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Executive summary 
 
Ashton Gatehouse project: Background 
Ashton Gatehouse is the newly adopted name for the Lower Lodge project.  The Lower 
Lodge, or City Lodge, was the main entrance gatehouse to the Ashton Court Estate until the 
building of the Clifton Suspension Bridge.  Built in approx. 1805, it remained in use as the 
primary entrance to the Estate until the Second World War.  However, by the 1960s, the 
Lodge was no longer in use and in subsequent years fell into disrepair.  The Bristol Buildings 
Preservation Trust (BBPT) became concerned about this long empty and derelict heritage 
asset: a Grade 2 * Building at Risk, and the only unrestored Gate Lodge on the Ashton Court 
Estate.  Its location in the grounds of Ashton Park School gave the building close links to the 
heritage community in south Bristol and through the school, to the wider community.  BBPT 
developed a partnership with Bristol City Council and the South West Bristol Co-operative 
Learning Trust to restore the building which would become a gateway to discovering the 
past.   
 
Funding was secured from the Heritage Lottery Fund and others.  The project had an 
ambitious Activity Plan which set out an integrated programme of interpretation and 
learning.  At the heart of the Activity Plan is for the Lower Lodge to become a gateway 
through which South Bristol communities could explore their built heritage and young 
people would have opportunities to learn, apply and appreciate heritage and conservation, 
and would develop skills to deliver this.  The Activity Plan was delivered by a team of three 
(part time Lead Consultant, part time Education Consultant, full time Community Projects 
Officer).  It comprised 11 interconnected projects, each of which contributed to the revised 
project aims 

 To put Ashton Gatehouse on the map 

 To engage the community with the Gatehouse 

 To raise awareness of the Gatehouse as a heritage hub  
 
A significant change was to the name of the building, which is now called Ashton 
Gatehouse.  This came about through consultation within the school and local communities.   
It was felt that this new name best reflects the location (Ashton) and its historic links to 
Ashton Court; and “Gatehouse” is the name by which the building has long been known 
within Ashton Park School.   
 
The project aimed to make explicit the role of the Gatehouse as a link between the 
communities in BS3, the industrial heritage of that area, and the former grandeur of Ashton 
Court and its heritage.  This concept influenced the adoption of the strap line:  

“One gateway, two worlds” 
 

Research Methods and Evaluation Approach 
A Theory of Change was developed which provided a framework for this evaluation.  Data 
was gathered from a range of sources: 

 Data from the project team for each activity 

 Lesson plans and resources for the school based activities 

 Evaluation forms completed by participants in each activity 
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 Project reports 

 A volunteers’ survey for this evaluation 

 A web-survey on the new Gatehouse website 

 Semi structured interviews with nine key stakeholders. 
 
The full evaluation report identifies the lessons learned from this innovative project.  It has a 
focus both on considering elements of the project that were particularly successful or 
effective (What worked well) and on the ways in which the project delivered the HLF 
outcomes.  In this Summary, we focus on the ways in which the project delivered the HLF 
Outcomes.   
 

Delivering the Project Outcomes 
The Activity Plan aimed to deliver a set of outcomes which are common to all HLF funded 
projects, and are defined by HLF.  Overall, it succeeded in meeting these outcomes. 
 

Heritage will be interpreted and explained; and recorded and identified 
All of the projects have successfully contributed to a new knowledge base which has given 
greater access to the specific heritage of the Gatehouse, as well as the history of Ashton 
Court, and of industrial Bedminster.  By focusing attention on the history of the Ashton side 
of the area, and on the Estate and its landowners, the Smyths, the project has made strides 
in developing information about significant, but largely unknown, local histories.  Some of 
the projects have developed specific new information about specific, often quirky, local 
histories.  Many of the stories have been illustrated through oral histories.  

 The education projects, in particular Red Book and Roaming Drama helped 
participants to understand the background to the design of the estate, and produced 
materials that give this information.  The Roaming Drama helped to explain why 
Repton’s proposals were only partially realised.  It used a highly accessible format to 
bring stories about Ashton Court, the Smyths and their relationship to the landscape 
to public attention.    

 A geophysical exploration has informed the growing understanding of a significant 
Repton landscape.   

 The White City Project brought together important themes including World War 
One in the local area, and how Bristolians related to both their community and the 
Empire.  The project’s use of Minecraft offered a creative way to engage young 
people with their heritage, using a technology that is familiar to explore a story that 
is not.   

 Oral Histories and Our Place have enabled the recording of personal testimonies 
about the heritage; through Our Place, new material was added to Know Your Place, 
showing that the activities have also enabled the project to play a greater role in the 
wider local heritage community.   example through the additions made at Ashton 
Vale to Know Your Place.  Oral histories are on the project website and make up part 
of the interpretation materials in the Gatehouse building.    

 Putting Ashton Vale on the Map Embroidery will produce a permanent legacy for 
the project which will show the Gatehouse in its physical context as defined by 
members of the local communities that surround it. This project has engaged 30 
volunteers to co-create an embroidered map of the area who have shared landmarks 
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of both personal and community significance in the areas around the Gatehouse.  It 
has helped to challenge the perception that the Gatehouse is separate from the local 
community. 

 The project apps will build on the information gathered throughout the project and 
will be widely available.  Information will be permanently available via the 
Gatehouse website, in the permanent exhibition in the Gatehouse and the 
Gatehouse’s travelling exhibition.   

 Interpretation has been installed in the Gatehouse which will contribute to wider 
understanding of the history of the building and the surrounding area.  
 

HLF funding enabled the core team to bring in relevant expertise. This increased the ability 
of the project team to deliver a wider range of local histories which have increased both the 
knowledge base and its reach.  By working closely with Ashton Park School students, the 
education projects have actively engaged a very large number of young people in creating a 
heritage narrative about the area in which they live.  This is a rare and valuable opportunity 
for heritage projects, and for young people.   

 
People will have developed skills and learnt about heritage 
Through the project people have acquired a range of skills ranging from practical skills (e.g. 
craft) through to life skills.   
 
Craft Skills were developed through several of the projects, for example the Red Book 
(drawing and writing in period style), Putting Ashton Gatehouse on the Map (traditional 
embroidery), Peeps and Bursts Roaming Drama (acting before an audience, and acting in 
the open air).    
 
Drama students said:     

 “I feel I have further developed my speech generally as well as how to protect my 
voice more” 

 “I learnt about the process of creating a show.  I learnt how to become a part and 
learnt how to fall into a role.” 

 “I was surprised at how the costumes helped us to get into character.” 
Red Book art students said 

 “I have learned about how Repton would convince people to use his designs” 
 

 “I have learnt that our school is located in the grounds of Ashton Court.  I have also 
learnt how to blend the different colours in a tree, to make it look more realistic.” 

 
Life Skills 
Several of the education projects, including Our Place and the Oral History work involved 
the development of interview, listening and note taking skills.  Many of the students and 
stakeholders described how their involvement with the Gatehouse education projects had 
helped boost their confidence. 
The Red Book  art students  

“[The Red Book] gives you a chance to proudly display your art.  You could even show 
your kids if it was up long enough.” 
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“Being picked [as one of the students who created the Red Book] meant I thought I was 
good enough to do an Art GCSE”.  

Only 2 of the 22 drama students in the Roaming Drama had ever acted in a play before.   
“The performances took them to places they’d never been before….  When they saw the 
faces of people in the audience, and they realised that they’d done it… the experience was 
powerful, and they grew through the process.” (Sheila Hannon) 
 “We got a lot of confidence from performing in front of an audience”, from working with a 
professional theatre company in “something that was not just a school play” 
 
Learning about the heritage 
Participation in the Activity Plan projects widened people’s understanding about “history” 
and how it relates to their lives, their communities and their streets.   

  “I’ve never thought about researching local history and this has been an 
enlightening experience.” (Drama Student) 

 Students from several activities who participated in a Focus Group about their 
involvement reported that through the activities, they came to “know the area 
more” and felt better equipped to explain its history to others. 

 The Our Place activities contributed to an increased knowledge among different 
groups within BS3 communities about the Gatehouse and its local context. 
“It helped to bring history alive.” 

 Students at Ashton Vale Primary School, who participated in the ‘Know Your Ashton 
Vale’ Our Place activity reported on some of the more surprising revelations of the 
session, including that 

o Students had not always been required to wear school uniforms 
o The area had flooded in the 1960s, and 
o “KFC used to be a place where buses were stored” which meant that “there 

was no KFC” 
“I have learned that the Gatehouse has a lot more history than you think” 

 
A wider range of people will have learnt about and engaged with heritage 
838 people, made up of students from Ashton Park and two of its feeder primaries, Ashton 
Park staff, members of local communities including parents of school students, volunteers 
and ‘other stakeholders’ engaged with the Activity Plan projects.   
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For the majority of parents and community members and all of the students, their 
involvement with the Activity Plan projects gave them an introduction to heritage.  The 
close involvement of Ashton Park School offered an excellent way to widen engagement 
with heritage for a large number of people.  Before this involvement, “heritage” in itself was 
not of interest to most of the students, but by focusing on a specific building that was part 
of students’ daily lives at school, the Gatehouse project made heritage relevant.   

 “doing the play in the same places that people actually lived and worked” gave 
students a greater respect for people’s lives in a different era, and sewed seeds of 
interest about the past.  

 Only one of the 8 parents/grandparents who accompanied White City students (Year 
5 from Ashton Gate Primary School) on a visit to the Bristol Record Office knew 
about this resource, but all expressed an interest in using it in the future. 

 Putting Ashton Gatehouse on the Map has created a group of volunteers who now 
have an ongoing connection with the Gatehouse and who are well placed to act as 
ambassadors for the building in which their work will be displayed.    

 
Ashton Park as a catalyst for community engagement 
Ashton Park School has very close links to its local community.  Nearly three-quarters of the 
students at Ashton Park live in BS3, as do many of the staff, a large number of whom 
attended the school as students or have long and strong local and family connections with 
the local BS3 area.  It is also a significant local employer.  The Gatehouse project enabled 
connections to be built across generations, and this helped with several of the education 
and intergenerational projects.  Ashton Park remains committed to support the Gatehouse 
as it develops into a sustainable entity.  The gains for the school are that 

 “…it’s been decrepit and unknown for years.  Now it is more visible, it’s become 
something we can be very proud of.”  (Sheila Hill) 
 

Ashton Park’s commitment to the Gatehouse project has influenced the success of the 
project and has enabled access to people who can be hard to reach by heritage sites.   
 
