ellitts) 

2. User data – (LEAP public health, data and monitoring. Contact: Shaneka Foster) 

3. Feedback and experience of service data – (LEAP data and monitoring. Contact: David 
Wood and Selina Mensah 

4. Engagement data – (LEAP data and monitoring. Contact: Shaneka Foster) 

5. Outcomes data – (LEAP evaluation and research. Contact: Claire Dunne and Samantha 
Richards) 

6. Impact data – (Demonstrating Impact Group. Contact: Gemma Luck and Jill Roberts) 

• clarify with services what information we need to meet our reporting requirements 
externally to funders and internally to our boards and trustees, as well as which information 
we need services to routinely collect to help us learn and improve the programme. We will 
focus on measuring a prioritised number of things well, rather than trying to measure 
everything. We will also regularly review our data collection plans for the programme. 

Externally commissioned work 

The LEAP evaluation and research team will review each service’s refreshed theory of change and 

measurement framework, but if gaps or quality issues remain, we may need to get additional 

support from our commissioned external organisation to work with individual services – or groups 

of services working towards achieving common outcomes - and help them develop their theories 

of change and measurement frameworks. 

From early 2020 we will be establishing an Academic Practice Partnership (APP) to plan and deliver 

our process, impact and economic evaluations. As part of the commission, we will request that the 

APP review some or all of LEAP’s service-level measurement frameworks, building on our work to 

refresh our programme-level theory of change and develop a shared measurement approach. 

Deliverable 6: Putting our shared measurement approach into action 

What is this and why it is important? 

We could do all this work to help us tighten our monitoring and evaluation processes and practice, 

but it will be pointless if we don’t have the capacity to collect quality data, make sense of it and 

learn from it! 

 

https://www.egnyte.co.uk/
https://www.egnyte.co.uk/


 
 

How will we do this? 

Work to strengthen our capacity for evaluation will be done through a combination of in-house 

and externally commissioned work.  

Specifically, as previously mentioned, we will establish an Academic Practice Partnership to 

collaboratively plan and deliver LEAP’s evaluations. This contract will start in early 2020. 

We will also establish LEAP data/impact champions, ideally by Autumn 2019. Data/impact 

champions will be researchers who advise and support LEAP services (through workshops and 1:1 

mentoring), to routinely collect, handle and report quality data in accordance with their 

measurement frameworks. These will likely be Band 4 Assistant Psychologists, or equivalent, and 

will initially be recruited on a short-term contract while the APP is being set up, because we 

envisage the LEAP evaluation and data teams will have greater capacity to fulfil this role when the 

APP is fully established. We will also explore the possibility of offering this as a voluntary role, 

although we may struggle to achieve consistency with this approach. 

Please see discussion paper: Strengthening LEAP’s evaluation capacity for further information 

about the APP and data/impact champions, and other approaches we will take to increase our 

capacity and capability for evaluation, including developing LEAP’s training plan and resources. 

 

 



 
 

 

Appendix 1 – Draft framework – determinants of early childhood development 



 
 

Appendix 2 – Illustrative programme-level theory of change  

 



 
 

Appendix 3– List of outputs 

# Output Responsibility 

1 
LEAP Needs Assessment 
Framework 

In-house 

2 LEAP resource library In-house 

3 

Rapid evidence update - the 
determinants of early childhood 
development, and 'what works' 
to positively influence these 
determinants 

In-house 

4 Expert Advisory Group In-house 

5 
Review of needs, services and 
reach of early years services 
across Lambeth  

Partner (with in-house 
input) 

6 
Programme-level Theory of 
Change (visual and narrative) 

Partner (with in-house 
input) 

7 Impact Champions In-house 

8 Academic Practice Partner In-house 

9 Annual impact report In-house 

10 
LEAP's shared measurement 
approach 

Partner (with in-house 
input) 

11 
Service-level science-based 
theories of change and 
measurement frameworks 

In-house (with partner 
input) 

12 Ad-hoc formative evaluations Approved supplier 

 


