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Key Performance Indicators (KPIs)

• Revised Theory of Change (ToC) for NIVA at project 
level

• KPI register (for WP2 use cases and other WPs)
• Use case (or WP) level ToC and KPIs
• Connection with Innovation Management

• More inputs on KPIs from UC 4b - Machine data



Revised Theory of Change (ToC) for NIVA

Project 
level

Output KPIs

Result KPIs



KPI register (for WP2 use cases and other WPs)
Short KPI description 

Which outputs or 
results does it 
contribute to? 

How is the KPI measured? E.g. method, 
quantitative or qualitative, unit etc.

How will the data be collected, and 
from which source?

What is the baseline 
value and what are the 
target values at critical 
points in the project



UC (or WP) level ToC and KPIs

Use 
case
level



Connection with Innovation Management

As it will be presented later,

Innovation management keeps track of how NIVA 
achieves innovation through its work.

Innovation management is one way of assuring that the 
longer-term KPIs (results), that are dependent on 
adoption and uptake of NIVA outputs, are reached



More inputs on KPIs from UC 4b - Machine 
data 

Peter Paree - ZLTO



All
processes assessed

• reduction error 
rate IACS

• Reduction admin
burden farmers

• Uptake by 
farmers



All
processes assessed

• reduction error 
rate IACS

15%

• Reduction admin
burden farmers

10%

• Uptake by
farmers

50



Easy 
start:

copy 
paste!

3KPIs is 
fine



How to measure decrease 
of administrative burden?

perceived burden # 
stopwatch

chosen: inventory
opinion on scale 1-5

10% reduction = 
10%*5= 0,5

So if ‘with tool’ scale is 0,5 
lower than ‘without tool’, 
innovation is success 



Also think of: 

What 
if expectatio
ns are NOT
realized

 discussion

 define 
action 



Also think of: 

What 
if expectatio
ns are NOT
realized

 discussion

 define 
action 



Next 
question:
what is 
reduction of 
error rate:

 specific 
action, or
 costs, in 
scenario!
F.i. field 
visits = 
60% of costs

80/20 rule



More inputs from UC 4b
• What do we mean with:

o Uptake: number of farmers reached

o Reduced burden for farmers (and other users): perceived burden (on scale)

o Reduced administrative burden /error rate for PAs: less of most costly actions

• How do we measure ?
o Farmers reached : attendance lists

o Reduced error rate of IACS: number of field visits

o Reduced administrative burden for farmers : through poll + some interviews

• At what level do we measure ?
o Quantitative assessment: farmers reached: output level

o Qualitative assessment: reduced administrative burden for farmers

• What is the baseline/benchmark ?



Innovation Management 

Rob Lokers WUR

Jesus Estrada TRAGSA



Innovation Management
Innovation = The process of creating something new that contributes to 
better quality of life

• NIVA develops methods and tools to support the CAP (ToC - output)

• NIVA promotes and encourages uptake of their tools by stakeholders, 
leading to adoption and practical use (ToC – result)

• Stakeholders apply NIVA tools and methods, which leads to better 
implementation of the CAP objectives (ToC - impact)

Innovation management: monitors and controls the process towards 
innovation

However, many actions are to be performed by the NIVA WPs!



Strengths
Opportunities

Weaknesses
Threats

Eligibility, Reduced burden, Collaboration,
Uptake, IACS & CAP reuse and valorisation

Stakeholder interactions
(what, for whom, when)

Testing & evaluation
Dissemination

Policy briefs etc.

NIVA CAP tools and methods

Beneficiaries

Farmers
Paying Agencies

European Commission
+ others

drivers

barriers

IPR
Licensing

ownership

Boundary conditions Users

A vibrant, sustainable farming sector that  delivers to broader society goals



Key issues for achieving innovation

• Understanding what your stakeholders need

• Understanding “the environment” and how it influences your goals

• Delivering high-quality, fit-for-purpose products

• Stakeholder interaction

• Stakeholder engagement

• Encouraging user uptake

• Promoting use

• Monitoring, learning and improving

• ...and managing this process



Creating an overview of innovation activities

• Describe your products
• What are you developing?

