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Everyone can do this

We believe theory of change is applicabl e tWh ainoyi npgréogj oeocdt
means varies a |l ot. |1t could mean curing a disease, chan
could mean helping other professionals do a better job, I
thing about theory of change is it can be applied to all
to whole organisations and even whole sectors.

We have found it helps to distinguish between three broa
applied to:

1. Servi-Aesi vities supporting i1indiyv

directl y. For example, advice to

programmes, ment oring.

2. Campai-Acd i vities that aim for mor
or across popul ati omsy,stoddmmu reixtaimpd €
campaigns for changes i n the | aw or
heal th probl em.

3. Organi sa3ameitsi mes people in | arger
services and campaigns together to
their organisation as a whole. This
and campaigns fit together

This guide is written primarily for people thinking aboui
shoul d give everyone a good grounding in the main ideas.
the theory of change approach for thinking about for mor

What about research? Work with animals and the environmentl? Pr
Charities are involved in many things. For example, heatlot § cha
preserve wildlife. The theory of change approach is sabhdggusef:
and to keep things brief we have decided not to cover therp her
change in these situations.




|l about the Journey

Bef ore creating your theory Whfenclamnugea, ei ti nhelleprst | togg meée mip @ Ir
appreciate the distinction betwea&r prooreds mend i omwtog wte. mo
I n short, t hperoocye sosfe@escthtasmmge chall enging dqhuatsti snshéi keal

di scussions and research t hdathidog aitntic a hteh edcersyt afse of ou
change @mnd gtshea summary of tamodédley do we 6 hink this?

di scussions (which might include a diagram).
Descriptive theemplkasiose cthtaer g1
1 The prgcees you the opporotfurcihtayr gteo otuhipik,, You may alr

di scuss and col |l aborate. SS®trrvdnCget hoern Cyaonprai gn (or have
projects through more corysoiud ewaend deoc idsdi)omnd are using

maki ng and stronger teamsaralsi Cpueloaptiee yaoruer t hi nking more
brought together. descriptive process i s gener a
existing services.
i The ouwtipvuets you a greater sense of clarity

and purpose, and a cl ear YWi€in YtOnuata rvg 111N hdeSSplirgi gogttiiviel
evaluate and communicate fydouresSworYko U rpouthpder l ying think
internally and externallylements of the relationships

people and identify any weakn
r proces should include agdidalseguetwivteh pstoafefss can be

u S
consultation with beneficiaritesiagmd fotrlwer dstakehol der s,
(o} t

|l ooking at he evidence base, a willingness to think
hard and challenge yourself/!nNa@Rd!sdh&edd hoo@d, eyt owid I f
full guide goes into more détW®ieXdd etMees . diaffde ey e I f you
el ement s. mode you should find that the
valuabl e devel opment al questi

When designing your theory gfouchanrgatpnhheess airt Wellps hel
to think about where your prpir®flcietsises alnide whBherny® uameetdwa o
extremes:

Devel opment al t h eeompi heass i osfe cthhaen g e

t heory of change process, and aim to take stock,
reassess priorities or design new services/ campaigns.
You may be using the theory of change process to
consult people and develop new strate

All theories of change for campai

programmes and organi sations ar e

devel opment al, because there are

think about, the context is const

there is a greater need for ongoli



Knowi ng what to 1 ncl

Theories of change focus on comamecanhet pdoutli di stesacti on w
and I mplartities often have a clbogrgesendoavnofi nwhatr get s r at
they do (their activities) butysomeunnmes!| haolg thanikiwng.
about what they are trying to gobhrevetgegrmpacti pbn Obhsedbf i
the early parts of the processwhethermgbe semnehedepgosen
is on the same page about the itmpacoumpeusameetiyireffevant

achi eve. you have developed a theor
start thinking about the s

As wel | as hel ping people to b%cﬁﬁ%(’}re.erBﬂPO?hitsh?isralway:

intended i mpact, theory of change also focuses on the

i ntermedi ate steps between &8¢t iPerfioesaane immpagement and
someti mes r é@fielrlriendg tion atshe mi sscdonnge smildaddeer y of change i s
This can help organisations idéhtioughgaps, cpmmomni ciaés ngn
things to change or improve, uldesmaeefprl eadinge,tgour th
clearer goals and better plansitoansathieeVYingttbéemme of a

