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FOREWORD
This document aims to be a guide to help to
direct the design of a Theory of Change applied
to social change processes. However, it is an
initial approach that must be furthered based
on new experiences and practical applications.

A handbook is a general text that
combines theory and practical
information.
Jennifer Moon, 2005

The focus and the contents of the guide
emerged from the synthesis of my learning as Theory of Change design process
facilitator which has involved social change agents from different Latin American
countries. My learning process has been consolidated from different sources
and experiences over recent years. Special mention should be made to the
learning space offered by Hivos, an international NGO based in the Netherlands.
The opportunity that Hivos gave me to facilitate different Theory of Change
workshops with some of its counterparts from Southern and Central America
was a rich and intense source of learning and inspiration. In the same way, my
professional relationship with the Democratic Dialogue Regional Project (DDRP)
run by UNDP enabled me to consolidate another important learning space. This
time from an action-‐research approach around dialogue processes applied to
different areas: national dialogues focused on public policy formulation and
monitoring as well as legislative proposals, facilitating national and regional
dialogue spaces on different topics, strengthening capacities of political and
social leaders from different countries of the region in dialogue issues, etc.
These two areas of experience and knowledge, not being the only ones, are the
main source underpinning the contents of the guide presented here.
The document is aimed at the wealth of agents linked to social change and
development processes. That is, bilateral donors, grassroots male and female
OHDGHUV VRFLDO DQG SROLWLFDO OHDGHUV 1*2 RIÀFLDOV FRPPXQLW\ JUDVVURRWV
organizations, social movements, public decision-‐makers, and other agents
involved in social change processes.
It should be pointed out that the Theory of Change focus applied to social
change processes seeks to be a thinking-‐action alternative to other more rigid
approaches and planning logics. This in the understanding that as we live in
D FRPSOH[ DQG DW WLPHV FRQÁLFWLYH HUD ZH QHHG PRUH ÁH[LEOH LQVWUXPHQWV
that enable our actions to be planned and monitored in complex, emerging and
XQFHUWDLQFRQWH[WVDOZD\VFRQVLGHULQJDÁH[LEOHDQGQRWDULJLGSHUVSHFWLYH
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In general terms, the guide summarizes the core of the contents and methodological
steps that are implemented in a Theory of Change design workshop. As is already
known, this thinking-‐action focus is also applied to institutional coaching
processes and to designing social change and development programs.
7KHÀUVWSDUWRIWKHJXLGHGHVFULEHVVRPHWKHRUHWLFDOHOHPHQWVWREHFRQVLGHUHG
when designing a Theory of Change applied to social change processes. It is
obvious that there are many other aspects that have to be taken into account.
Nevertheless, some of the ones that I consider to be fundamental based on my
experience are summarized here. The second part of the document describes
the basic methodological steps to be implemented throughout the process when
designing a Theory of Change. In order to reinforce this practical part, a Theory
of Change workshop route is attached hereto hoping it will help to illustrate the
dynamics to be developed in a workshop of these characteristics.
I would like to stress that this guide has to be taken as a living document which is
in constant evolution. I therefore invite the reader to go beyond what is proposed
here both in methodological and theoretical terms.
Finally, I would like to express my desire that the guide be used to improve the
performance of those organizations and individuals involved in social change
processes aimed at helping to establish a fairer and more just world.

Iñigo Retolaza Eguren
La Paz, Bolivia
April 2011
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THEORY OF
CHANGE
1.

WHY IS A THEORY OF CHANGE NECESSARY?

