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Working with land managers across six pilot projects, the Programme will expand the scientific evidence 
on carbon uptake and storage in specific habitats and develop ways of integrating nature-based solutions 
with other land management objectives. In addition to the pilot areas, Kew’s ‘wild botanic garden’ at 
Wakehurst Sussex will be used for detailed research into carbon storage and sequestration. The project 
will support the government’s net zero target, inform future environmental land management schemes, 
and seek to demonstrate effective governance models and mechanisms for blending public and private 
finance. 

 
The Programme has four workstreams: 

1: Programme Management and Pilot Development – led by Natural England 
2: Comparative assessment of carbon storage and sequestration – led by Natural England 
3: Carbon storage, flux and biodiversity – led by RGB Kew 
4: Blended Funding and Governance – led by the Environment Agency 

 
Defra has responsibility for leading work on the Government’s ambition for leaving the environment in a 
better condition for future generations, as articulated in the Government’s  document ‘A Green Future: 
Our 25 Year Plan to Improve the Environment’ (25 YEP). The 25 YEP contains a range of actions to 
achieve: 

• Clean air 

• Clean and plentiful water 

• Thriving plants and wildlife 

• Reduced risk of harm from environmental hazards (e.g. flooding and drought) 

• Sustainable and efficient use of resources from nature 

• Enhanced beauty, heritage and engagement with the natural environment 

• Mitigation and adaptation to climate change, and 

• Minimised waste. 
 
 
BEIS has responsibility for science, research and innovation, energy and clean growth and climate 
change. They have prioritised work specifically to: 

• tackle climate change: reduce UK greenhouse gas emissions to net zero by 2050 
• unleash innovation and accelerate science and technology throughout the country to increase 

productivity and UK global influence 
• back long-term growth 

 
The Government’s ‘10 Point Plan for a Green Industrial Revolution’ published in November 2020 clearly 
states that ‘the natural environment is one of the most important and effective solutions we have for 
capturing and sequestering carbon long-term’. This ambitious plan for a green recovery following the 
Covid-19 pandemic sets out a clear pathway to achieve net zero emissions by 2050 outlined in the Net 
Zero Strategy: Build Back Greener document. 
 
In February 2021, the Dasgupta Review identified that economies must mainstream nature into decision-
making and recognise the benefits that nature provides. Multiple other government strategies and 
initiatives, particularly across Defra and BEIS, set out Government’s ambition to go further and faster to 
address the twin challenges of our time - the climate crisis and biodiversity loss. These include the Clean 
Growth Strategy, the new environmental land management schemes (ELMs), the Nature Recovery 
Network (NRN), and the Flood and Coastal Erosion Risk Management Strategy. Reflecting these strategic 
priorities, increasing our sequestration of carbon using nature-based solutions (NbS) (such as tree 
planting, peatland restoration, and regenerative agriculture) is necessary and critical if England is to meet 
its Net Zero target. Doing so in a way that delivers wider benefits to people and nature is required to meet 
25 YEP environment targets and IUCN global standards for NbS. 
 
The Office for National Statistics (ONS) estimates the annual flow of public benefits from UK ecosystem 
services at more than £8bn pa. However, achieving these multiple benefits needs careful implementation 



 

 

and reliable evidence to maximise synergies and avoid conflicts between outcomes. It is important to 
know what the marginal benefit is in changing one land use or habitat to another. For example the carbon 
benefit of converting a grassland to a woodland is likely to be higher in some places than others, 
depending on soil type, climate and the management history of a site. Planting trees on peatland can 
increase rather than decrease greenhouse gas emissions as well as impacting negatively on biodiversity 
and hydrology, and planting woodland on wildflower meadows can damage biodiversity. When 
implementing NbS, doing the right thing in the right place is critical and more needs to be understood 
about how best to implement them in ways that maximise carbon sequestration and achieve multiple 
benefits across different policy areas.   
 
Equally critical to ensuring that NbS are scaled up to meet the size of the challenge is learning how to 
design governance structures that define how risk is shared between public and private sectors, and how 
interventions are aggregated and targeted to develop a pipeline of investable projects that will draw in 
private finance to fund NbS. In doing this, there is a need to co-ordinate planned actions across different 
landowners, local communities and stakeholders by forming strong, well-governed partnerships that will 
support the large-scale change required to implement NbS at the landscape scale. 
 
