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1. Executive Summary 
 

Transport for the North’s (TfN) Monitoring and Evaluation Strategy is a key 

component of Transport for the North’s second Strategic Transport Plan (STP).  

In this document we set out Monitoring and Evaluation (M&E) processes in the 

context of TfN and the STP.   

The Strategic Transport Plan sets out a common vision, strategic ambitions, and 

a set of objectives for the transformation of the North’s transport system. A 

robust, Green Book compliant approach to Monitoring and Evaluation ensures 

that the implementation of the STP remains evidence based and outcome 

focussed.  

The purpose of the M&E Strategy is to monitor the North’s progress towards the 

ambitions of the STP. In addition, it is intended to provide evidence on the 

progress TfN is making towards achieving its ambitions. 

 The approach set out in this strategy recognises that the delivery of these 

ambitions is a collective effort involving national government, local transport 

authorities, delivery agencies and the private sector. 

Monitoring and Evaluation Framework 

TfN’s Monitoring and Evaluation Framework consists of a series of headline, core, 

and supplementary metrics developed in collaboration with partners that can be 

used to monitor the STP. To ensure transparency and consistency TfN will 

publish a dashboard to present the STP’s headline metrics and allow TfN to track 

progress towards the strategic ambitions, objectives, and associated targets set 

out in the plan, over time. 

The headline metrics are of the highest strategic importance and define the 

vision of the STP, with medium-term and long-term targets. Core and 

supplementary metrics do not have defined medium or long term targets but will 

provide additional intelligence on progress and challenges across the North’s 

transport network.  

 

TfN Annual Report 

The metrics in the M&E Framework will help to inform annual reporting which will 

include an assessment of progress made towards the STP pan-northern targets, 

as demonstrated in the STP M&E dashboard. This process will take place each 

autumn where there will also be a review of progress made, against the previous 

year's portfolio of work.  The metrics will also be used to look ahead to the 

following year and will form part of our annual business planning process, the 
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Business Plan will clearly set out what TfN will do as an organisation to support 

delivery of our collective vision.  

The M&E dashboard, which presents the headline metrics from the framework 

will be used annually (each autumn) to show progress against the key metrics 

and identify where further actions or policies may be necessary to support the 

STP trajectory. These outcomes will inform TfN's annual business plan. Core and 

supplementary metrics will provide additional intelligence on progress and 

challenges across the North’s transport network. These annual processes, 

alongside M&E across TfN at a project level, will allow TfN to monitor progress of 

its own programme of work in a proportionate way, given the challenges of 

quantifying TfN’s own contribution towards the STP strategic ambitions, as a 

Strategic Transport Body. 

Internal Review Processes 

Robust and proportionate internal processes are in place at a project and 

organisational level to understand the contribution of individual projects to TfN’s 

strategic ambitions, and the contribution of TfN’s work to the collective 

objectives for transforming the North, as set out in the STP. These will ensure a 

flow of information between levels and a golden thread throughout everything 

TfN does, in accordance with Green Book guidance. TfN has developed a suite of 

project management processes which are implemented at a project level, it 

includes a monitoring and evaluation plan to help link the outcomes of individual 

projects to TfN’s strategic objectives and operating model.  

External collaboration 

This strategy also sets out some of the challenges partner organisations have 

reported facing to achieve effective M&E and proposes some ways in which TfN 

can help promote collaboration across the North to address these issues. 

2. Monitoring and Evaluation in a TfN context 
 
The aim of this strategy is to embed the ROAMEF (rationale, objectives, appraisal, 

monitoring, evaluation, and feedback) cycle of evidence based policy making 
across all of TfN’s work, as set out in the HM Treasury Green Book1. Taking this 

approach will ensure that monitoring data and intelligence - both on the progress 
towards desired outcomes for the North as set out in the STP, and the contribution 

of TfN’s activities towards that - is considered within future policy design and 
implementation. This will help embed a culture of learning both at a strategic level 
and in project delivery. 