Reaching and engaging with young people can be a challenge for heritage projects, and the 
active involvement of the school overcame this.  The Activity Plan projects brought 374 
students into direct contact with the heritage.  Many more parents and community 
members participated in these projects including parents and children from some of Ashton 
Park’s feeder primary schools through the Our Place project.   Running activities through the 
school has put students and parents at the heart of the Ashton Gatehouse project, and this 
has generated a strong commitment to it.  The education programme in the Activity Plan 
has given a large cohort of young people the knowledge, skills and interest to maintain a 
level of involvement with the project as it develops.  This project can be seen as a model for 
effective engagement of young people with heritage projects. 

 

People will have had an enjoyable experience 
Feedback from many of the projects has shown a high level of enjoyment in the Gatehouse 
projects.  Students enjoyed 

  “…looking at the maps and interviewing people” (Know Your Ashton Vale) 

 “…talking to everyone and finding everything out” (oral history) 
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 “…the sketching of the beautiful landscapes” and “learning techniques with 
watercolour painting” (Red Book) 
 

Students were struck by hearing about “Ashton in the war”: hearing that many of the streets 
in which they lived had been bombed, and that children played on bomb sites, made a 
strong impression.  Members of the community who were interviewed through these 
events enjoyed the opportunity to revisit their old memories, and they appreciated having 
such an interested audience of interviewers.   Through these activities, the heritage became 
relevant.  They have given young people a genuine stake in the heritage of the Gatehouse, 
and have contributed to the development of a committed group of stakeholders in the 
community.   
 

People will have volunteered time 
The Activity Plan had a target of £24,00 volunteer contributions, and this was met before 
the end of the project.  The input of the Embroidery volunteers, which is significant, has not 
been counted within this calculation as that project was still running after the formal end of 
the Activity Plan period.  By the end of the project 

 18 individuals had contributed to the project as professional or skilled volunteers, as 
well as members of the Project Board 

 20 people contributed their time as volunteers or in an advisory role, e.g. 
representing the interests of people in BS3 communities to help the development of 
the project.   

 30 people were working with the Embroidery Project. 
Volunteer roles were clearly defined, and a strong set of volunteer procedures which were 
developed by the Community Projects Officer.   
 
A survey was developed using Survey Monkey to evaluate the volunteer experience. Five 
responses were received.  For three, this was their first involvement with a heritage project.  
All reported enjoying their role with the Gatehouse project, and many reported benefits of 
their involvement. 
 

 
 
At the end of the Activity Plan period, there was a strong volunteer base, which suggests 
that many of the volunteers will continue their involvement with the Gatehouse.  This has 
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the potential to make a positive contribution to the sustainability of the project into the 
future. 
 

The local area will be a better place to live, work or visit 
Investment in the Ashton Gatehouse has contributed to improvements to the local area.  Its 
restoration has added a new feature to the local area.  Previously, the building was derelict: 
an eyesore which cost money simply to keep safe and secure.  It is now a little gem of a 
building which offers an amenity to local residents, to the school and to the communities 
that surround it.   
 
However, Ashton Gatehouse faces a significant challenge relating to its geography.  It is 
located on the non-residential side of the Cumberland Basin road system and so not 
physically within the main BS3 geographic communities.  An aim of the Activity Plan was to 
forge links with communities in south Bristol, with an emphasis on BS3, and to create 
connections between the school community and the wider geographic community, as well 
as with specific communities of interest.  The Activity Plan team met this challenge.  Some of 
the projects were particularly successful at “bridging the Basin” and highlighting the 
relevance of the Gatehouse for wider communities.   

 The addition of signage under the Cumberland Basin has enabled better access to 
the Gatehouse, the school, and to Ashton Court Estate.   
“This will help the two sides link together more effectively.” Ben Barker 

  ‘Peeps and Bursts’ roaming drama was performed over two evenings in May 2016 
to audiences totally 109 people.  The stories of the Smyth family, told as the 
audience ‘roamed’ from the Gatehouse across the Ashton Court Estate, were 
previously unheard by the majority of the audience.   
“It was visually magical to see the performance in the landscape…. like being in a 
Thomas Hardy film” (audience comments) 
“[It] opened students’ eyes to our place in this location.  It shows how the school’s 
history is intertwined with that of Ashton Court.”  Sheila Hill  

 “Putting Ashton Gatehouse on the Map”, community embroidery project has 
drawn in volunteers from different communities, including Long Ashton. The act of 
craft creation brings with it a sense of ownership of the project and this has helped 
to generate stronger connections to the Gatehouse and an understanding of its 
place in history of the area that surrounds it.   

 Bringing Bower Ashton into the picture: This is a small residential enclave that is cut 
off from Southville by the roads. The Gatehouse team worked constructively with 
the Bower Ashton Residents’ Association (BARA) to give them a voice in the 
development of the project.   They are key stakeholders in the project as it develops. 
   

Contributing to community cohesion:  These activities, particularly the oral history, Our 
Place activities and the embroidery project have brought people together from different 
communities.  One of the adults who participated in the Know Your Ashton Vale activity 
commented that she was surprised to find that “Ashton Vale has lots of lovely children”.  
One of the children said that, through learning more about the history of their 
neighbourhood, they discovered that Ashton Vale is “a more lovely place to live in than I 
already knew before”. 
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Further connections were made between the Gatehouse project and Ashton Court Estate.  
Staff at the Estate were enthusiastic about the Red Book, and keen to promote it as a link 
between the two venues.  The Gatehouse app will explore the connections between the 
Gatehouse, aspects of Bedminster history and the history of Ashton Court Estate.  Ashton 
Court is reputed to be one of the most popular public parks in England, and this connection 
will be of real benefit to the Gatehouse.     
 
Increasing resilience through boosting young people’s self-esteem and confidence 
The close relationship with Ashton Park School enabled the project to work constructively 
with young people, many of whom described how their confidence had increased through 
their participation in the Activity Plan projects.  We have been particularly struck by the 
positive impact of all of the projects that involved young people interviewing others.  The 
skills needed for conducting a successful interview are reflected in the large body of 
literature that describes the building blocks of social competence.  They include basic 
interaction skills, such as smiling, making eye contact, listening; communication skills, such 
as showing an interest and being able to talk about needs and ideas; empathy; and co-
operation and taking turns.  Most of the school based projects enabled students to develop 
these skills.  This contribution to community resilience is a unique outcome of the education 
projects and of the close relationship between the Gatehouse project and Ashton Park 
School. 
 

The organisation will be more resilient 
Through the Activity Plan projects links have been built with some of the diverse 
communities in BS3, with Ashton Park School and Ashton Court estate staff.  The project 
deliverables have left a tangible legacy from the HLF investment.  The project team 
established relationships with the Bedminster History Cooperative and its members, and 
with the Greater Bedminster Community Partnership, as well as with local residents and a 
range of key stakeholders such as Bristol Records Office.  The most local residents’ 
association (BARA) is a supporter of the Gatehouse and will be an important stakeholder as 
the project develops.  The Ashton Gatehouse appears to be building on a strong base with 
interested stakeholders and a team of committed volunteers.  The ongoing support of 
Ashton Park School will be vital to the long term success of the Gatehouse.  The School has 
developed a successful model for running a self-sustaining business as a separate entity 
under its stewardship, the Ashton Park Sports Centre which was opened in 2005.  A re-
formed project board is being established under the umbrella of the South West Bristol Co-
operative Learning Trust. 
 

Conclusion:  An ambitious plan, delivered successfully 
The suite of projects delivered through the Activity Plan has successfully raised awareness of 
the Gatehouse and its stories, and engaged wide ranging communities with the project.  The 
link with Ashton Park School offered a powerful mechanism for engaging young people with 
heritage and created new relationships with a range of heritage audiences.  The 
development of a new knowledge base has brought a greater interest in and awareness of 
local history.  Overall, the Ashton Gatehouse project is an exemplar for engaging 
communities through their local schools.   
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Ashton Gatehouse: “A lot more history than you think” 
Evaluation of an HLF funded Activity Plan: Full Report 

 
1. Introduction 

 

1.1. Ashton Gatehouse project: Background 
 
Ashton Gatehouse is the newly adopted name for the Lower Lodge project.  The Lower 
Lodge, or City Lodge, was the main entrance gatehouse to the Ashton Court Estate until the 
building of the Clifton Suspension Bridge.  It remained in use as the primary entrance to the 
Estate until the Second World War.  The Lodge, or Gatehouse, dates from the early 
nineteenth century and was designed by local architect Henry Wood, who was associated 
with the Humphrey Repton redesign for the Mansion and the Estate.  Located within this 
historic landscape, the relationship to Ashton Court Estate was drastically altered with the 
building of Ashton Park School in the 1950s.  By the 1960s, the Lodge was no longer in use 
and in subsequent years fell into disrepair.   
 
The Bristol Buildings Preservation Trust (BBPT) became concerned about this long empty 
and derelict heritage asset.  Exploring the potential for community uses of the restored 
Lower Lodge, the building became a clear candidate for the Trust’s attention.  It was a Grade 
2 * Building at Risk, and the only unrestored Gate Lodge on the Ashton Court Estate.  
Further, its location in the grounds of Ashton Park School gave the building close links to the 
heritage community in south Bristol and through the school, to the wider community.  BBPT 
agreed to form a partnership to restore the Lower Lodge to Ashton Court Estate, and to 
provide a gateway to discovering the past.  Other partners were Ashton Park School, Bristol 
City Council and the South West Bristol Co-operative Learning Trust.   
 
With the school as a committed partner, the project would have unique access to the South 
West Bristol Co-operative Learning Trust.  This would give it a direct route to diverse 
audiences, from Bristol City Football Club to the Tobacco Factory (arts centre), to local 
primary, secondary and tertiary education providers and the children and families who use 
them.  
 
As part of the application to the Heritage Lottery Fund, the partnership prepared an 
ambitious Activity Plan which set out an integrated programme of interpretation and 
learning.  At the heart of the Activity Plan is for the Lower Lodge to become a gateway 
through which  
 

 South Bristol communities can explore their built heritage  

 Young people will have opportunities to learn, apply and appreciate heritage and 
conservation, and the skills to deliver this  
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1.2. Activity Plan 
 

The Activity Plan set out to create and deliver a range of educational, learning and 
interpretation components.  At its heart was a core interpretative vision which described 
the Lodge as a gateway offering “a threshold to new knowledge and a different 
understanding of the worlds it connects… Through its restoration, we will be able to learn 
about and communicate the history, cultures, heritage and communities that are linked 
together through this small building; and consider how these histories connect to the 
present day and into the future.”  With a focus on bringing people together to uncover 
stories that locate the Lodge in the local community, the Activity Plan set out three core 
themes around which activities would be developed:   
 

 to bring back into the public awareness and imagination the contribution of the later 
Smyths to the landscape at Ashton Court, and to the economy of South Bristol 
 

 to contribute to dialogue about the development of Bristol as a Victorian industrial 
city 
 

 to explore the development of Bristol in the twentieth century, through the 
integration of the school, the Estate, and the city. 
 