which is data collection a

Theories of change have a gene'f%lcug'ggsb'bﬂa?esting whet he

focus. The det Ai Irecames nlgatcehra.lll]grgliggn that way in the rea

when working on a theory of Chﬁn'&%%uir%mlé'ﬂ?v"iq'&%s‘f”ﬂ%tns t 00

to include or what is most impﬂﬂ%?%ke.AD%?mWBntheory of

mistake is to includehowoyouchg dagtailhesHRaES T people wond

can focus on what i s 'mportantsomething they measdb&bles
This is an irrelevant ques’
1. Theory of change should relate to the ) )
s,omethlnog i s important it
essence of your plansurf or doing goo
. . A . . ) chanct;e_regardless of wh
Goci al 6iTmpascimi ght seem obvi ous, bu it
i ) , i measurabl e. i
is worth keeping in mind. People can get it

mi xed up with plans for d4e_liKvee[._d,rpy,t hgrncbvgi ng tbh‘eoad/high
organi sati on, busi ness planrhir}gn/efoqri/dio'?gcenta%'ge i's abou
These are all i mportant, bUthSarh%Lflq)uqethe truth is th
postponed until | ater. We s%g)gecsotmpxqatk fain'es viad § be d@ xwaec tdl
really solid understanding Q/vfhaXOl{NriILI'”(hearp'pyeinngNhen we s
thinking about how you want itmopl%%e%qoq'he%ndThink abou

then build from there. in an amusement arcade, if
exactly what will happen w
2. Outputs and tar et sugagrest!l at er . ) .
) i pence. in, we will get it w
working on your wunderlying thinking before .
) how all the coins will mov
|l ooking at how much change you aim to achieve,
understand the relevant fo
how many people you reach etc. We see this |
i i and broadlr%, what we hope w
mi stake quite often. An organisation ight start ] )
) the right level for thinki
by saying that they want to reduce a problem by
change: broadlﬁl_ what we ho
X% or reach x% of people concerned, but this is
what forces or mechani sms



A structured approac]

Theory of change is a structlTthreend armod dys tteérreatbiac kwar ds ma
process for thinkiTrhge tihsisnugessi tmpractgh . moving on to inter med
are trying to tackle are commpl gursacttheridiies.a Friinak |tyh a1
our reflections eeawndebdecome tawd iovpdn es are intended to wo
unf ocussed and not produce rdeescuhl atnda s dishijeh &bdifa owyr lofyou i nt e
change process gives us a stdreudtvierre to prevent this,
and the key el ements of this structure are outlined
bel ow. Wor k towar ds UWlothismantseulsy your
should try to achieve consens
We rely on a few std@dahdaryg ofNmpormertonstraining consensus
change, l' i ke similar approadised i xeadh odautl magibdcd oad agr eeme

model ling and | og frames, i g hasddeioatyed fwicthrang esetAngyf maj

terminology (activities, outmdicmederismpadt ngrsd shoudrd) be r

should feel their views have
While this irritates some pqcyblreesenq%dreallty is that all
projects, programmes and campaigns do have these
compo nt s; and distingui shiBryg ttet wenadn otf hearhei pr ocess, pa
al way u
t hat I
avoid
t he t

A gl o

seful because it giwesnnses od a@cmmonplli shgneaage i n ha
ps peopCenfwogikon tooagnetdmpd .ex i ssues, and having co
d by having a reasonalklleaurederuntden it mq do fnGgwimetoku.t a
rms mean without bei ngVet avo up Wr icotnt @hau th htafheslmt.f t pheecspe

w ® ®© T »w S5 O

sary is provided at theéaiemmgd dfhetnhitdhebwpiedbegsbst Bashng

We address components and questions in

sequence (bddkwar de)st to think about the
components of your service or campaignh in sequence.
Most advice is to start from the i mpact you want to
achieve and work backwards to consider the
intermedi ate steps. A process sometimes referred to
ashackwardsdédmapping

This advice has an obvious rationale, it makes sense
to start by defining what we want to achieve and then
think about how we do it. By worKki backwar ds

ensure our plans are orientated towar

achievi ngﬂ

i mpact for beneficiaries.