 
It is also clear that many of the approaches applied elsewhere to M&E in transport 

need to be modified to suit a sub-national transport body such as TfN. This 
strategy therefore sets out a bespoke approach developed specifically for TfN. 
 

 
1 https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-

governent/the-green-book-2020 
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2.1 Monitoring  

“Monitoring seeks to check progress against planned targets and can be defined 

as the formal reporting and evidencing that spend and outputs are successfully 
delivered, and milestones met” (Department for Transport, 20132).  

 
For TfN, monitoring relates to the assessment of progress towards the targets and 
milestones set out in the TfN Business Plan and the STP.  

 

2.2 Evaluation  

“Evaluation is a systematic assessment of the design, implementation, and 
outcomes of an intervention. It involves understanding how an intervention is 

being, or has been, implemented and what effects it has, for whom and why.” (HM 
Treasury, 2020: 15).  

 
Evaluation at TfN is about embedding a culture of learning in the way that 
projects, strategies, and policies are designed and reviewed. This will ensure 

that outcomes and learning from individual projects will feed into the 
development of TfN’s strategies and business planning, to maximise impact 

towards achieving our collective STP ambitions.  
 
 

2.3 The challenges of monitoring and evaluation for TfN  

TfN faces several challenges and constraints in rigorously monitoring and 
evaluating its activities and impacts, which have shaped the development of the 
approach set out in this document.

 
2 https://assets.publishing.service.gov.uk/media/5a7afb9140f0b66a2fc043b3/monitoring-evaluation-
strategy.pdf 

https://assets.publishing.service.gov.uk/media/5a7afb9140f0b66a2fc043b3/monitoring-evaluation-strategy.pdf
https://assets.publishing.service.gov.uk/media/5a7afb9140f0b66a2fc043b3/monitoring-evaluation-strategy.pdf
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Challenge Response 

TfN’s current remit: TfN has a 

unique status as a statutory sub-
national transport body in the UK 
context with few comparators 

internationally. Consequently, much 
of the growing methodological 

literature and best practice on M&E 
in the transport sector is not directly 
transferable to TfN. 

TfN has developed a bespoke approach to 

M&E which applies the spirit of existing 
national guidance, rather than applying 
approaches that have been developed 

within a very different context. 

 

Scope of TfN’s work: TfN’s role 
covers areas around strategy, policy 
and research that are not 

conventionally subject to monitoring 
and evaluation in transport. 

TfN’s role in monitoring and evaluation is 
proportionate to TfN’s strategic scope. 
TfN is not proposing to take a lead role in 

evaluating transport interventions led by 
delivery bodies and will instead focus on 

monitoring the delivery of the Strategic 
Transport Plan agreed collectively by the 
North’s leaders and activities undertaken 

to support its delivery.  

Potential future changes to TfN’s 
scope: There may be further 
changes to TfN scope and the 

strategic direction of transport in the 
North that affects that impacts that 

need to be measured. 

 TfNs approach to business planning and 
annual reporting is flexible enough to 
respond to change; each year it will 

recognise what is practical in the short 
term while laying foundations for future 

investment and reform of the system in 
the long term.  

Attribution: The attribution of 
change to the specific activities 

undertaken by an organisation is a 
key challenge of evaluation, and one 
which is particularly present in the 

case of TfN given its status as a sub-
national transport body. 

Rather than seeking to directly quantify 
the scale of TfN’s impacts on STP 

objectives, TfN has used logic mapping to 
identify impact pathways. This approach 
provides TfN with a more realistic 

assessment of how it contributes to its 
stated objectives.  

 

Complex impact pathways: As 

well as improvements to the 
transport system, the three strategic 

ambitions set out in TfN’s Strategic 
Transport Plan span the economic, 
environmental and societal domains. 

The aspects of the STP objectives 
which occur in these domains have 

multiple and complex determinants. 