 
Project Objectives 
The core objectives of the project are to: 
 

a) Establish pilot study locations with local partners to implement Nature-based solutions for carbon 
storage and sequestration, which will act as test beds to fill evidence gaps in our understanding 
of carbon storage and sequestration by semi-natural habitats.   

b) Work with Defra’s Landscape Recovery Team, Defra Green Finance and other internal and 
external stakeholders to demonstrate and test appropriate governance models for delivering NbS 
at the landscape scale 

c) Analyse and assess collected data to inform decision making and assessment of efficacy of NbS 
interventions for climate change 

d) Undertake research into the biodiversity (wider environmental), social and economic benefits 
associated with NbS for climate change at the landscape scale, to prioritise monitoring and 
evaluation (see objective ‘c’) of key anticipated benefits, compared to an established baseline 

e) Develop a toolkit of resources1 covering governance, mapping and targeting, and data and 
evidence needs for developing landscape scale NbS projects that can be used by internal and 
external stakeholders 

f) Provide the basis for development of environmental markets and identify potential revenue 
streams and models that could eventually be used to fund on-going maintenance or monitoring 
of the implemented NbS 

g) Demonstrate the benefit of a collaborative platform approach for managing and funding the 
implementation of NbS at the landscape scale 

h) Undertake robust monitoring and evaluation of the additional carbon stored and sequestered by 
NbS interventions compared to baseline 

i) Undertake high-resolution measuring, mapping and modelling of above and below ground 
biodiversity and its influence on carbon stocks and flows within multiple habitats. 

 

Project Delivery 

The project is being delivered via four workstreams: 
 
Workstream 1: Programme management and establishment of pilot sites 
 
Natural England leads this workstream and manages the overall Programme including tracking delivery, 
managing overall risk and Programme level reporting. The workstream will select the pilot sites, agree 

 
1 There are already many resources in place, e.g. Natural England’s Natural Capital Evidence Handbook (NCEH) 



 

 

plans for each site with local partnerships and support them with information and advice. It will co-fund 
the evaluation contract with the Environment Agency. 
 
Workstream 2: Comparative assessment of carbon storage and sequestration 
 
This workstream is also led by Natural England and will focus on the comparative assessment of carbon 
storage and sequestration by different potential NbS and their wider benefits. The work will be delivered 
by a team of Natural England scientists and the four elements outlined below will be delivered across the 
pilot sites and additional sites if required: 
 

• Establishment of baseline carbon flux and storage and initial changes on implementation of NbS in 
pilot sites 

• Assessment of carbon storage by contrasting habitats, including semi-natural woodlands, peatlands 
in a range of conditions, a range of grasslands, heathlands and hedgerows 

• Monitoring of carbon fluxes by contrasting semi-natural habitats 

• Assessment of biodiversity and other (socio-economic) benefits or disbenefits of NbS actions in 
pilot sites. 

 
Workstream 3: Monitoring, modelling and evaluation of carbon fluxes 
 
This workstream is led by Kew Science and involves the University of Sussex and will research a suite of 
temporally and spatially gradated habitats at Wakehurst to answer key questions about the trade-offs and 
interactions between ecosystem function and carbon sequestration. It will also provide a baseline for other 
key English habitats and land uses, e.g. parkland and suburban gardens and assess richness and health 
compared with the grassland and woodland. 
 
Workstream 4: Development of governance models and blended funding solutions 
 
Led by the Environment Agency and involving colleagues across Defra, Defra Arm’s Length Bodies 
(ALBs) and BEIS, this workstream will focus on working with stakeholders to develop local governance 
as part of the market architecture for environmental markets. This workstream will develop an England-
specific NbS toolkit for implementing a whole systems approach for NbS at the landscape scale, 
incorporating blended funding. A key aim of this workstream is to develop mechanisms for bringing 
together funding grants from existing water, environment and agricultural schemes, Grant in Aid, 
regulated finance and incorporate the development of environmental markets to crowd-in private 
investment to support the on-going maintenance of landscape restoration. 
 
Figure 1 below shows a simple systems map of the relationship between workstreams and the high-level 
outcomes for the project as a whole. 