 

1.3. Delivery structure 
 

The project was delivered by a team of freelance professionals all working and living in the 
South West. 

 
Lead Consultant, Helen Horler, Culture Force, started work for the project on 1st August 
2015, working 2 days a week.   This role involved overall responsibility for the planning, 
management and delivery of the Activity plan and its projects and oversight of the 
implementation of the AP.   Also, contracting, project liaison and reporting, management of 
the delivery team and its outputs, development of training opportunities within the project 
(including conservation training), and publicity and communications.  The Lead Consultant 
was paid a fixed fee of £20,046 to September 2016.  The role was extended (and fee 
increased) to November to enable the completion of some projects due to the delayed 
finish of the build.   
 
Community Projects Officer, Tamsin Mosse, started work full time from 9 November 2015 
on a 10 month contract. This post combined two roles within the Activity Plan community 
engagement and volunteer engagement and management as set out in the Activity Plan.  
The revised role involved working with the AP team to support the development of the 
Gatehouse Project,   engage the community and generate active involvement and 
volunteers. Promoting the Gatehouse was a significant part of the role.  The post holder also 
contributed to the website and app development, a signage and public arts trail and 
exhibition materials.  The CPO was paid a fixed fee of £18,333 to September 2016.  As 
above, this was extended until the end of October (with a fee increase).  
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Education Consultant, Ruth Myers, Local Learning CIC,  worked for 2 days a week (term time 
only) on the Gatehouse project from from August 2015 to the end of July 2016. This role 
involved delivering the learning activities set out in the Activity Plan, and for liaison with APS 
to coordinate these activities with relevant teaching staff and to fit the school timetable, 
and liaison with the Lead Consultant to coordinate the education project outputs with other 
elements of the Activity Plan. The Education Consultant was employed for a fixed fee of 
£12,000.  The post was not extended past the end of the school year, but during this period, 
the Education Consultant contributed an additional 80 hours of time (counted as a 
volunteer contribution worth £4,000) to the project. 
 
 

1.4. Adaptions to the Activity Plan 
 

As both the restoration and the Activity Plan delivery team gathered momentum, inevitable 
changes were made to the project. The first, and highly significant, was a name change.  
Research into the history of the building gave several different names for it.  Following 
community consultation, primarily with the school community (students and parents), it 
was agreed to call the building “Ashton Gatehouse”.  It was felt that this new name best 
reflects the location (Ashton) and its historic links to Ashton Court; and “Gatehouse” is the 
name by which the building has long been known within Ashton Park School. 
 

And the aims of the Activity Plan became defined as follows: 
 

 To put Ashton Gatehouse on the map 

 To engage the community with the Gatehouse 

 To raise awareness of the Gatehouse as a heritage hub  
 
The project aimed to make explicit the role of the Gatehouse as a link between the 
communities in BS3, the industrial heritage of that area, and the former grandeur of Ashton 
Court and its heritage.  This concept influenced the adoption of the strap line:  

“One gateway, two worlds” 
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2.  Methodology 
 
The core evaluation questions in relation to the delivery of the Ashton Gatehouse Activity 
Plan are: 

 What was delivered? 

 How did this package of activities deliver the outcomes expressed in Stage 2 bid to 
HLF for this project?   

 Has the project delivered the intended impacts, as set out in the Theory of Change? 

 
Data was gathered for the evaluation through a range of mechanisms. 
 

a) A core evaluation form agreed with the Activity Plan team.  Forms were completed 
by the relevant delivery lead for each activity 

b) Additional data provided by project leads about each project, e.g. project plans, 
reports of activities, consultations, etc. 

c) Lesson plans provided for the education activities.  The lesson plans and resources 
have been left at the school for further use.  

d) Evaluation forms drawn up by the evaluator completed by participants from the 
range of Activity Plan projects.  Student evaluation forms were collected after each 
activity.  

e) Project reports shared with the evaluator 
f) A survey of volunteers compiled by the evaluator using Survey Monkey.  The 

Community Projects Officer sent this to all of the project’s regular 24 volunteers.  5 
surveys were returned.  

g) A survey was placed on the Gatehouse website.  3 people responded to this.  It was 
very difficult to find the survey, and it was not clear that it was available. 

h) The evaluator interviewed nine key project stakeholders.  The majority of these 
interviews were face to face; some were telephone interviews if this was the only 
way to contact people. 

 
This gave us a wealth of data about the project activities and outcomes.  The data gathered 
has been analysed and summarised in this report. 
 
 Underpinning the evaluation was a Theory of Change.   
 
   

Theory of Change  
 
A “Theory of Change” is a tool that helps projects to understand how their overall aims and 
their practice are joined together so they can define their impact.  It enables the project to 
consider the extent to which its outcomes have been achieved.   The Theory of Change for 
Ashton Gatehouse is set out below.  It has provided the framework for this evaluation. 
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Themes at the heart of 
the Activity Plan

1.  To bring back into the 
public awareness and 
imagination the 
contribution of the 
later Smyths to the 
landscape at Ashton 
Court, and to the 
economy of South 
Bristol

2.  To contribute to 
dialogue about the 
development of 
Bristol as a Victorian 
industrial city

3. To explore the
development of 
Bristol in the 
twentieth century, 
through the 
integration of the 
school, the Estate, 
and the city.

Revised project aims

>  To put Ashton 
Gatehouse on the map

>  To engage the 
community with the 
Gatehouse

>  To raise awareness of 
the Gatehouse as a 
heritage hub 

Project outcomes

Heritage will be 
interpreted and explained; 
and recorded and 
identified

People will have 
developed skills and 
learnt about heritage

A wider range of people 
will have learnt about 
and engaged with 
heritage

People will have had an 
enjoyable experience

People will have 
volunteered time

Community
The local area will be a 

better place to live, 
work or visit

The organisation will be
more resilient

Impact: the changes we 
will see

>  Increased skills

>  Knowledge and 
understanding of the 
heritage

>  Enjoyment, inspiration 
and creativity

>  Attitudes, seen through   
connections with local 
history & community
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3. Activities    
 
The Activity Plan set out 11 activities which collectively aim to deliver the project aims and 
its outcomes. At the centre of the Activity Plan was the intention to  
  

 Develop partnerships by working with local history groups, and through gathering 
oral histories as an ongoing intergenerational activity  
 

 Engage young people with heritage, making the most of the opportunity presented 
by the relationship with Ashton Park 
 

 Develop a sustainable project 
 

The intention of the Activity Plan (AP) was that there would be a focus on delivery within 
the school as a pivot point for engaging the wider community with the heritage.  While all of 
the projects defined in the AP were intended to be interconnected, the Plan identified a 
number of specifically school based activities in addition to projects with more of a 
community engagement start point.  For example, the oral histories offered a way to engage 
with school and community members by offering an intergenerational activity, and 
providing recordings for the project website and app.   The information generated through 
Our Place fed into other projects in the AP such as the Signage project.  Overall, the AP 
delivered a mix which brought together local communities: those involved with local 
heritage, the general community and the school. 
 
The table below describes in summary each of the projects in the Activity Plan.   

 
  



Ashton Gatehouse: A lot more history than you think 
Evaluation of HLF Funded Activity Plan 
Rowan Associates   January 2017  17 

 

Activity Delivery 
Lead 

Project Aims Delivery Summary Delivered 

Geophysical 
Survey 

RM To provide an interpretation of the 
landscape to  

 inform a historic landscape 
interpretation map showing the 
original and existing features of the 
Repton design for the estate 

 inform our understanding of the 
context of the Gatehouse with the rest 
of the estate 

 

1) Community activity on 10.10.15: members of 
the public were invited to undertake a “Time 
Team style” geophysical survey of the playing 
field at Ashton Park School to try to find the 
“lost driveway” to Ashton Court.  This had 
been built to link the Gatehouse to the 
Court/Mansion House.  27 people 
participated.   

2) 2 full day sessions 60 Year 8 Geography 
students who undertook more detailed 
geophysical surveys and began to map the 
Repton Landscape.   

The students also contributed to the branding 
exercise.  

Oct 2015 

Production of 
a Red Book 

RM To create a modern resource that 
captures the design and main features of 
the Estate landscape 
 

a multi-disciplinary education activity involving 
history and art students at Ashton Park School in 
the creation of a Red Book, in the style of that 
which would have been produced by Repton to 
demonstrate his plans for the landscaping of the 
Ashton Court Estate.  32 Year 9 history students 
worked to draft the text of the Red Book; 20 Year 
9 art students and to explore themes about 
landscape design and the context of the 
development of the estate.   
The activity produced a physical Red Book which 
will become part of the physical interpretation for 
the project; and is available online  

Oct – Dec 
2015.  Red 
Book 
delivered 
September 
2016  
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Activity Delivery 
Lead 

Project Aims Delivery Summary Delivered 

Roaming 
Drama 

RM To make history accessible to different 
audiences.  By using drama and the estate 
landscape, this activity would bring out a 
part of the story in an accessible format 

This activity aimed to reforge the link between 
the Gatehouse and Ashton Court, and encourage 
people to visit and enjoy the whole of the Ashton 
Court estate.  It was delivered through an 
ambitious and successful partnership including  
the Education Consultant, APS, Show of Strength 
(a local and highly regarded theatre company) 
and Calling the Shots (a Bristol based production 
company using creative media to engage new 
audiences and develop talent.).  A total of 34 
students were involved in 2 performances which 
attracted audiences of 109 people.   
Oral histories informed the script 

Dec 2015- 
May 2016 

Our Place RM To use the Our Place mapping tool kit to 
engage people not normally involved with 
heritage projects to define their sense of 
place, and what they feel is important 
about the Gatehouse and the area around 
it.  Our Place is a mapping tool that 
enables people to identify and define the 
important aspects of their local 
environment. 

Our Place involved a wide range of activities, all of 
which link with other activities in the AP and 
which contributed to an Our Place document. 

 ‘Making an Entrance Day’ - Geophysical 
survey 

 Know Your Place Introductory Session and 
Memories and Memorabilia session, April 
2016: an intergenerational activity involving 
26 Year 7 History Students and 7 local 
residents  

 Time lapse photography project:  A Level 
photography students made 3 time-lapse 
films throughout the restoration process 
which show images of the interior and 
exterior of the Gatehouse at different stages 

October 
2015, 
April, May 
2016.  
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Activity Delivery 
Lead 

Project Aims Delivery Summary Delivered 

of its renovation.  Films are uploaded on the 
project website and provided images for some 
of the oral histories.      

