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1. Background 

We lack robust data on food system outcomes. This research will further develop 
indicators to assess progress towards Government’s agri-food outcomes, and collect 
baseline data against which progress can be tracked. Ongoing monitoring will inform 
policy development across Agri-Food Chain Directorate (AFC), and beyond.  
The indicators will track progress against three outcomes, post-farmgate:  

(i) a prosperous agri-food and secure food supply 
(ii) a sustainable, nature positive food system   
(iii) trade that provides export opportunities and consumer choice 

This project builds on a monitoring and evaluation scoping exercise completed in March 
2023. The project will revise and refresh the existing theory of change and logframe 
review to strengthen the benefit statements and indicators. It will incorporate indicators 
based on primary data collection to ensure a better balance between primary and 
secondary data sources in the logframe. The project should reflect best-practice guidance 
in the Magenta Book and Defra Complexity Evaluation Framework.  

 
2. Statement of services 

Objectives and outcomes to be achieved 

The overall question to be addressed is “What indicators should we use to assess 
progress against Government’s priority food outcomes and what do they currently show?”. 
The project will provide baseline monitoring of priority outcomes and where possible show 
the direction of travel, improving strategic evidence for agri-food policy making going 
forward.  

 
Scope 



OFFICIAL SENSITIVE - COMMERCIAL 

 

 
 

 

Defra Project Engagement Letter V_7.1 Engagement DPEL_61545_025 Page 4 of 11 

The project is split into 4 stages:  
 
Stage 0: Project Start up and initiation (~1 month) 
Stage 1: Finalise key performance indicators (KPIs) to assess progress against 
Government’s priority food outcomes (~4 months) 
Stage 2: Design outputs for the monitoring programme (~2 months) 
Stage 3: Collect and present baseline data against the KPIs (~10 months) 
 
Stage 0: Project Start up and initiation 
The objective of this stage is to prepare a monitoring plan and associated project 
documentation to enable delivery of the project to time / quality / cost. The key activities 
required are:  
 

• Project start-up meeting  
• Production of Project Initiation Document (PID) including project structure, 

approach, governance, RAID log and reporting approach. 
 
Stage 1: Finalise key performance indicators (KPIs) and methods of data collection 
against these indicators to assess progress against Government’s priority food 
outcomes 
The key activities required are:  

• Review monitoring and evaluation scoping exercise completed in March 2023.  
• Work with teams across Defra to refresh nested theory of change models and Figure 

2 in evaluation scoping exercise, focusing on additional activities in AFC and ‘EU & 
International Trade’ directorates. Clearly articulate the causal link between policy 
activity with the three priority outcomes. 

• confirm existing data gathering and monitoring plans with policy teams 
• Identify data gaps in our ability to monitor agri-food outcomes  
• Check relevance of the proposed indicators (from March 2023 exercise) according 

to the new activities. Create new indicators where required. 
• If possible, make a weighted and aggregated index of the indicators for each 

outcome to give an overview of our progress, which is understandable to a 
member of the public 

• Update existing logframe with metrics and data sources for monitoring progress 
against the indicators and priority outcomes.  

• Write interim report. As a minimum, this should include: methodology for weighting 
data; proposals for primary and secondary data to fill data gaps; and primary data 
collection methods. Drawing on the evaluation scoping exercise, we would like to 
peruse the silver level of data collection. 

• Undertake initial exploration of contribution analysis to understand how changes in 
outcomes could be attributed to government policies and the influence of external 
factors. 
 

Stage 2: Design outputs for the monitoring programme 
As detailed in the evaluation scoping exercise, there is likely to be a diverse audience of 
internal and external stakeholders for findings who may want to use them in different 
ways. Therefore, the monitoring programme is likely going to need multiple routes of 
dissemination. The output needs to be able to be updated each time new data is 
collected. 
Propose options for how the data can be presented in a user friendly and easily updatable 
format. Undertake limited stakeholder testing of these formats. Possible output formats 
include: 
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• report (see 25 Year Environment Plan: progress reports, Resources and waste 
strategy for England: monitoring and evaluation and Natural Flood Management 
Programme: evaluation report) 

• evidence packs (see Farming and environment evidence packs)  
• dashboard (see Bovine TB Interactive Dashboard) 

We can share more examples with the successful contractor.  
 
Stage 3: Collect and present baseline data against the KPIs (~8 months) 
Collect baseline data from both primary and secondary data sources. Address questions 
posed in the evaluation scoping exercise: 

1. What are the main learning opportunities and barriers for delivery of the activities 
and making progress towards Government’s agri-food outcomes? 

2. How can selected KPIs, and the weighted and aggregated index of the indicators, 
be understood in the different contexts in which initiatives are delivered? What 
additional evidence should a monitoring team draw on?  

3. What has Defra/other organisations done in the past to deliver similar policies? 
What evidence exists to show results so far against these policy outcomes? 

Present baseline data, theories of change and evaluation approach according to outputs 
agreed in Stage 2. 
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