 



 

 

 
Fig 1: NbS for CC project overview 
 
The grant scheme is currently being agreed, with the pilots being selected in November 2022. In 
preparation for this evaluation contract, we worked with a supplier to develop an evaluation framework for 
this evaluation. This framework, which follows a Realist approach, is provided separate to this 
specification, see Appendix 3 (with some elements copied here as annexes). A full anticipated timeline 
for the project/evaluation is shown in section 1.5. 

 

1.3  Aims of the Contract 

 
Natural England wishes to appoint suitably qualified contractor(s) to work with Natural England and project 
partners to evaluate the project. This evaluation is intended to be both formative and summative, allowing 
project partners to adapt implementation based on the evidence generated and to assess the 
effectiveness of the project and communicate learning to funders and stakeholders. 
 
The evaluation will be based on the evaluation framework developed for the project. The full framework, 
including theories of change, their narratives and the framework itself, is attached with this specification. 
Four theories of change (ToC) have been developed for the project across distinct themes, showing the 
contribution of each workstream to the anticipated outcomes for the project as a whole. The ToC, plus 
accompanying narratives, are shown in annexes 1a to 1d. 
 
This contract covers a period from March 2023 to March 2024, with no current indication that additional 
funding will be available for ongoing evaluation in future years. Given the nature of the intervention, this 
timetable means that the focus of the contract is on gathering baseline data to underpin impact and value 
for money evaluation and on the process elements. Additionally, we wish to establish indicators that can 
be used for longer-term evaluation, should we receive additional funding in future years. The complexity 
of the intervention suggests that adopting a Realist Evaluation approach will be the best way to evaluate 
process elements and plan for evaluation of the others. This is covered in more depth in section 4, 
methodology. 
 
The ToC in annex 1 are presented in realist format and have helped develop the central research 
questions contained in tables 1a to 1e below. Each table describes the process and impact evaluation 
questions for each of the ToC, with a fifth table describing cross-cutting questions across the project.  



 

 

 
 
Table 1a: Evaluation questions for ToC1 – carbon biodiversity and other ecosystem services 
 

Impact evaluation 
question and sub-
questions 

What are the expected carbon storage and sequestration, biodiversity and other 
environmental outcomes of the pilots and programme in different locations and 
habitats? 

1. What actions in what contexts have been most effective in terms of 
delivering environmental benefits and why?  

2. How do environmental outcomes of the pilots vary across locations and 
habitats? What actions in what contexts have been most effective in 
terms of outcomes and why? What learning has been gained, by whom 
and how? 

3. To what extent and how has the programme been successful in 
increasing the quality and/or quantity of natural capital assets within 
each pilot area?  

4. To what extent and how have the scientific objectives of the pilots and 
programme been achieved? To what extent and in what ways are each 
of the scientific methods and protocols of the programme likely to be 
scalable and applicable to different contexts? 
 

Process evaluation 
question and sub-
questions 

How well have delivery organisations worked together to deliver the 
programme? In what circumstances did they work well together, or not, and 
why? 

1. To what extent has Kew's work on climate science been integrated into 
the overall programme? What has been the engagement with other 
workstreams (investors and pilots)? 

2. Was the process for recruitment and selection of pilots timely and 
efficient? Do the pilots represent an appropriate basis for testing NbS 
for climate change at the landscape scale? Why/why not? 
 

 
 
Table 1b: Evaluation questions for ToC2 – blended finance and governance 
 

Impact evaluation 
question and sub-
questions 

To what extent, how and for whom have the financial and governance models 
trialled by the programme been effective in delivering blended finance 
approaches to funding NbS?  

1. To what extent and how has the evidence generated by the pilots 
informed investors and policymakers on preferred models to fund NbS? 

2. To what extent and how has the evidence generated by NE, Kew and 
the pilots increased the confidence of private investors to fund NbS? 

3. To what extent and how has the evidence generated by the pilots 
identified effective ways for Govt to work with others to fund and 
manage NbS? 
 

Process 
evaluation 
question and sub-
questions 

How well have the project partners engaged private investors in the work? What 
approaches worked for whom, and why? 