 2 events with Ashton Vale Primary School, 
one of Ashton Park’s feeder schools.  A total 
of 21 parents/carers participated in these two 
events.  One focused on introducing students 
and parents to Know Your Place, and resulted 
in the addition of many new items being 
uploaded to the site; the other was a walk 
from one school to the other, with students 
mapping their walk. This contributed to the 
signage activity; and built bridges between to 
schools – noted as a valuable transition 
activity. 

White City 
Project 

RM To consider how local social and historic 
contexts have changed locally and 
internationally over the past century, by 
exploring the site of the Bristol 
International Exhibition (known as The 
White City) which was sited in Ashton.   

This activity aimed to promote the Gatehouse to 
different groups within the communities 
surrounding the site, including Year 5 children 
from feeder primary schools.  It also provided an 
active role and connection for staff at the Bristol 
Record Office (BRO), and introduced children and 
their parents to the resources that are available 
at BRO. By focusing on this curious aspect of local 
history, with its range of stories from a later 
period of time (early 20th Century) the project 
aimed to nurture an interest in local history and 
to generate an understanding of the social and 
historic context of both the White City, and the 

April – 
May 2016 
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Activity Delivery 
Lead 

Project Aims Delivery Summary Delivered 

relatively recent history of the area surrounding 
the Gatehouse.  The use of Minecraft as a tool to 
generate a version of the Bristol International 
Exhibition in 1914 (known as the White City) 
offered a creative way to engage young people 
with their heritage, using a technology that is 
familiar to explore a story that is not.  A film of 
the Minecraft activity was made, involving UWE 
students & staff 

Living 
Memories 
Intergenerat-
ional Oral 
History 

RM, TM To bring together people from different 
parts of the local community, of different 
ages, to share and record their memories 
and so to create a permanent oral record 
of life in BS3 

14 residents and 26 Year 7 history students 
gathered for an Afternoon Tea during which 
residents were interviewed about their memories 
of the Gatehouse and the surrounding area.  
Students learned about interview techniques, and 
about active listening & conversation skills.   
Further interviews were held after this event. 
Oral histories continued to be gathered 
throughout the life of the project by members of 
the project team, although not as a school 
based/intergenerational activity. 
 

Primary 
activity: 
October – 
December 
2015 
 

Walking Trails 
and GPS 
based App 

HH, TM To offer routes that will enable people to 
explore the areas surrounding the 
Gatehouse, specifically the Ashton Court 
Estate and the industrial heritage of 
Bedminster 
 

The aim of the app is to develop a ‘two worlds’ 
idea so that people will be able to access two 
‘stories’ either side of the gatehouse: one about 
the industrial heritage of Bedminster and the 
other about Ashton Court. In doing so the activity 
aimed to ‘put Ashton Gatehouse back on the 

App testing 
will take 
place after 
end of 
project.  
No data 
available   
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Activity Delivery 
Lead 

Project Aims Delivery Summary Delivered 

map’ and increase sense of place and 
engagement. 
The app was not available at the time of writing 
this evaluation.  
 

Signage / 
Public Art 
Trail 

TM To create better and more accessible links 
between the Gatehouse and Ashton Court 
Estate, and between the Gatehouse and 
the residential areas of BS3 
 

This was a complex and multi-facetted activity 
delivered through the Our Place mapping 
activities, 3 ‘pop up’ consultation events run with 
a local community artist, and liaison with Bristol 
City Council Highways Dept.  
A community embroidery project to co-create a 
visual image of the Gatehouse and its 
surrounding areas was added to the activity with 
the aim of both engaging more people with the 
project and “putting Ashton Gatehouse on the 
map”. 30 volunteers participated in this activity. 

Installation
: Sept/Oct 
2016 
 
Embroid 
-ery 
project 
ongoing. 
Installation 
for project 
launch 

Digital 
Outputs 

HH, TM To make accessible information gathered 
about the Gatehouse Project; to offer a 
portal for sharing local histories, and 
through which to promote the activities of 
the Gatehouse, and other local history 
projects. To develop an administrative 
function for the running of the Gatehouse, 
including marketing and promotion 
 

The website was designed to create a public 
presence for the Gatehouse project.  There was 
input from 7 members of APS and local history or 
community groups and the student members of 
APS School Council through a series of 
consultation events.   

Website 
launched 
16 August 
2016 

Physical 
Interpretation 

HH To produce physical interpretation in the 
Gatehouse that will tell the story of the 
building, and promote its key messages; 

Interpretation in the Gatehouse and a travelling 
exhibition.   

Installation 
by January 
2017 
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Activity Delivery 
Lead 

Project Aims Delivery Summary Delivered 

and a travelling exhibition that will raise 
awareness of the Gatehouse and local 
heritage within BS3 communities 

Interpretation was installed in the Gatehouse in 
December 2016.  Evaluative data was not 
available at the time of writing this report.  
No data about the travelling exhibitions. 

Training, 
apprentice- 
ships and  
volunteer 
recruitment  

TM To create a range of opportunities for 
training and apprenticeships, including 
conservation skills, digital development, 
facilities management and social 
enterprise development.  Training would 
also be provided through volunteer 
engagement 

20 new volunteers were engaged throughout the 
delivery period.  Volunteering equivalent to 
£24,000 was delivered through the life of the 
project. All were offered training.  Discussions 
took place about the development of a social 
enterprise module APS Sixth Form students.  
Planning for this was started by the CPO in 
September 2016.  No conservation traineeships 
were offered by the project.  An Internship was 
set up, as a one-off, with UWE History 
Department.  

Ongoing 
throughout 
the project 
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4.  Learning from the project:  What worked well 
 

4.1.  Ashton Park School as a catalyst for community engagement 
The project has successfully used the Gatehouse restoration to build on the connections 
between the school and the community.  This link was central to the concept and the 
delivery of the Activity Plan.  This was important to the school, whose logo is the Gatehouse 
“…but it’s been decrepit and unknown for years.  Now it is more visible, it’s become 
something we can be very proud of.”  (Sheila Hill)  Bringing the building back to life has 
made sense of the logo, and brought community members closer to the school.   
 
Ashton Park School has very close links to its local community.  Nearly three-quarters of the 
students at Ashton Park live in BS3, as do many of the staff.  Further, the project found that 
a large number of staff have attended the school as students and many have long and 
strong local and family connections with the local BS3 area.  Supporting the work to bring 
the Gatehouse back into use gave this cohort a particular sense of pride.  It also enabled 
connections to be built across generations, and this helped with several of the education 
and intergenerational projects. 
 
The education projects brought 374 students into direct contact with the heritage (308 
through the direct education projects, and 66 through signage and consultation on digital 
outputs), and many more parents and community members who participated in these 
projects.   Of note was the involvement of parents and children from some of Ashton Park’s 
feeder primary schools through the Our Place project.   
 

 
 

The Gatehouse project offered a powerful mechanism for engaging a school engaging a 
community with heritage.  Reaching and engaging with young people can be a challenge for 
heritage projects, and the active involvement of the school overcame this.  Further, a school 
can be a powerful community catalyst.  They are intimately linked with communities.  As 
well as being centres of learning, they are significant local employers, they bring together 
local organisations, and they can connect local residents with each other.  Ashton Park’s 

0 50 100 150 200 250 300 350

Students

Community incl parents

Other Stakeholders

Involvement in direct education projects

Geophysical Survey

Production of a Red Book

Roaming Drama
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White City Project
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ethos is to look beyond its gates, to offer a resource to the whole community.   It is a place 
known by and to the overwhelming majority of people in the BS3 area.  It is central to 
building the assets of the communities around it, from which its student body is drawn.  The 
literature on sustainable communities is clear that schools can play a crucial role in 
community building and in community development.  Ashton Park was aware of this when it 
began to work with partners to establish the South West Bristol Co-operative Learning Trust, 
and similarly with its commitment to the Gatehouse project - from restoration to a 
sustainable future.   
 
This has benefited the project.  Students and their parents are have heard about and had 
opportunities to engage actively with the Gatehouse.  The connection with Ashton Park 
School has given the Gatehouse project a high level of access to people who can be hard to 
reach by heritage sites.  Running activities through the school has put students and parents 
at the heart of the Ashton Gatehouse project, and this has generated a strong commitment 
to it.  It has given the Gatehouse a large core stakeholder group, which can be difficult for 
new heritage projects to achieve. The education programme in the Activity Plan has given a 
large cohort of young people the knowledge, skills and interest to maintain a level of 
involvement with the project as it develops.  It also enabled a high level of interaction with 
the community, for example through the Roaming Drama and the intergenerational 
projects, and with some of Ashton Park’s feeder primary schools.  This project can be seen 
as a model for effective engagement of young people with heritage projects. 
 

 
Success factors 

 Having a dedicated Education officer:   Ashton Park staff spoke very highly of the 
Education Consultant, in terms of the skills and enthusiasm which she brought to the 
project, and the way she translated this into deliverable learning packages that 
enabled the participation of staff without the need for them to develop additional 
learning resources.  The Education Consultant has a deep knowledge of the 
education system, and she tailored the activities to take curriculum demands into 
account while offering a range of creative activities that were outside the curriculum.  
As a result, staff were more willing to participate in the project than had this 
structure not been in place.  Sheila Hill, Deputy Head at Ashton Park, who 
coordinated the education activities within the school commented that the project 
worked well because “it didn’t become too much of a chore”.   The evaluator 
observed that Sheila Hill’s role within the school, which included co-ordinating staff 
involvement with the education projects and acting as an ambassador for the 
Gatehouse project, was a significant factor that contributed to the project’s success.  
The Education Consultant also built on existing connections between Ashton Park 
and some of its feeder primary schools, as well as with community organisations.   

 The involvement of the School Council:   The Community Projects Officer worked 
with the School Council which acted as a sounding board and consultation base for 
several of the projects including the signage project and website development. This 
was an effective way to engage staff, students and parents in the development of 
the Gatehouse activities, and resulted in these projects having strong connections 
within the school.  
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Learning Points  

 The need for dedicated resources: projects that place additional demands on 
already busy service providers (such as teachers) require external resources to drive 
them.  If the implementation of education activities is left solely to teaching staff, 
the activities will either be run as one-off events, or they won’t happen at all.  The 
Gatehouse education activities were successful because they had an external driver 
who understood the curriculum and the pressure points in schools and worked 
around them; and because the school made available additional resources to 
coordinate the internal liaison which supported the activities.   

 Linking with the school council enabled students to have an input into the projects, 
and enabled a feedback and communication loop within Ashton Park. 

 Linking with community organisations:  many of the education activities bridged the 
school and the community, and brought people into the school from community 
organisations.   

 Going forward 
o it will be important for the Gatehouse Officer to maintain links with the 

School Council 
o Ashton Park School remains committed to continue the learning activities 

from the project.  Attention will need to be paid to how to enable this, 
including to the need for appropriate resources for further learning activities 
based on the successful Activity Plan project work. 
 