 

TfN has sought to capture complex 

determinants even where change 
attribution is challenging. In areas such 

as social exclusion, Health and Wellbeing 
and decarbonisation, TfN has undertaken 
research and analysis to strengthen 

understanding in these areas. 
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3. Development of the TfN Monitoring and Evaluation Strategy  
 

TfN has undertaken several phases of work to inform the proposed approach to 

Monitoring and Evaluation presented in this Strategy.  All phases of development 

were shaped by internal and external input from TfN’s partners.  

3.1 Development phases 1,2 and 3 
 

Phases 1, 2 and 3 focussed on the development of the TfN Monitoring and 

Evaluation Framework, which is a set of metrics for monitoring progress towards 

STP objectives. The impacts are areas that Transport for the North can expect to 

influence through the interventions and policies that it promotes. 

This development was framed around the strategic ambitions of the TfN’s 

Strategic Transport Plan (STP). For STP2 (2024) these ambitions were as 

follows: 

➢ Rapid decarbonisation of surface transport 
➢ Reducing transport related social exclusion 
➢ Transforming economic performance 

The metrics identified to measure progress towards achieving the STP strategic 

ambitions have been split into three groups to provide an appropriate balance 

between strategic clarity on the North’s collective ambitions (headline metrics, 

which have clear medium-term and long-term targets) and more detailed 

monitoring (core metrics and supplementary metrics). 

3.2 Development phase 4  

Phase 4 consisted of: 

➢ Benefits mapping workshops with officers from across TfN, identifying 

where TfN’s work contributes to the STP impacts identified in Phase 1. 

➢ A review of best practice across monitoring and evaluation in transport, 

including initial discussions with other sub-national transport bodies. 

➢ A set of recommendations on how to operationalise monitoring and 

evaluation across TfN, informing the approach proposed in this strategy. 

 

3.3 Development phase 5  
 

Phase 5 consisted of: 

➢ Identifying medium-term and long-term targets for the set of headline 

metrics, as part of the development of TfN’s second Strategic Transport 

Plan 

➢ Development of STP Monitoring and Evaluation dashboard 
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3.4 Implementation 

The implementation of the M&E Strategy will be an iterative process and 

informed by prior experience.  

The diagram below presents the development of TfN’s M&E work programme.  
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4. Objectives and Principles 
 

These objectives and principles reflect the context and challenges set out in 
Section 2 and should inform the implementation of the processes set out in Section 
6. 

 
 

Objectives 

• Rigorously measure progress towards the objectives of the TfN’s Strategic 
Transport Plan, taking a multi-modal and cross-cutting approach. 

• Enable outcome-focussed, evidence based decision making at TfN across 

project level and organisational level based on the ‘ROAMEF’ cycle with a 
high level of coherence between these levels. 

 

Principle  Explanation  

Adaptability TfN’s approach to M&E should be driven by these 
principles and objectives rather than rigid processes. This 

will ensure TfN can identify new opportunities to 
collaborate, scale up and evolve along with TfN’s 

organisational evolution. 

Transparency Any findings should be transparent to TfN’s partners, to 

stakeholders, and to the public to the maximum extent 
possible given commercial and legal restrictions. 

Collaboration TfN’s M&E approach should draw on relevant expertise 
outside of the organisation and should be open to 

external input and review. 

Methodological 

rigour 

TfN’s approach to M&E should reflect best practice in 

evaluating transport interventions and comparable sub-
national transport bodies and should evolve with 

developments in this evidence base in the UK and 
elsewhere. 

Proportionality TfN’s Monitoring and Evaluation activity should be 
proportionate to the resources available, seeking both to 

add value and demonstrate value by providing new 
insights. 
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5. Monitoring and Evaluation Framework metrics 
 

The objectives and metrics in the Monitoring and Evaluation Framework are each 

associated with one of the strategic ambitions.   

➢ Rapid decarbonisation of surface transport  
➢ Reducing transport related social exclusion.  

➢ Transforming economic performance  
 

Many of the metrics are complemented by sub-metrics. For example, “Mode shift 

of trips from car to sustainable modes” is associated with a series of sub-metrics 

(number of trips for each transport mode and number of trips as a proportion of 

total trips). 