• What are the conditions of use: IPR & Ownership

• SWOT (strengths, weaknesses, opportunities, threats)

• Describe the users and other stakeholders for your product, and how 
they benefit from it

• Describe what you will do to encourage adoption and achieve uptake
• What?

• By whom, where, when?

• For which stakeholders / potential users

• How will the activity contribute to the NIVA KPIs



Example – Use Case 3
Output

Short description: FEGA (Spanish CAP Coordinating Body) Farm Registry

• Agreed Farm Registry Data Model for agricultural areas
• Unique Farm identification code across Europe
• Consultation and information updating interfaces (web services)
• Data flow among agencies and interfaces

Ownership / IPR model: • Software: under EUPL license

• Used data standards: Ecrop Data Model, JRC LPIS Data Model

Strengths: • Based on previous datasets

• Well known development technology

• Links between FEGA and TRAGSATEC (responsible for the development) well defined: 
collaboration for more than 20 years

Weaknesses: • Interoperability might still be a problem

• Lack of consensus on the data model across Europe

• KPI is just 5% of the whole surface of Spain

• Final Aim of the registry not yet defined

Opportunities: • Allows reduction of administrative burden

• Central access to several datasets

• Unified European data model for crops and farms

• Centralized analysis for Agro-Environmental performance

Threats: • Definition of partially agreed models: some secondary fields. Not so much important 
agreements across Europe

• NIVA Data model not used after project lifetime



Example – Use Case 3
Beneficiaries

Beneficiary How do they benefit?

Farmers Reduced administrative burden. Information accessible in just one point.

Paying agencies Better knowledge of the whole state of Farms. Centralized access to information.

European Commission Centralized access to information. Possibility to define agro-environmental indicators. 

Activity – Testing with Spanish PAs and other foreign PAs

Goal Install and test the registry with a selected number of farmers and one paying agency. Share 

the data model and the registry with other Pas.

Short description First final version of the data model by the end of M12 (May 2020)

Query and update interfaces designed by the end of M12 (May 2020)

Data model, query and update interfaces: deliverable by M18 (Nov 2020)

Testing in 2021

Responsible party FEGA (Roberto Rodriguez) TRAGSATEC (Mercedes Forteza) TRAGSA (Mariano Navarro)

Contributing parties Use case partners

Where Spain When 2021

Target stakeholder 1 Farmers Targeted nr. TBD

Target stakeholder 2 Paying Agencies Targeted nr. 3-4

KPI 1 Farms registered Contribution 5%

KPI 2 Number of tools-interfaces provided Contribution 2



Next steps

• All use cases and WPs to think about KPIs and Innovation Management
• Note that many use cases have already provided first drafts according to the KPI 

template

• WP1/2 will contact all remaining use cases and WPs (May 2020)

• Together we will finalize the following
• A use case and WP specific set of realistic and measurable indicators (May 2020)

• A use case and WP specific set of actions to support CAP innovation (May 2020)

• A harmonized set of KPIs for the whole NIVA project (June 2020)

• A realistic procedure to monitor KPIs and assess progress of the project (June 2020)

• An overview of the activities that the project will perform throughout the project to 
achieve its innovation targets (July 2020)



Next steps

• Performance monitoring will be executed as part of the WP2 work
• Objectives:

• to measure the NIVA KPIs throughout the project

• To report on results and anomalies, and advise on mitigations

• Process will be part of deliverable D2.6 "Monitoring & Benchmarking"

• Measuring and monitoring indicators 

• Data to be collected by all use cases and WPs

• Innovation management will be executed as part of the WP1 work
• Objectives

• to assure that activities are organized and aligned to maximize NIVA uptake

• Process will be described in deliverable D1.2 "Risk and Innovation Management Plan"

• The required activities will be performed in the different WPs
• strong role for WP2 (e.g. testing and evaluation with stakeholders in MS)

• strong role for WP5 (stakeholder platform, dissemination and stakeholder interactions)
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