However, our advice is not to work

I nstead we suggest starting with a gh
understanding of the issue you are to add

and its causes through situation an i s, soOo yo

decide the precise target groups you nt to wor h .
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ample can be fthermndyi mnft thakhmgeesdiow) .d be pu

wi del y. Everyone involved in

rry that some neQRlig S tthh§ary eQfheciariy
addmageamhan ,ghast yoiyt {heory of change s
s best seen ag,3 nSURPBET ¥ (4Tt hleh® conversatio

your thinkin%.oilntg,i%,olhsrefsqlraftcbrgies and yo
your theory of change and creating

enges us to beosuchiondtd, spri e¢thié¢toiviemgamd c h
aps. But t he diozgmé&hswy bl ookl eaptdatat hlkee:
e work, and itwhiag per fhaptpleynwi agc g ptuatsihhe utl a
of change withldutc handgieag@gmampotentially upd

ends with SMerutiny and challenge.

i magi ne yourself as your worst enemy and

to highlight its weaknesses or risks (see Step 10

gest vy
k

i de mtsisfuynipétj.ons

utiny
nges t
S . Or
uine a
r theo
ce, by
ntify

ject,

mi g

ht

prompt you to make some i mmedi at e

o your theory of change or to fill i n some

you
nd

ry

mi ght decide that these weaknesses are

that the only way to test them is to test

of

change against the data you coll ect.

chall enging your theory of change you can

t he

most i mportant research questions for your

programme or campaign.




Ten steps to theory

OQur fHtysetpep approach to developing a theory o
consider in sequence. The process shoul d dr s
di scussion with coll eagues, and consultatio
stakehol ders. Challenge yourself throughout

St epSilttuati on analysis begins the procaé
back, define anfr abdyenwm wbwotutt ¢ heacklI e,

context/ systems you are working in, an

Step8The
target groups: the people or i1 nstituti

theory of change i1 tself. We ¢
O
and needs. Next define the sustained i m
group. Then, working backwards define th
needed to make this i mpacac modiatdieécshelndi ,s
that you believe wil/l make outcomes moy
whi ch change might occur and summari se

St ep-$0®Bhe process concludes by encouragi
external context might influence your the
@ssumpGirens



Step 1: Situation an.

The first step is to develop a good understanding of the
what might be the best course of action. You @i ghwayeel |
useful to take stock. You will definitely have wuseful co
la®Probbdeenf i niti on. What, succinctly, is the issue your pr

To help frame t he & eusste foufl tthoe sptraorcfersisly | d@ gir dem h@mea ndéth otr wo
sent efWeesar e consci ous otbfhaats tnheeg atoirvde connotati ons and t ha
For @ssimply a way to get clarity and agreement around t

Be careful about takiing ron ttooosoldive altlagkie pambl ems i n t
For example, focus on the el ements of a wider problem, o
particularly true if you are a small <charity or project.

1b: Take ti me t dprtohbidgebnu alvant tbetacklI e.

Try to suspend all thoughts about your@owhd eémeVifces or ol
Consider the following questions:

1. Who is affected? Who is particularly vulnerable? What
2. What are the consequences of the probl em?

3. What are the causes of the problem? Think about:

a. I ndividual capaciti&€bsoseadafrkéeatednbhi pse probl em, s
peopl e, parents, people with a health condition etc
b. I nstit@tganssations (school s, hospital s, | ocal gov e
health professionals, community organisations).
c. InfrastructuRalli csiyesg,enmsul es and regul ati ons, publ i c
4. What are the barriers to change?

5. What are the opportunities to overcome these barriers?
6. Who el se is working to tackle the issue? Who are the ¢
7. What is not happening? What are the gaps?

I n answering these questions you should draw upon data al
those affected.