These metrics are intended to complement and inform KPIs of delivery bodies 

such as National Highways and Network Rail and Local Transport Plan objectives. 

For example, the National Highways KPI to “decrease the number of people 

killed or seriously injured on the SRN by at least 50% by the end of 2025” can 

support Vision Zero by 2040.  

The metrics in the Monitoring and Evaluation Framework are divided into the 

following categories: 

Headline metrics These are the high-level, long term strategic 

objectives linked to concrete targets and 

trajectories which define the vision of the STP, with 

strong theory of change linking to TfN-promoted 

interventions and policies 

Core metrics These metrics provide the key evidence required to 

monitor the North’s transport system in the short 
to medium term and will form a fundamental part 

of monitoring the STP. They must be 
methodologically robust, allowing TfN to track the 
data. However, a 'good is up/down' target may be 

sufficient, targeting sustained improvement in all 
areas, rather than specific targets and trajectories.  

 

Supplementary 

metrics 

These metrics provide supporting evidence to 

understand the wider context of the transport 
system. The Theory of Change between TfN's own 

work and these metrics is not as robust and 
monitoring these is a lower strategic priority. 
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Reporting 

Reporting on these metrics at a high level will be undertaken as part of the 

Annual Report. This will include a summary of data linked to the headline 

metrics, and a breakdown of which core metrics are moving in a positive or 

negative direction compared to the base year. 

  Headline objectives Core metrics 
Core sub-
metrics 

Decarbonising the North's transport 
system 6 18 66 

Transforming the North's economy  5 15 24 

Reducing transport related social 
exclusion 8 25 79 

Total 19 60 169 

 

Base years 

Each of the metrics in the M&E Framework is associated with a base year, 

providing a baseline data point. Each of the metrics will be presented as a time 

series. The base year of choice depends on two considerations. 

➢ Data availability. Often the most recently available data is used, but this 

data is from up to 4-5 years ago. This applies to outputs that use TfN 

modelling and TfN’s Transport Related Social Exclusion (TRSE) analysis. 

➢ The impact of the COVID-19 pandemic. In some cases, the impact of 

the pandemic on travel demand has meant that the most recently 

available data is misleading, so a pre-COVID-19 baseline has been 

selected. This includes travel modal share and air pollution. 

In other cases, such as the roll-out of electric vehicles, electric vehicle 

charging points, or infrastructure related metrics, more recent data was 

used. 

The table below provides a summary of which base years were used for each set 

of metrics.  

Base year Headline  Core 

2017 0 1 

2018,19,20 17 36 

2021,22 2 23 
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6. TfN’s approach to M&E 
 

6.1 Project Level Actions 
 

Action 1: Project-level M&E Review 

At a project level, TfN will: 

➢ Ensure that project objectives are SMART (Specific, Measurable, 

Achievable, Realistic and Time-bound) and that success can be reviewed. 

➢ Link project objectives to TfN’s operating model and STP Strategic 

Ambitions 

All project objectives will be linked to one or more of TfN’s STP strategic 

ambitions, and one or more of the pillars of TfN’s Operating Model, as set out in 

TfN’s second Strategic Transport Plan, to strengthen TfN’s ’golden thread’: 

o A centre of technical excellence for the North – holding and collating 
information and analytical tools that are available to all partners.   

o A source of trusted information – one that is available to all our 
partners locally, regionally, and nationally as a foundation on which to 
develop solutions.   

o A strategic thought leader and champion of strategic transport planning 
– one that ensures the linkages between transport, digital and energy 

systems are reflected in decision making.  

o An enabler of accelerated delivery – applying our capability and 
capacity in support of our partners as they bring forward solutions for 

implementation.   

o A trusted collaborator – working with partners (nationally and across 

the North) to maximise the leverage of its own activity to the benefit of 
our communities and businesses.  

TfN has developed a suite of documents to support project management. 