1. What lessons have been learned, by whom and how, from delivering 
the pilots and the programme as a whole? 
 

 
 
 
Table 1c: Evaluation questions for ToC3 – policy knowledge and capacity 
 

Impact evaluation 
question and sub-
questions 

Can the learning around the governance, funding and science elements of the 
programme be scaled up and rolled out more widely, to whom, and in what 
ways? 



 

 

1. Has the understanding and capacity of project partners improved and in 
what respects? 

2. What is the learning from the programme for each of the partner 
organisations, their ways of working and opportunities for future 
collaboration?  

3. How will the project partners ensure that the knowledge and capacity 
built during the project is retained and embedded within their 
organisations? 

4. To what extent and in what ways are each of the scientific methods and 
protocols of the programme likely to be scalable and applicable to 
different contexts? 

5. How can learning be applied to future schemes? 
 

Process evaluation 
question and sub-
questions 

How well have delivery organisations worked together to deliver the 
programme? In what circumstances did they work well together, or not, and 
why? 

1. To what extent has learning from the pilots and the programme been 
effectively disseminated? What approaches worked, for whom and 
why? Who has benefited from this communication? 

2. To what extent, how and in what circumstances have delivery 
organisations involved in the programme increased their understanding 
of (and capability in) governance systems, blended finance, and 
delivering NbS?  
 

 
 
Table 1d: Evaluation questions for ToC4 – community participation in NbS for climate change 
 

Impact evaluation 
question and sub-
questions 

To what extent, how and in what circumstances have communities participated 
in the pilots and obtained social, economic and environmental benefits?  

1. To what extent and how has the evidence generated by the pilots and 
wider programme informed local stakeholders about NbS?  

2. What are the social, economic and environmental outcomes of the 
pilots, who are the key beneficiaries and how were the outcomes 
achieved? 

3. To what extent and how have the pilots been successful in engaging 
and building relationships with local communities (increasing social 
capital)? 
 

Process evaluation 
question and sub-
questions 

How well have the pilots engaged local communities in the work? What 
approaches worked for whom and why? 

1. In what ways have communities affected (either positively or negatively) 
delivery of the pilots, how?  
 

 
 
 
Table 1e: Cross-cutting evaluation questions  
 

Impact evaluation 
question and sub-
questions 

Were there positive or negative unintended consequences resulting from the 
programme? Who was affected, in what ways and why? 

Process evaluation 
question and sub-
questions 

How well have partner organisations worked together to deliver the 
programme?  
In what circumstances did they work well together, or not, and why? 

1. To what extent and how is the programme expected to influence joint 
working between the partners in the future? 

 
What lessons have been learned, by whom and how, from delivering the pilots 
and the programme as a whole?   



 

 

1. To what extent, how and in what circumstances have these lessons 
influenced delivery of the programme?  

2. To what extent, how and in what circumstances have delivery 
organisations involved in the programme increased their understanding 
of (and capability in) governance systems, blended finance, and 
delivering NbS?  

3. To what extent has learning from the pilots and the programme been 
effectively disseminated? What approaches worked, for whom and 
why?  Who has benefited from this communication? 
 

 
The guidance provided to potential applicants to take part in the pilots can be shared with the successful 
contractor. The pilot leads are key partners in this evaluation and will form a key data source. Should the 
pilots be successful in developing self-sustaining funding to meet their individual pilot objectives, there is 
the potential for ongoing data gathering to support impact and value for money evaluation. As part of the 
evaluation criteria for assessing applications, applicants were asked to describe “how you measure 
environmental change to quantity and measure the outcomes you propose to achieve, and how you will 
evaluate the data to show the outcomes have been achieved”, “confirmation that you will provide 
information about current and past land management and history on request” and “whether you have, or 
intend to collect, baseline evaluation data, such as natural capital mapping, BNG Metric mapping, or other 
baseline information”. It is important to note that the pilots are different in nature and not all are starting 
from the same point. 

 

1.4  Approach and Methodology 

 
Tenderers should propose methods which meet the full range of research aims and objectives set out in 
this specification. These should represent best practice in analysing the relevant data and market 
intelligence. While there is flexibility to adapt the methods to best suit the data and timeframe, tenderers 
should be clear in their proposals to the approach they wish to take. It will be crucial for the project lead 
to regularly engage Defra colleagues. 
 