10



l1c: Think about what you bring [/ offer:
Now&itime to think about what solutions to the problem mi
Some questions to consider are:
1. What resources do we have to tackle the problem? Think
a. Reputation
b. Expertise
c. Experiences
d. Connections and networKks
e. Funding

2. Given our resources, what broadly will we do? Where mi
bets? What should our role be?

3. Who do we need to work with?
4. What options, strategies or approaches are we ruling c

By the end of this step you should be ready to describe

ExampTrrroughout this handbook,prwelfeardl Iwaw ha yfoiucntgi opreaolpl e no i n
|l ocal Omar$mygl, |l r8hepy teacher & randiywagon(éeNEBSER)li.IdeSttedg i ed t h cau!
workers to help young people émacé&r oémpkoyment quadudcatctiaonoms, s
training. jobs and role models, compounded
absences. Consequently, thes you
One Smaldlef$tnemg their pri@bloem sgamedS®i o @iSc hardship and higher
many young people in our area are | eaving school and not
entering education,0oemploymen®©Oner Stmakiudiedgmmut | obbying fojr | oc
as it was obvious there was one

They | ooked at data about thec.pgRet caqudr RN QP ® ht &%ﬂn%fpeo | e d
young people affected, and hoyoblaeipr acegbcenan@mMpadcededOto| focu
others. In doing so they confipmeduhepeohpe@i @38 hAadia peimavy

11



Step 2 Target group:

Who are the people you can help or influence the most ?
Based on your sitwuation analysis in Step 1 you can now d
wi dhrectWey refer to these as your target groups. Remember
directly. For example, if you plan to train health profe
are your target group, not the patients.

You can opt to work with one or multiple target groups. .
You will need to think about each t ar8geftorg reoaucph )s.e pHaorwaetveelr
need to do a separate diagram for eaabh. pWhensdeasr ybungat

For exampl e:

i Young peopllés,agaedm ldi sadvant aged backgrounds, falling
report in the | ast term.

i Prison governors in prisons, category B or above, witt

i Local councillors in rural areas with responsibilitie:c

Next, spend some time thinking about the characteristics

can help or influence the most. Tr {prtoddAadde ntthifrnyk faabca uotr st h

and assets people have as well as they challenges they f

Consider:
1. ObjectiveAdea,ctloocsati on, education, personal hi stories

2. Subjectiv&nfoawt eadmge:, attitudes and behaviours etc.

ExampOree SmalclhoSttepg o target y&Gumegngedhpl eanat assets identifj|jed i

ri sk of becoming NEET (not inwedbhcadtaimoh,j esmphdy meet sor intellig
training) within three secondadgaschodl experikeceslocal author
area.

These char act eOnies tSntaslt lee nSatdel pe @ w
They identified the objectivedowar abeeri sargetofggraupotentihhalkley

troubl ed home 1 ife, unheal thy | ifestyl e, risk of ment al heal t h
i ssues, and | imited exposure fto AERIENY Er PEREOE MagER) &L OWe XD
characteristics included a | ack of. aspir.ation, IQW sel f esteem
di sengagement with soldall, baemél'vriil(‘)slul}t.(l)fe allnnttiereSt in future care

3. Poor behaviour or attendajnce i

a L



Step 3 | mpact

Think about the sustained or |l ong term change you wan t o
This is where you describe what the project or campaign |
t h&ust aehktdct on individuals, famili ésoclhhenmunities, and/c
Tips for defining impact are:

1. Think about the impact you aim to achieve for each tar

2. Remember that i mpact i-sesistpboitreend i @V d ns taweheltedviegdg atf h atr
project has run its course. Ask yourself how you want
yearsme because of your worKk.

3. I mpact is something i mportant and meaningful: reduced
a change in policy &etc.

4. I mpact is something your target group wil/ achieve for
campai ghsmdker people healthy, educated or informed; p €

people make these changes through outcomes.

5. I mpact i s sometchdmtgr ttlhattea lyomug widd ot her s.

6. Try to keep impact statements succinct; one or two ser
increased well being, increased employment, a change ir

7. You can think about impact in different stages as il

ExampOree SmalsletStoag three | ev&&kinoc&f oinmpaldctghtthey evel s of progre

wanted to achieve. and empl oyment .