Included in this is a ‘mini monitoring plan’ and logic map, to help guide M&E at a 
project level and to help link projects to STP strategic ambitions and TfN’s 

operating model objectives.  
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6.2 Partner Support - TfN Offer  
 

TfN Offer allows TfN to use its capability and evidence base to support local 

partners in developing their local transport plans; the data, evidence, tools, and 

advice prepared by TfN, is available to support local transport plan (LTP) 

development and implementation.  

As a part of TfN’s commitment to monitor and evaluate at a project level, TfN 

has developed a series of outcomes and indicators to help measure value and 

success in offering support to partners as they develop transport strategies and 

potential solutions. TfN will monitor requests that are submitted, survey 

partners, and build case studies around TfN Offer requests to create an evidence 

base that demonstrates the impact of the support that is available to Local 

Partners.  

 

6.3. Organisational Level Actions 
 

Action 2: utilise evidence from Monitoring and Evaluation to inform 

Business Planning 

Each Autumn, TfN will undertake a review of the M&E dashboard alongside 

existing workstreams and projects to inform prioritisation in the following 

financial year. This should encompass a review of the links between TfN’s 

current work programme, and the golden thread set in the STP and Business 

Plan. This will inform internal planning activities and should be framed around 

the following questions: 

Key question Explanation 

How has the existing work plan 
progressed to date? What new 

activities need to be in scope? 

Light touch review of KPIs in the 
Business Plan, plus any additional BAU 

(Business as Usual) activities 

How do existing and emerging 
activities link to the TfN golden 
thread? 

Ensuring robust links to the TfN golden 
thread and the STP and the Business 
Plan 

What were the key barriers to 
progress on key outcomes and how 

can these be overcome? 
 

This provides an opportunity to reflect 
on key lessons learnt 

Were there any major unplanned 
successes over the past year? 

An opportunity to highlight any 
unexpected successes and innovations 
that may not be captured elsewhere, 

focussing on the concrete, external 
impact of TfN’s work  
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Action 3: Monitoring and Evaluation Framework  

The Monitoring and Evaluation Framework contains the key metrics required to 

monitor progress towards STP objectives. Action 3 recognises the ongoing work 

required to keep the Monitoring and Evaluation Framework up to date and 

ensure it is actively utilised.  

The M&E Officer will undertake a light-touch review of the M&E Framework every 

year to ensure it reflects the latest data available to TfN and continues to reflect 

TfN’s strategic priorities. 

 

 This will include: 

 

➢ Ensuring the dashboard is populated with the latest available data for all 

headline metrics. 

➢ Resolving any issues with data availability and prioritise within TfN’s 

analytical work programme. If resources prove to be a constraint, 

headline metrics should take the highest priority. 

➢ Adapting any changes in the scope of TfN’s work or user feedback. 

➢ Responding to improvements in data quality and availability. 

 

Any changes will need to meet the following criteria:  

 

Forward consistency Metrics can be monitored 

continuously, with a reliable (and 
ideally annual) data release schedule. 

Backward consistency Data points are available that are 
comparable to existing baselines for 

other metrics. 

Transparency  If possible, metrics will be developed 
using data that can be shared 
externally. 

Strategic alignment Any new metrics are clearly aligned to 
TfN’s STP objectives.  

Proportionality New metrics increase the overall 

coherence of the M&E Framework. 

 

TfN will continue to collaborate with Partners to strengthen alignment where this 

is appropriate and remains consistent with the level of ambition of the Strategic 

Transport Plan. 
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Action 4: Monitoring and Evaluation Dashboard  

 

The headline metrics from the TfN Monitoring and Evaluation Framework will be 

displayed in an online, publicly available dashboard. The aim of the dashboard is 

to present the 19 headline metrics, show a time series and progress towards the 

2030 and 2050 targets and strategic ambitions set out in the Strategic Transport 

Plan.  

 

The future scope for the dashboard will be to present some of the core metrics 

from the TfN Monitoring and Evaluation Framework and to include more local 

metrics below the level of the North, to help support local authority partners by 

providing trusted analysis of northern travel data.  

 

Action 5:  Annual Report 

 

Our annual business planning process will clearly set out what TfN will do as an 
organisation to support delivery of our collective vision.  