For a variety of reasons, not least the complexity of the evaluation, the four quite different, but connected 
workstreams and the timetable for this contract, we are proposing that a Realist Evaluation2 approach is 
followed. As shown in the ToC at annexes 1a to d, the realist approach allows us to consider the many 
contexts in which elements of the intervention will take place and the various mechanisms that can deliver 
outcomes. 
 
In developing the framework, we have adopted an approach that covers the individual aims of each of the 
project workstreams, but in an integrated way. The aims and objectives for each workstream are 
described earlier in the specification, but for the project as a whole, the evaluation needs to cover all 
aspects together. The four ToC developed (annexes 1a to d) provide focus on key evaluation areas and, 
where appropriate, integrate cross-cutting workstream outcomes. Fig 1 shows the high-level relationship 
between workstreams and project outcomes. 
 
The evaluation questions (tables 1a to e above) follow the same format – providing focus and ensuring 
integration and the final framework also follows this approach. The evaluation framework elements are 
shown in Appendix 3. A comprehensive slide pack covering all elements of the framework has been 
developed, which is provided as a separate attachment to this specification. 
 
In undertaking this evaluation we anticipate that the successful contractor will need to engage with all 
project partners, those involved in delivering the pilots and with communities in the pilot areas. The 
evaluation will require development of baseline data (which will be a priority task on award) and use both 

 
2 See the Realist Evaluation supplementary guide to the Magenta Book, 2020 - here.  



 

 

quantitative and qualitative evidence, as described in the framework. Baseline data requirements will be 
linked to the evaluation indicators and it is expected that the contractor will need to work with each pilot 
to ensure a level of consistency. Each pilot can be evaluated individually, but the priority is on evaluating 
the project as a whole, covering all workstreams. 
 
The evaluation framework should not be viewed as a static document and we expect it to evolve as the 
evaluation progresses. Updating the framework (and related elements such as the ToC) as new 
information becomes available will be an essential part of the evaluation. As such, we will invite the 
successful contractor to suggest changes and/or enhancements to the framework through the lifetime of 
the contract. 
 
Ideally, we would also want a calculation of cost-benefit ratios for project activities (including 
disaggregated at a pilot-by-pilot scale) but realise that this may not be possible within the timeframe for 
the evaluation. The successful contractor will be invited to advise us on how we can plan to calculate this 
data – and over what timescale. 
 
We require the methods employed by the contractor to be in line with guidance provided in HM Treasury’s 
Magenta Book, HM Treasury’s Green Book, Defra’s Complexity Evaluation Framework as well as 
Government Social Research, the General Data Protection Regulation (GDPR) and Natural England’s 
guidance on research ethics. 

 

1.5  Programme of Work / Deliverables / Timetable 

The successful tenderer will be responsible for all travel and subsistence costs related to the work and the 

supply of all labour, materials and equipment. 

 

Tenderers may propose consortium or subcontracting arrangements but should provide a single project 

manager responsible to Defra for fulfilment of the contract and for liaison with Defra’s contract manager. 

The successful tenderer will provide written progress updates to Defra as required during the project and 

will agree to meet with Defra officials as and when required. 

 

The successful tenderer must meet deadlines as proposed within their tender submission and 

subsequently agreed with Defra throughout the project and will notify Defra without delay if there is a risk 

that they may be unable to meet these deadlines. 

 

Defra will inform the contractor without delay if there is any deficiency in the quality of the services 

provided under the contract. The contractor will take steps to ensure any problems are resolved as a 

matter of urgency. 

 
Deliverables 
 
Natural England requires the following deliverables to be produced during the contract:  
 

• A project inception document produced within two weeks of the contract commencing outlining the 

agreed methodology and workplan following any amendments identified during the inception 

meeting. The inception document should outline the work proposed over the two financial years of 

the contract  

• A final evaluation report produced in Natural England report format and suitable for publication on 

Natural England’s Access to Evidence website, delivered to the timetable outlined below and 

answering the evaluation questions outlined in section 3 







 

 



 



 

 



 



 



 

 



 



 

 



 



 



 

 



 

 



 

 



 

 



 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

Resource and Pricing 

The Price due to the Contractor in consideration for the provision of the Services is  
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