 

4.2.    Developing a new knowledge base 
The Gatehouse project has successfully raised awareness elements of local history that 
might otherwise have been lost.  For example: 
 

 The geophysical exploration identified parts of the original Repton Drive which 
had been lost after the development of the school and the deterioration of the 
Ashton Court Estate.  This has informed the growing understanding of this 
Repton landscape.  The knowledge gained from this early project informed the 
Red Book and the Roaming Drama, and has fed into the Gatehouse website. 

 The Roaming Drama used a creative approach to bring stories about Ashton 
Court, the Smyths and their relationship to the landscape to public attention.  
The drama offered a highly accessible format for presenting information.  

 Oral histories are on the project website and make up part of the interpretation 
materials in the Gatehouse building.    

 Interpretation has been installed in the Gatehouse.  This builds on the 
knowledge gained through the different activities, and will add to an 
understanding of the history of the building and the surrounding area. 

 At the time of writing, the project app was being tested, and the travelling  
exhibition element had not been finalised, but we assume that this will also 
promote the knowledge base developed through the project. 

 The White City Project would not have happened without the Gatehouse project.  
It brought together important themes including World War One in the local area, 
and how Bristolians related to both their community and the Empire.  The 
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project’s use of Minecraft offered a creative way to engage young people with 
their heritage, using a technology that is familiar to explore a story that is not.   

 The Community Embroidery Project offered another creative avenue for 
engagement through which the knowledge base has been developed.  It has 
helped to challenge the perception that the Gatehouse is separate from the local 
community. (see 4.4. Building Bridges) As a co-created craft piece, the 
embroidery workshops have enabled up to 30 people to understand more about 
the history of the Gatehouse, and to share landmarks of both personal and 
community significance in the areas around the Gatehouse. The Embroidery is 
creating an embroidered map as a permanent record. 

 
Success factors 

 The Activity Plan delivered a range of creative projects that contribute to an already 
active local history community.  Of significance, the Gatehouse has focused attention 
on the history of the Ashton side of the area, and on the Estate and its landowners, 
the Smyths.  They were a hugely influential family about whom there is little 
accessible information.  The project has made strides in filling this gap.      

 HLF funding enabled the employment of a professional team with resources to bring 
in relevant expertise (for example, Dan Tagg who developed the Minecraft 
programme for White City; and Vicky Harrison who is leading the Embroidery 
project).  This increased the ability of the project team to deliver a wider range of 
local histories which have increased both the knowledge base and its reach. 

 Oral histories can be heard in the Gatehouse building.  Visitors can hear them by 
pulling a “bell pull” (or old fashioned lavatory chain?)  This is an engaging and 
entertaining way to present these important resources.  

 
Concerns 

 It appears that the core story of the Gatehouse has been overlooked, both in the 
Gatehouse exhibition and on the website.  It  has been a struggle to find a simple and 
accessible introduction to the history of the building.  There is no “history” or 
“stories” tab on the website. The “research” section of the website is 3 clicks from 
the front page, and is hidden on the site’s “Projects” page.  The information given on 
the front page of the Ashton Gatehouse website assumes knowledge that the lay 
person would not have, e.g. it states that the Gatehouse was “Once the gateway to 
the Smyth family home” without explaining where this family home was, or who the 
Smyths are/were.  This can be alienating for people who are not aware of this local 
and significant Bristol history.  We assume that the ongoing project team have the 
edit tools for the website, in which case it should not be difficult to remedy these 
issues 

 Accessibility issues have been reported with the Gatehouse website.  Comments 
from the online survey include that “it is very hard to read, the font is too thin and 
the backgrounds make the words fade.”  It was noted that people with dyslexia or 
visual impairments would find the website “impossible”.   

 Although the presentation of the oral histories in the Gatehouse is engaging, the 
audibility is difficult if anyone else is talking in the rooms/spaces on either side of the 
interpretation space.  Consideration should have been given to the needs of visitors 
with hearing impairments, for whom this will be problematic.  
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 The Gatehouse website was slow to be developed and delivered.  Although there 
was a social media presence on Facebook and Twitter, stakeholders commented that 
opportunities to promote the project and to offer a service to local history groups 
were lost throughout the life of the project because there was no single central place 
to get information about the activities in the Activity Plan.  Although there are many 
local history groups in BS3, there is no central repository for online data.  This has 
been expressed as a need by members of the history groups. 
 

Learning points/Recommendations 

 The project story must be more accessible on the Gatehouse website.  There should 
be an easy link that is one-click from the front page.  This will encourage interest 
from casual visitors.  

 We recommend that as the project develops, the use of the website as a repository 
for local history should be explored.  This would increase the relevance of the project 
for local history groups in BS3.  Extending the reach of the website would be a 
constructive way to develop the ongoing engagement of local history groups, and to 
continue to build the knowledge base.  We acknowledge that this might be a 
complicated activity, and therefore recommend it is explored when the project is on 
a firm footing and the sustainability of Ashton Gatehouse is more secure.  

 
 

4.3. Enabling volunteering   
 
Both the CPO and Education Officer worked constructively with their communities (the CPO  
within the local community and the EO with relevant communities of interest).  Both were  
thus able to bring significant volunteer input into the Activity Plan.  The Plan had a target of 
£24,00 volunteer contributions, and this was met before the end of the project.  The input 
of the Embroidery volunteers, which is significant, has not been counted within this 
calculation as it was still running after the formal end of the Activity Plan period. 
 
By the end of the project, 18 individuals had contributed to the project as professional or 
skilled volunteers, as well as members of the Project Board.  20 people contributed their 
time as volunteers or in an advisory role, e.g. representing the interests of people in BS3 
communities to help the development of the project.   A further 30 people were working 
with the Embroidery Project some of whom are regular participants in other Paper Village 
activities while some became involved because they wanted to learn embroidery skills or 
wanted to contribute to the mapping of the area for the Gatehouse.   The Embroidery 
project was still running when this evaluation report was being compiled. 
 
An analysis of volunteer input to a value of £24,000 shows that 71% of this target came 
through the contributions of professional or skilled volunteers, and 29% through unskilled 
contributions. 
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Of the professional and supervisory hours,  

 50% can be attributed to project management roles, through participation in the 
project board  

 38% can be attributed directly to input into the education projects 

 12% can be attributed directly to input into the community projects 
 
The majority of the unskilled hours can be attributed to the community projects and for 
using education materials to develop community projects.  
 

 
 

Volunteer experience 
 
A survey was developed using Survey Monkey to evaluate the volunteer experience.  This 
was sent out by the CPO to the project volunteers.  5 responses were received:    
 

 3 from story walks project volunteers (Note that this project was running when the 
survey was sent out.)  

 1 from a photographer 

Volunteer Hours

Professional/Skilled Hours Unskilled Hours

50%

38%

12%

Volunteer input: skilled hours

Project Management Education Community
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 1 from a researcher 
 
The survey shows that these five volunteers have gained from their involvement with the 
project, as shown on the table below. 
 

 

 
 
 
Further, three of the five reported that they had taken up new challenges since volunteering 
with the Gatehouse project.  Two had encouraged other people to become involved with 
the project; 3 had not.  For three of the respondents, this was their first experience of 
working with a heritage project.   
 
The newly appointed Gatehouse Officer told the evaluator that he had inherited a strong 
volunteer base.  This suggests that many of the volunteers will continue their involvement 
with the Gatehouse.  It would appear that the longer term Gatehouse organisation will be 
able to build on a strong foundation that has the potential to make a positive contribution 
to the sustainability of the project into the future. 

 
Learning Points 

 Before recruiting volunteers, the CPO developed a suite of policies and procedures 
to support volunteering for the Gatehouse project.  This appears to have enabled the 
project volunteers to have had a positive experience with the project, and will have 
contributed to the ongoing involvement of volunteers into the future.   This good 
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practice should be adopted in heritage projects. 
 
  

4.4. Building Bridges 
The Gatehouse faces two significant challenges.  The first is its size:  it is a small building.  
The second is its geography:  it is located on the non-residential side of the Cumberland 
Basin road system and so not physically within the main BS3 geographic communities.  For 
this reason, it was always envisioned that it would need to play a role beyond its own walls.  
This was to be achieved by forging links with communities in south Bristol, with an emphasis 
on BS3, and developing projects that connected the school community with the wider 
geographic community and specific communities of interest.  
 
The Activity Plan team met this challenge.  Some of the projects were particularly successful 
at “bridging the Basin” and highlighting the relevance of the Gatehouse for wider 
communities.  Examples are described below. 
 
The Signage project aimed to develop a way to place clear and creative route markers in the 
underpasses under the Cumberland Basin, thereby enabling easier pedestrian & cycle access 
to the Gatehouse and better connections from the Gatehouse to BS3.  Through a 
programme of consultation events, Our Place mapping and the engagement of a community 
artist, a design scheme was developed and key locations for place markers identified.  The 
actual designs were produced by design consultant SME as part of the wider branding and 
design work for the Activity Plan.  The CPO liaised with Bristol City Council’s Highways 
Department to secure the fixing of waymarkers on the ground through the underpasses 
between Southville and the Gatehouse/Ashton Court. 
 
The project was described as “good and valuable” by key stakeholders in the community.   
Ben Barker of the Greater Bedminster Community Partnership hopes that it “will help the 
two sides link together more effectively.”  The route markers will also be a permanent 
profile-raising legacy of the project as well as an important bridge builder between 
communities.   
 
We believe this was one of the most complex projects within the Activity Plan.  This was in 
part because of the large number of project partners, but also because it involved working 
with an overstretched local authority department (Highways) which tends not to have a 
culture of creativity or open consultation.  This challenge was intensified because of the 
continual reorganisation and downsizing of the department through the period of AP 
delivery.   
 
‘Peeps and Bursts’ roaming drama was another complex, multi-partner project, involving 
Show of Strength, a highly respected Bristol (BS3 based) theatre company, Ashton Park 
School drama students and others, Ashton Court Estate, Calling the Shots film company and 
the Avon and Somerset Constabulary Mounted Section.  It culminated in performances over 
two evenings in May of a drama that took its audience from Ashton Park School, through 
the Park and up to the ‘Mansion House’, telling the story of Greville and Emily Smyth’s 
wedding as cast and audience ‘roamed’ through the landscape in which the action took 
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place.   A lasting legacy was created through the production of a new drama script written 
by Sheila Hannon, Mary Ingoldby and Ruth Myers.   
 