Direct: Increased |ikelihood CbhbamunatgeledeVouhgppeopldepwbkiper

stay in school and progress to sixth form (or an equivalent

opportunity).

13



Step 4. Out comes

What s htoerrthrerchanges for your target group might contribut

OQutcomes happen before i m@Baowtf.t elnn geo ode rtwi cseese d chretne xats, cihta
capabilities or assets that you aim to equip your target

Time can be a hel pful |l ens here. I f impact is what you w:
and months. You wil!/l want and expect to see outcomes chal

Questions for thinking about outcomes include:

1. What assets will people gain or retain? How will peopl
that help them to achieve sustained change in the 1| ong

2. I't can help to break the discussion down into changes
a. Knowl edge and/ or skills

b. Attitudes

c. Behaviours
3. What would you |ike your target groups to know? What v
4. Try brainstorming. First write down 4ds mmeortye sqgutacnodmet sh ez
see i f they can be grouped or themed. Try to figure ol
I't is worth stating that these d&fdefthobhsoak.i Wpathi akd]
hel pful, but there are many others you might come across

ExampOree Smaldlef$tnemgl their out ¢omaseailnwiemmsg hefm; to apprec]| ate

knowl edge, skills, attitudes, tanthebephahiemut® omprbeeyohed com
people they were working with.

Boosting aspirations was idenptifi
They wanted young people to kbaowl mhoensgt esdend icarwh hseenlefpsi on s
available to them and what they might be able to achieve i n

future. They also wanted to hdPgeybghgtpessI 6oybd hepdt teoyrbeha

understanding of the factors BhaENdRANCEeROE ERERAPEMEPEsahnd8cChE
participation in positive activit




Step 5: Acti

What are you going to do?
You can now move on to thinking about your activities. TI
encourage the outcomes from Step 4 to happen. You shoul d
Dot&h describe things in too much detail, that comes i t h
Think about:
1. What are the key features of your activities?
2. What will these features |l ook |ike? How often and for
3. Who wil!/ deliver these activities?
4. How will you get people to find out about you and engse

outreach, or marketing.
ExampTreai ned volunt ©are @eatl or Stnkep cSima lolr gAtné s e occasi cnwrlr itodlpasr
provide weekly one to one mentoctinNngtsessiaons swighlposar getua peo
young peopl e. Meanwhil e, schomighpr oei daterepgtied $pac&chloat da
pupils can use at any time tosaatésarsuppedttor monst orakeét enna
out .

Al'l of these activities run hrou

15



Step 6: Change mecha

How will your activities cause the outcomes you want to
The mechani sms stage is where you describe how you want |
them, to make outcomes more |ikely. This can be as simpl
make a change, but -tthatcanhley meeed swvobflel your advice is

somet hing they can take action on.

Mechani sms have traditionally been i@asstudpironesbheobutesw
believe they are too important-ah-denthet. DEhewnpi slgomedhhbhai
the hardest parts of the process, but it is also the mosH
work is intended to achieve change.

Prompts to get people to think about mechani sms include:

1. What do you want people in your tawpbetsgrobpytarbeekpet

your service or campaign?

2. Think about things |ike feeling safe, trusting staff,
think about things differently, feeling motivated. Al

3. How will we be able to tell whether things are wor Ki ng
4. |t can help to | ook at different outcomes in turn. Tal

or how you want people to feel during your activities
5. I n a campaigning contextdnetssiabgloadf ymeclwamitsmo uas sttlak e

take from your worKk.

Al ongiméedeanlysmscan al so consider what quality | ooks I|ike
as how we plan to deliver our services or campaigns, sO0O
all ows us to maximise the chance of change mechani sms bei
Prompts for thinking about quality are:

1. What will make your activities particularly effectiver-
2. What is unique, distinctive or special about your ser.\
3. What are the qualities that staff and volunteers need

Note the d@estildatice@amout how you pl an tdéoe dled néavsems gbhaut attd:

you want your activities to be experienced by your targe:
change. You can r e¢dad nkdNPe& . & bhoudltr/ ensdocubamdcnel s ms



https://www.thinknpc.org/resource-hub/mechanisms/
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