As part of annual reporting, we will reflect on progress made against our 
business plan each year, alongside reviewing the performance against the 

headline and core STP metrics at a pan-Northern level, as demonstrated in the 
STP monitoring and evaluation dashboard. 
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6.4. Wider Knowledge-sharing  
 

During Monitoring and Evaluation Phase 4, TfN made links with other Sub-

National Transport Bodies and Local Transport Authorities to discuss challenges 

and opportunities around Monitoring and Evaluation. The Department for 

Transport’s (DfT) Local Major Scheme Meta-Evaluation (June 2022)3 also 

highlights some of these challenges. Key examples are listed in the table below: 

Local Transport Authority challenges Sub-National Transport Body 
challenges 

Limited internal resource, knowledge, and capacity 

 

Challenges raising the profile of M&E and ensuring it is considered at an early 

stage in project and strategy development.  

 

Monitoring and Evaluation processes need to be flexible and proportionate in 
response to organisational evolution but consistent enough to build 

understanding and capacity 

Challenges accessing data required to 

monitor and evaluate schemes, and 
timing data collection with scheme 

milestones. 
 

Novel approaches to M&E are 

required that correspond to remit 
and scope of work. 

 

Methodological challenges monitoring and evaluating schemes, particularly 
attribution of change, including: 

➢ Using forecasts 

➢ Counterfactuals and comparators 
➢ Setting consistent scheme objectives 

➢ Applying Theory of Change 
➢ Capturing wider economic impacts and CO2 impacts 

 

 

 

 

 

 

 

 

 
3 https://assets.publishing.service.gov.uk/media/6399c5938fa8f50dd7bd43e8/local-authority-major-schemes-
meta-evaluation-2011-to-2016.pdf 

https://assets.publishing.service.gov.uk/media/6399c5938fa8f50dd7bd43e8/local-authority-major-schemes-meta-evaluation-2011-to-2016.pdf
https://assets.publishing.service.gov.uk/media/6399c5938fa8f50dd7bd43e8/local-authority-major-schemes-meta-evaluation-2011-to-2016.pdf
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Where possible, TfN will seek opportunities to collaborate with partners to 

help overcome these challenges. Key areas of potential highlighted in the 

Monitoring and Evaluation Phase 4 report are: 

 

Opportunities for TfN to add value 

Applying the principles 

of DfT guidance on 
Theory of Change logic 
mapping 

This is an area that continues to present practical 

and methodological challenges for partners. As 
TfN and partners both develop their own 
approaches to logic mapping, there may be 

further opportunities to share lessons learnt. 
 

Resolving shared 
challenges around data 

collection and analysis 

The continued development of the M&E 
Framework is likely to highlight additional areas 

where: 
i) TfN tools can be shared with Local Transport 

Authorities to support their own work monitoring 
local transport networks or in building business 
cases. 

ii) TfN can work with Local Transport Authorities 
to build the case for more data sharing or data 

collection at a national level. 
 
Where these opportunities emerge, TfN will 

facilitate discussion through existing governance 
groups, particularly the Analytical Advisory Group 

(AAG). 
 

Collaboration on future 
DfT guidance updates 

 

Where DfT undertakes future consultations on 
Monitoring and Evaluation guidance updates, 

Transport for the North could raise the profile of 
these among Local Transport Authorities and 
facilitate discussion to generate high quality 

feedback for consideration by DfT. 
 

Sharing best practice 
and lessons learned 

 

Prior engagement with partner officers involved in 
M&E highlighted interest in learning from 

successes in other authorities. So far this has 
been facilitated through existing channels, such as 
the TfN Rural Mobility Working Group and the 

Northern Evidence Academic Forum but could be 
expanded. 
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7. Annex: Monitoring and Evaluation Framework 

7.1 Headline Metrics  
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7.2 Supplementary metrics  

 

7.2.1 Transforming Economic Performance  
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7.2.2 Decarbonising surface transport  
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7.2.3 Enhancing social inclusion and health  
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