The Activity Plan aimed to “bring back into public awareness and imagination the 
contribution of the later Smyths to the landscape at Ashton Court and to the economy of 
South Bristol.”  Peeps and Bursts introduced 109 people to the heritage over two evenings.  
Audience members were parents of the students who were in the play and local people with 
an interest in the history of Ashton Court.  Several commented that it “was visually magical 
to see the performance in the landscape”, and compared it to being in a film like Far from 
the Madding Crowd, or a Jane Austen piece.  Sheila Hill said that “the play has opened 
students’ eyes to our place in this location.  It shows how the school’s history is intertwined 
with that of Ashton Court.”  Peeps and Bursts thus demonstrated the connections between 
the home communities in which students live, the school and its historic location. 
 
 “Putting Ashton Gatehouse on the Map”, community embroidery project was added to 
the signage element of the Activity Plan.  It is a stand-alone activity which is being run by 
Vicky Harrison of Paper Village and BrisWool, supported by Tamsin Mosse and subsequently 
Ben Meller.  It is a new project which has successfully engaged about 30 people in the 
creation of an embroidered map of the area around the Gatehouse.  Vicky has a track record 
in effective engagement in creative projects that raise local profile, and this has brought 
credibility to the embroidery project and to the Gatehouse. The embroidery has placed the 
Gatehouse in the centre of the map, with surrounded it with pictorial representations of 
local landmarks from Long Ashton, Bower Ashton, Ashton Court and Southville and 
Bedminster.   It has been run through a series of workshops (and considerable sewing hours 
in volunteers’ own time).  During the workshops, the CPO has brought artefacts found 
during the restoration, and sessions, and there have been discussions about the history of 
the Gatehouse and of the area.  Vicky commented that “the workshops have been like mini 
history lessons in themselves”, which has also brought a stronger sense of connection to the 
Gatehouse, as well as an understanding of its place in history of the area that surrounds it.  
The act of craft creation brings with it a sense of ownership of the project.  It is hoped that 
the embroiderers will become ambassadors for the project by encouraging visits to see the 
embroidery as well as being able to talk about the building and its setting.  
 
Bringing Bower Ashton into the picture: Bridging local geography 
Local geography, specifically the Cumberland Basin road system, creates a significant barrier 
to the different parts of BS3.  The area closest to the Gatehouse is Bower Ashton.  It is a 
small residential enclave that is cut off from Southville by the roads.  The Gatehouse team  
worked constructively with the Bower Ashton Residents’ Association (BARA) to give Bower 
Ashton residents a voice in the development of the Gatehouse project.  As the nearest 
residential neighbours, BARA should be seen as a key stakeholder as the project develops.  
BARA members supported the development of the Gatehouse because they hoped that it 
would increase a sense of pride of place by removing this derelict building on the edge of 
the Bower Ashton residential area.  The Gatehouse also creates a focus for the Residents’ 
Association by giving them a place to meet.   
 
Learning points 
Signage 
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 A view was expressed that including the signage design in the branding contract   
“limited creativity and meant at some decisions were brand led rather than 
consultation led…”  It was thought that urban design experience would have created 
a better end result for this project, and would have enabled a “more consultation led 
final piece”.  This is a useful observation for future projects with a high level of 
community participation. 

Roaming Drama 

 Students and staff involved, as well as professional partners, said that the project 
would have benefited from more time to prepare, learn lines and rehearse.  This will 
always be a challenge with school based project which need a life of their own as 
well as having to fit with curriculum demands. 

Embroidery 

 “Putting Ashton Gatehouse on the Map” has been funded through the signage 
budget of the Activity Plan.  Without this resourcing, it could not have happened.  
Community projects that build bridges to heritage projects need to be resourced if 
they are to deliver.   

 It was of benefit to the newly established Gatehouse project to work with a credible 
organisation that is well rooted in the community.  This brought in an active group of 
volunteers.  This should be replicated for new heritage projects.   

 
Recommendations 
Signage 

 In the longer term, connections with UpFest (“Europe’s largest street art and graffiti 
festival”) should be considered.  This could result in a design scheme for the walls of 
the underpasses as well as route markers on the ground.  Experience in other 
underpasses in Bristol (e.g. Junction 2 of the M32) is that well planned wall art can 
be significant in encouraging use of and limiting vandalism in underpasses.  Both are 
factors that increase a sense of safety in similar spaces. 

 Funding opportunities can be pursued through connections with the Bedminster 
Walking partnerships and the local ambitions linked to the City of Sport 2017 to 
extend the connectivity delivered by the work on signage in the Cumberland Basin 
underpasses. 

Roaming Drama 

 During both performances, there were some problems with audibility due to the 
outdoor location.  During the preparation for the play, a voice coach was brought in 
to work with the students.  If the play is repeated, the audibility challenges should be 
addressed.  Possible solutions would be some sort of sound system as well as 
sufficient resources (time and money) for vocal coaching.    

Community Connections 

 The links with BARA should be further built, and the opportunities offered by the 
Gatehouse to this community should be assessed in the Business Plan. 

 Champions:  A priority should be to secure active champions in local communities 

for the Gatehouse.  This will require a clear vision of the Gatehouse and its offer.   

The Gatehouse Officer is looking into how this can be delivered within the resources 

available.    
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5. Delivering the HLF outcomes  
 

The project set out to meet the following HLF outcomes.   
 

HLF Outcomes – Lower Lodge/Ashton Gatehouse 

1.  Heritage will be interpreted and 
explained 

2.  Heritage will be recorded and identified 

3.  People will have developed skills 4.  People will have learnt about heritage 

5.  More people/wider range of people will 
have engaged with heritage 

6.  People will have changed attitudes and 
behaviours 

7.  People will have had an enjoyable 
experience 

8.  People will have volunteered time 

9.  The local area will be a better place to 
live, work or visit 

10.  The organisation will be more resilient 

 
The evaluator grouped them in a way that both brings them in line with the MLA Generic 
Learning Outcomes, and fits with the Theory of Change for this project.  
  
Heritage Outcomes: 

 Heritage will be interpreted and explained; and recorded and identified 

People Outcomes: 

 People will have developed skills and learnt about heritage 

 A wider range of people will have learnt about and engaged with heritage 

 People will have had an enjoyable experience 

 People will have volunteered time 
Community Outcomes: 

 The local area will be a better place to live, work or visit   

 The organisation will be more resilient 
 
This section of the report will explore the ways in which the activities have delivered the HLF 
Outcomes.   The table below demonstrates the high level of delivery against project 
outcomes, based on data available when the evaluation was carried out.   We then consider 
the ways in which the activities have delivered the HLF outcomes. 
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Activities and Outcomes 
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The 
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The lack of a sustainable business plan at the end of the AP period 
challenges the resilience of the organisation.  However, the partnerships 
developed through the period provides a firm foundation for building 
resilience in the future 

 

 
  

 
 

5.1. Heritage will be interpreted and explained; and recorded and identified 

 
All of the projects have successfully contributed to a new knowledge base which has given 
greater access to the specific heritage of the Gatehouse, as well as the history of Ashton 
Court, and of industrial Bedminster.  Some of the projects have developed specific new 
information about specific, often quirky, local histories.  Many of the stories have been 
illustrated through oral histories.  
 
The education projects, in particular Red Book and Roaming Drama helped participants to 
understand the background to the design of the estate, and produced materials that give 
this information.  The Roaming Drama, for example, helped to explain why Repton’s 
proposals were only partially realised.   
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Oral Histories and Our Place have enabled the recording of personal testimonies about the 
heritage; Our Place activities have also enabled the project to play a greater role in the 
wider local heritage community, for example through the additions made at Ashton Vale to 
Know Your Place.  The White City project has created another set of resources, using a 
medium relevant to today’s children.  The film of this activity, and of Peeps and Bursts, have 
left a permanent record of these activities.  Putting Ashton Vale on the Map Embroidery 
will also produce a permanent legacy for the project which will show the Gatehouse in its 
physical context as defined by members of the local communities that surround it.  The 
project apps will build on the information gathered throughout the AP period and will be 
widely available. 
 
The information generated through the Activity Plan will be widely and permanently 
available via the Gatehouse website, in the permanent exhibition in the Gatehouse and the 
Gatehouse’s travelling exhibition, and is being used in the project app.   
 
The Ashton Gatehouse project has successfully created a knowledge base through which 
heritage has been identified, recorded, interpreted and explained.   By working closely with 
Ashton Park School students, the education projects have actively engaged a very large 
number of young people in creating a heritage narrative about the area in which they live.  
This is a rare and valuable opportunity for heritage projects, and for young people. 
    

 
5.2. People will have developed skills and learnt about heritage 
 
All of the education activities and some of the community based projects had a specific skills 
focus that encompassed learning about heritage.  This was particularly prevalent in the 
education and embroidery projects.   We have identified different skills sets that 
participants have gained through their involvement with the Gatehouse Activity Plan 
projects.  With each, there has also been learning about the heritage. 
 
5.2.1. Craft Skills 
 
Craft skills were developed through several of the projects, for example the Red Book 
(drawing and writing in period style), Putting Ashton Gatehouse on the Map (traditional 
embroidery), Peeps and Bursts Roaming Drama (acting before an audience, and acting in 
the open air).   Students described some of the specific skills they gained through their 
participation.   
 
Drama students said:     

 “I feel I have further developed my speech generally as well as how to protect my 
voice more” 

 “I learnt about the process of creating a show.  I learnt how to become a part and 
learnt how to fall into a role.” 

 “I was surprised at how the costumes helped us to get into character.” 
Red Book art students said 
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 “I have learned about how Repton would convince people to use his designs” 

 “I have learnt a lot about Humphrey Repton’s design style” 

 “I have learnt that our school is located in the grounds of Ashton Court.  I have also 
learnt how to blend the different colours in a tree, to make it look more realistic.” 

Many of the student comments reflected an increased appreciation of both the history and 
the beauty of the Estate in which their school is located. 
 
Many of the embroiderers are new to the craft.  Through their involvement with the 
creation of the Map, they are learning the skills of a traditional craft.  Many have expressed 
enthusiasm for carrying on with embroidery once the map has been finished and installed.  
It is described as a pleasurable and relaxing activity.  Many of the embroidery volunteers 
would not have picked up this skill on their own, without this project. 
 
An intention of the Activity Plan was that the project team would work with relevant 
partners to create a range of opportunities for training and apprenticeships, including in 
conservation skills, digital development, facilities management and social enterprise.  It is 
disappointing that this outcome was not met.  It is not clear if this was because in a one year 
project, it was not possible to build effective relationships with training providers, or 
because the right training providers were not identified.  We have been advised that a social 
enterprise module may be developed with Ashton Park School as part of the legacy of the 
project. 
 
 
5.2.2.  Life Skills 
Several of the education projects, including Our Place and the Oral History work involved 
the development of interview, listening and note taking skills.  Students said that they 
enjoyed this as a way to “find out something that I’ve never heard before”.  Staff 
commented on how valuable this was.  (See below: 4.6.3.) 
 
Many of the students and stakeholders described how their involvement with the 
Gatehouse education projects had helped boost their confidence.  For example, one of the 
Red Book Art students told the evaluator that “being picked [as one of the students who 
created the Red Book] meant I thought I was good enough to do an Art GCSE”. Others 
reported gaining a sense of pride through their involvement with the activity: 
 

“…it’s educational and gives you a chance to proudly display your art.  You could 
even show your kids if it was up long enough.” 

 
Confidence building as a significant outcome of the Roaming Drama activity.  Sheila Hannon 
reported that only 2 of the 22 drama students had ever acted in a play before this and so 
had never had the experience of performing before an audience.  The performances, she 
said, “took them to places they’d never been before….  When they saw the faces of people 
in the audience, and they realised that they’d done it… the experience was powerful, and 
they grew through the process.”  This was reflected by many of the students in their post-
play evaluations, and in a Focus Group run by the evaluator.  The comment that “we got a 
lot of confidence from performing in front of an audience” was shared by most of the group.  
The involvement of a professional theatre company gave the students an experience of 
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performing something that was “not just a school play”, which was also very positive.  
Students also spoke about gaining team work skills from their participation in Peeps and 
Bursts.  Audience feedback also reflected this theme.  Several audience members talked 
with the evaluator about why they had attended the Friday performance.  Many had 
children (or knew neighbours’ children) at the school and came to support them.  The play 
exceeded many expectations. 
 

“The school children were great and it’s such a good thing for giving them self-
confidence.” 

 
5.2.3.  Learning about the heritage:   
Comments from participants in a range of the Activity Plan projects demonstrated the ways 
in which their involvement had widened their understanding about “history” and how it 
relates to their lives, their communities and their streets.  For example 

 Embroidery volunteers learned about local history at the same time as gaining craft 
skills 

 Drama students described gaining “a more in depth view of our local history”.  One 
said “I’ve never thought about researching local history and this has been an 
enlightening experience.” An audience member said they’d come to the 
performance because she “was interested in the history of Ashton Court and also an 
ex pupil of Ashton Park many years ago…. The backdrop of the estate and the actors 
telling their story along the way made it a successful and thoroughly enjoyable 
evening.” 

 Students from several activities who participated in a Focus Group about their 
involvement reported that through the activities, they came to “know the area 
more” and felt better equipped to explain its history to others. 

 The Our Place activities contributed to an increased knowledge among different 
groups within BS3 communities about the Gatehouse and its local context.  Our 
Place has promoted the Gatehouse project, created connections and made it 
relevant.  Students reported that the activities enabled them to gain skills, and 
helped to bring history alive. 

 Students at Ashton Vale Primary School, who participated in the ‘Know Your Ashton 
Vale’ Our Place activity reported on some of the more surprising revelations of the 
session, including that 

o Students had not always been required to wear school uniforms 
o The area had flooded in the 1960s, and 
o “KFC used to be a place where buses were stored” which meant that “there 

was no KFC” 
 People living in BS3 who contributed to the Oral Histories by coming to the 

Afternoon Tea event completed evaluation forms which showed that   
o 85% said the event inspired them to find out more about Lower 

Lodge/Bedminster’s industrial past 
o 100% said they’d like to find out more about the Lower Lodge project  
o 57% said they’d found something new out about the history of the Lower 

Lodge/Bedminster’s industrial past at the event  

 Similar findings were reported by students who conducted the oral history 
interviews.  One student, aged 11, said  
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“I have learned that the Gatehouse has a lot more history than you think” 
 

 
5.3  A wider range of people will have learnt about and engaged with 
heritage 
 
A total of 838 people, made up of students from Ashton Park and two of its feeder 
primaries, Ashton Park staff, members of local communities including parents of school 
students, volunteers and ‘other stakeholders’ engaged with the Activity Plan projects.   
 

 
 
 
Most of the ‘other stakeholders’ were people who supported the project delivery, and had 
connections with heritage.  Nearly half of the volunteers had previous or ongoing 
involvement with other heritage projects.   However, for the majority of parents and 
community members and all of the students, their involvement with the Activity Plan 
projects gave them an introduction to heritage.  In this way, running the AP through Ashton 
Park School offered an excellent way to widen engagement with heritage for a large number 
of people.   
 
Through all of the feedback for from students for this evaluation, it was clear that the 
Gatehouse project offered an introduction to local heritage that would not otherwise have 
been available.  We also found that prior to their involvement with the project, “heritage” in 
itself was not of interest to most of the students who participated in AP projects.  By 
focusing on a specific building that was relevant to students’ daily lives at school, the 
Gatehouse project made heritage relevant.   

 The Peeps and Bursts group, for example, were enthused by “doing the play in the 
same places that people actually lived and worked”.  Situating the drama activity in 
this way gave students a greater respect for people’s lives in a different era, and 
sewed seeds of interest about the past.  

 A member of the audience of Peeps and Bursts was inspired by the performance to 
resume research into his family history, using resources at Bristol Record Office, 
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because his ancestors (grandfather and generations before that) worked on the 
estate.   

 As a consequence of the Know Your Ashton Vale event, 15 items were uploaded 
onto the previously sparsely populated Ashton Vale area on the Know Your Place 
community layer 

 The White City project included a visit to Bristol Record Office.  Of the 8 
parents/grandparents who accompanied the Year 5 group from Ashton Gate Primary 
School, only one had been to the Record Office before.  All were positive about the 
BRO as a resource and expressed an interest in using it in the future. 

 Putting Ashton Gatehouse on the Map embroidery project has had a similar 
outcome.  The embroidery workshops have generated wide ranging discussions 
about the area, and what is valued within it, among the team of embroiderers.  The 
embroidered map has placed the Gatehouse at the centre, which has encouraged a 
wide range of people not usually involved with heritage projects to become aware of 
its existence and what it will be able to offer.  This group of volunteers has an 
ongoing connection with Paper Village and through that, with the local craft 
community.  They are, therefore, well placed to act as ambassadors for the building 
in which their work will be displayed.    
 

Data gathered for the evaluation shows that the Activity Plan has successfully engaged with 
new heritage audiences – both young people and their families and friends, and members of 
local communities – and in this way has widened access to heritage.  Enabling the active 
engagement of young people can be a challenge for heritage projects.  Through its 
relationship and work within Ashton Park School, with students, staff and families, the 
Gatehouse has created links with hard-to-reach communities.  By creating curriculum 
specific resources and activities, it has shown the relevance to these groups.  By discussing 
the areas that surround the Gatehouse, and enabling people to co-create an artwork 
showing these areas, the embroidery project has also helped to challenge the perception 
that the gatehouse isn’t linked to the community.    
 

5.4. People will have had an enjoyable experience 
 
Feedback from many of the projects has shown a high level of enjoyment in the Gatehouse 
projects.   
 
Student feedback about the education activities consistently reported both interest and 
enjoyment.  We have referred to some of the instances of students expressing outcomes 
such as building confidence which 
Students wrote on evaluation forms gathered after activities that they enjoyed: 

 “…looking at the maps and interviewing people” (Know Your Ashton Vale) 

 “…taking the photographs and being able to visit the construction site” (Time Lapse 
Photography) 

 “…the sketching of the beautiful landscapes” and “learning techniques with 
watercolour painting” (Red Book) 

 
Students who were involved with oral history projects particularly enjoyed “talking to 
everyone and finding everything out”, learning about the local area and how it has changed, 
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hearing about “Ashton Park when it opened”, about the old school uniform (particularly the 
school tie!) and about how the school had changed over the years.  Many were struck by 
hearing about “Ashton in the war”, and stories about playing out in the street – and on 
bomb sites.  Members of the community who were interviewed through these events 
enjoyed the opportunity to revisit their old memories, and they appreciated having such an 
interested audience of interviewers.   One of the community members who participated in 
Know Your Ashton Vale enjoyed “spending time and learning along with the children about 
the Gatehouse and the architectural aspect was very interesting.”  Someone who was 
interviewed at the Memories and Memorabilia day described it as “a welcome opportunity 
to re-engage with the school at which I taught from 1961-1998”. 
 
The positive responses to these activities presents the Gatehouse project with valuable 
opportunities on which to build.  The education activities have given young people a 
genuine stake in the heritage of the Gatehouse.   
 
Recommendation:   
The Gatehouse benefits from its close connection with Ashton Park School and with the 
South West Bristol Co-operative Learning Trust, and should use these links to find 
community champions.    

 
5.5.   People will have volunteered time 

 
Section 4.3. above describes the contributions made by volunteers.  A legacy of the project 
is that the Gatehouse Officer has reported that many of the volunteers remain committed 
to the project, and that he has inherited a strong volunteer base on which to build into the 
future. 
 
 

5.6. The local area will be a better place to live, work or visit 
 
5.6.1.  Physical Improvements 
The restoration of the Gatehouse has added a new feature to the local area.  Previously, the 
building was derelict: an eyesore which cost money simply to keep safe and secure.  It is 
now a little gem of a building which offers an amenity to local residents, to the school and to 
the communities that surround it.  The Bower Ashton Residents Association is particularly 
enthusiastic about the restored Gatehouse, and is likely to use it for meetings.  Staff at 
Ashton Park have gained a unique learning facility.  Prospective parents have shown interest 
in this resource, and some have said it has influenced their choice of school.  Further, the 
addition of signage under the Cumberland Basin has enabled better access to the 
Gatehouse, the school, and to Ashton Court Estate.  The lack of signage contributed to 
people feeling unsafe when walking from one side of this road system to the other.  The 
work was completed after the data was gathered for this evaluation, but it is anticipated 
that the new signage will encourage walking through the underpasses during the day.  This 
will contribute both to a public health agenda and increase the sense of safety in those 
spaces.   
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5.6.2.  Contributing to community cohesion 
All of the intergeneration projects, particularly the oral history work and Our Place activities, 
and the embroidery project have brought people together from different communities.  
Through the oral histories, older people met with and were interviewed by young people.  
Both groups spoke positively about what each had learned from the other, and felt they had 
gained from this experience.  By contributing to Putting Ashton Gatehouse on the Map, 
people from the different communities between Long Ashton and Bedminster are working 
together and sharing their ideas and understanding about their areas in the process of the 
co-creation of an embroidered map.  One of the adults who participated in the Know Your 
Ashton Vale activity commented that she was surprised to find that “Ashton Vale has lots of 
lovely children”.  One of the children said that, through learning more about the history of 
their neighbourhood, they discovered that Ashton Vale is “a more lovely place to live in than 
I already knew before”. 
 
Further connections were made between the Gatehouse project and Ashton Court Estate.  
Staff at the Estate were enthusiastic about the Red Book, and keen to promote it as a link 
between the two venues.  The Gatehouse app was not available when this report was 
written but we understand that this will also explore the connections between the 
Gatehouse, aspects of Bedminster history and the history of Ashton Court Estate.  Ashton 
Court is reputed to be one of the most popular public parks in England, and this connection 
will be of real benefit to the Gatehouse.     
 
Recommendation 
The Gatehouse project has created new interpretation resources that will benefit both the 
Gatehouse and Ashton Court.  This presents opportunities for the Gatehouse Officer, who 
should explore how to maximise the benefits of these connections.  This might involve  
shared interpretation; and making use of Ashton Court’s established PR mechanisms. 
 
5.6.3  Increasing resilience through boosting young people ’s self-esteem and confidence 
The close relationship with Ashton Park School enabled the project to work constructively 
with young people, many of whom described how their confidence had increased through 
their participation in the Activity Plan projects.  We have been particularly struck by the 
positive impact of all of the projects that involved young people interviewing others.  The 
skills needed for conducting a successful interview are reflected in the large body of 
literature that describes the building blocks of social competence.  They include basic 
interaction skills, such as smiling, making eye contact, listening; communication skills, such 
as showing an interest and being able to talk about needs and ideas; empathy; and co-
operation and taking turns.  Most of the school based AP projects enabled students to 
develop these skills.  This contribution to community resilience is a unique outcome of the 
education projects and of the close relationship between the Gatehouse project and Ashton 
Park School.   
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5.7. The organisation will be more resilient 
 
The Activity Plan projects have built links within some of the diverse communities in BS3, 
with Ashton Park School and Ashton Court estate staff.  The project deliverables have left a 
tangible legacy from the HLF investment.  The project team established relationships with 
the Bedminster History Cooperative and its members, and with the Greater Bedminster 
Community Partnership, as well as with local residents and a range of key stakeholders such 
as Bristol Records Office.  The most local residents’ association (BARA) is a supporter of the 
Gatehouse and will be an important stakeholder as the project develops.   
We are concerned that a Business Plan was not produced during the Activity Plan period.  
This should have captured the ideas gathered through the project from the organisations 
and individuals with which/whom the AP team built relationships and laid out plans for the 
long term sustainability of the Gatehouse.  We have not been given any information about 
work carried out by the project team to secure additional funding or to seek short or longer 
term funding opportunities to carry the project through its post-restoration set up period.  
This is a significant omission within the project outputs.  
 
Despite this, the Ashton Gatehouse appears to be building on a strong base with interested 
stakeholders and a team of committed volunteers.  The newly created post of Gatehouse 
Officer is taking on the sustainability challenge, producing a business plan and building 
lasting relationships within the BS3 heritage community.  His approach involves setting out a 
clear Gatehouse offer, and looking carefully at how the resources that the project can offer 
can facilitate local partnerships to add value to local activities. 
 
The ongoing support of Ashton Park School will be vital to the long term success of the 
Gatehouse.  The School has developed a successful model for running a self-sustaining 
business as a separate entity under its stewardship, the Ashton Park Sports Centre which 
was opened in 2005.  A re-formed project board is being established under the umbrella of 
the South West Bristol Co-operative Learning Trust. 
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6.  Conclusions: Review 
 
The primary aim of the Activity Plan was to bring people together to uncover stories that 
would locate the Gatehouse in its community.  Its aims were defined by the Activity Plan 
team as being:  
 

 to put Ashton Gatehouse on the map 
 

 to engage the community with the Gatehouse 
 

 to raise awareness of the Gatehouse as a heritage hub 
 
This report has described the ways in which the suite of projects delivered through the 
Activity Plan has successfully raised awareness of the Gatehouse and its stories, and 
engaged wide ranging communities with the project.   
 
The link with Ashton Park School enabled strong connections with the wider school 
community and promoted the project to the parent body as well as to students.  It also 
offered a powerful mechanism for engaging young people with heritage.  In this way, it 
brought what is often a ‘hard-to-reach’ group to enjoy heritage.  The school has become a 
catalyst for community engagement.  A critical success factor was the resourcing of a 
dedicated Education Consultant who had a deep knowledge of the education system who 
ensured that activities were tailored to take account of curriculum demands while offering 
creative activities outside the curriculum.  The involvement of the school council also meant 
that the project messages were spread widely through the school community.   
 
The development of a new knowledge base has also helped to raise awareness of the 
Gatehouse.   
 
The majority of the projects have engaged with local communities and communities of 
interest.  The extent of volunteering, and the legacy of a volunteer base as the project 
develops is one example of this.  The number of people who were involved in the range of 
activities has also shown that there is interest in the Gatehouse and in local heritage.   
 
The concept of the Gatehouse as a heritage hub has not been explored by the AP’s team 
members working in the community (Lead Consultant and CPO), and has not been 
developed.  Community stakeholders interviewed for this evaluation regretted this omission 
and hope that this potentially valuable community resource can be explored in the future. 
 
With any project, there are areas for learning, and elements that could have been done 
differently.  We highlight in particular: 

 The project website was launched in August 2016, towards the end of the project.  
Although a Facebook page was created in January 2016, there was no central point 
for accessible information about the project and its aims and aspirations throughout 
most of its life.  A Facebook page is a valuable means for giving short messages, but 
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cannot provide an overview of a complex project. Nor is it easily searchable.  
Without a coherent website, it was not possible to promote the links between the 
different projects within the Activity Plan.  The late delivery of the website resulted 
in lost opportunities for public engagement.   

 Stronger links could have been made with BS3 based projects that had a tangential 
relationship to the Activity Plan projects, particularly those that have had access to 
wider funding streams, for example through “Let’s Walk Bedminster”. This approach 
would have enabled the project team to consider sustainability issues during the life 
of the AP delivery.  

 Joint work with more community projects could have been considered.  For 
example, we were advised that members the Bedminster History Cooperative were 
interested in developing an app for Bedminster.  As the Gatehouse was also 
developing an app, this could have been a joint project.  It is not clear if there was a 
shared dialogue about content, so ensure that different projects covered different 
information in their app development. 

 More attention should have been paid to the longer term sustainability of the 
project.  This could have been through links with local organisations with access to 
local funding, and through the development of a business plan that built on the 
opportunities generated while the project was active. 

 
Overall, however, we believe that a ambitious Activity Plan has been delivered successfully, 
and that its intended impacts, to  

 Increase skills 

 Increase knowledge and understanding of the heritage 

 Deliver enjoyment, inspiration and creativity 

 Change attitudes through building connections with local history within communities 
 were achieved.  
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Summary of Recommendations  
 

Section 
and Page 
ref 

 

Topic Recommendation 

S4.1 
P18 

Relationships 
with Ashton 
Park School 

The Gatehouse Officer should maintain the links built with the 
School Council 

S4.1 
P18 

 Consideration should be given to how to enable ongoing 
learning activities within Ashton Park School.  The evaluation 
has found that delivering on this ongoing commitment 
requires appropriate resourcing.    

S4.2 
P19 

Gatehouse 
website 

The project story should be more accessible on the Gatehouse 
website.  There should be an easy link that is one-click from 
the front page.  This will encourage interest from casual 
visitors.  

S4.2 
P20 
 

 As the project develops, the use of the website as a repository 
for local history should be explored.  This would increase the 
relevance of the project for local history groups in BS3.  
Extending the reach of the website would be a constructive 
way to develop the ongoing engagement of local history 
groups, and to continue to build the knowledge base.  We 
acknowledge that this might be a complicated activity, and 
therefore recommend it is explored when the project is on a 
firm footing and the sustainability of Ashton Gatehouse is 
more secure.  

S4.2 
P19 

Accessibility 
of resources 
and activities 

Concerns about the visual accessibility of the Gatehouse 
website have been reported.  This should be addressed 
urgently, to avoid excluding potential visitors.  

S4.2 
P19 

 Although the presentation of the oral histories in the 
Gatehouse is engaging, the audibility is difficult if anyone else 
is talking in the rooms/spaces on either side of the 
interpretation space. Written ‘scripts’ might be made 
available to help visitors with hearing impairments.  If further 
interpretation is planned, the needs of visitors with hearing 
impairments should be considered as a priority. 

S4.4 
P25 

 There were problems with audibility during the Roaming 
Drama, due to its outdoor location.  During the preparation 
for the play, a voice coach was brought in to work with the 
students.  If the play is repeated, the audibility challenges 
should be addressed.  Possible solutions would be some sort 
of sound system as well as sufficient resources (time and 
money) for vocal coaching.    

S4.4 
P25 

Community 
Connections 

The links with Bower Ashton Residents’ Association (BARA) 
should be further built, and the opportunities offered by the 
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Gatehouse to this community should be assessed in the 
Business Plan. 

S4.4 
P25 
S6 
P37 

 Funding opportunities can be pursued through connections 
with local networks such as the Bedminster Walking 
partnerships and the local ambitions linked to the City of Sport 
2017. 

S4.4 
P25 

  A priority should be to secure active champions in local 
communities for the Gatehouse.  This will require a clear 
vision of the Gatehouse and its offer.   The Gatehouse Officer 
is looking into how this can be delivered within the resources 
available.    

S4.4 
P25 

 In the longer term, connections with UpFest (“Europe’s largest 
street art and graffiti festival”) should be considered.  This 
could result in a design scheme for the walls of the 
underpasses as well as route markers on the ground.  
Experience in other underpasses in Bristol (e.g. Junction 2 of 
the M32) is that well planned wall art can be significant in 
encouraging use of and limiting vandalism in underpasses.   

S5.6.2 
P34 

 The Gatehouse project has created new interpretation 
resources that will benefit both the Gatehouse and Ashton 
Court.  This presents opportunities for the Gatehouse Officer, 
who should explore how to maximise the benefits of these 
connections.  This might involve  shared interpretation; and 
making use of Ashton Court’s established PR mechanisms. 
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About the Evaluation Consultant 
 
Rowan Associates was set up by Lori Streich in 1996 to support the delivery of effective 
services to people and the communities they live in.  We have two decades’ experience of 
engaging stakeholders – in research, evaluation and service development. We work with 
organisations in all sectors and offer expertise in: 
  

Evaluation 
Rowan Associates has expertise in evidencing impact and specialises in qualitative 
evaluation.  We can work as external, independent evaluators.  We can also work alongside 
organisations to develop self-evaluation tools and processes. 

Engagement 
Rowan Associates has a track record working with organisations and their stakeholders to 
ensure effective participation of the right people in projects, developments and 
partnerships. 

Heritage 
Rowan Associates brings knowledge of good practice and of community engagement to 
heritage organisations and projects.  We work with organisations and partnerships to 
develop, review and evaluate heritage projects. 

 

www.rowanassociates.com  
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