Nowadays, there is increasingly greater
recognition when accepting that we
We need good theories of social change
IRUEXLOGLQJWKHWKLQNLQJRIDOOLQYROYHG
live in a change of era and, therefore,
in processes of development, as
not an era of changes (de Souza 1999).
LQGLYLGXDOVDVFRPPXQLWLHVRUJDQL]DWLRQV
In this change of era, uncertainty,
social movements and donors.
multi-‐diversity, the paradoxical and
contradictory govern the dynamics of
our (inter)actions and the emerging
'RXJ5HHOHU
FRQÀJXUDWLRQ RI RXU VRFLHWLHV WKHLU
States and governing institutions. This
LVUHÁHFWHGDWDSHUVRQDOOHYHOEXWDOVRDWRUJDQL]DWLRQDODQGVRFLHW\OHYHOV
As a consequence of our mindsets being (de)formed by a modernistic1 educational
and social system, we believe that order and control of the social processes in
which we are involved can be achieved. The dogmatic use that many development
agents make of the Logical Framework as a development project management
tool is a clear example of this. Even today there is a trend to believe in the
existence of absolute truths, static, total certainty. And if that were not enough,
we continue to believe that the best manner to measure that truth is using
quantitative approaches2.
Nevertheless, we live in complex and dynamic times that feed off uncertainty and
a multi-‐diversity of relations (identity, economic, social, geographical, political,
cognitive, intercultural, institutional, historical, etc.). This fundamental fact
has a direct impact on the social change and development processes involving
those agents to whom this guide is addressed.
ϭ
Ϯ
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dŚĞŵŽĚĞƌŶŝƐƟĐĂƉƉƌŽĂĐŚŝƐďĂƐĞĚŽŶƚŚĞĨƌĂŐŵĞŶƚĞĚŝŶƚĞƌƉƌĞƚĂƟŽŶĂŶĚĂŶĂůǇƐŝƐŽĨƌĞĂůŝƚǇ͘/ƚŝƐůŝŶĞĂƌ
;ĐĂƵƐĞĂŶĚĞīĞĐƚŚĂǀĞĂĚŝƌĞĐƚĂŶĚŬŶŽǁŶƌĞůĂƟŽŶƐŚŝƉͿĂŶĚĚŽĞƐŶŽƚůŽŽŬĂƚĐŽŵƉůĞǆŝŶƚĞƌĚĞƉĞŶĚĞŶĐŝĞƐ
ďĞƚǁĞĞŶĚŝīĞƌĞŶƚĨĂĐƚŽƌƐ͘
dŚĞƐĞĂƌĞĂƉƉƌŽĂĐŚĞƐƚŚĂƚƵƟůŝǌĞƚŽŽůƐĂŶĚŵĞƚŚŽĚƐďĂƐĞĚŽŶƐƵƉƉŽƐĞĚůǇŽďũĞĐƟǀĞǁĂǇƐŽĨůŽŽŬŝŶŐĂƚ
ƌĞĂůŝƚǇ͘

1

$V (GJDU 0RULQ ZRXOG VD\   ´ZH QHHG VRPH DUFKLSHODJRV RI FHUWDLQW\ WR
QDYLJDWH RQ WKLV VHD RI XQFHUWDLQW\µ7KH WKLQNLQJDFWLRQ IRFXV RI D7KHRU\ RI
Change seeks to identify those archipelagos of certainty on which we can feed a
thinking-‐action logic that enables us to navigate through the complex ocean of
social change.
$7KHRU\RI&KDQJHDOORZVXVWRRUJDQL]HRXUWKRXJKWVDQGFRQÀJXUHDEVWUDFWO\DQG
based on our knowledge and experience, those conditions needed to achieve the
desired change in a given context. This is partly done by making our assumptions
explicit and by analyzing them critically; those very same assumptions that
govern our way of thinking, learning and our knowledge generation. In short,
we need to make critically explicit those assumptions that we use to understand
reality and, therefore, to act in it. Seen from a Theory of Change perspective,
this emphasis on making assumptions explicit is fundamental in any social change
and learning process. Whether using a learning question +RZGRZHXQGHUVWDQG
DQG OHDUQ DERXW UHDOLW\" +RZ GR WKH GLIIHUHQW DJHQWV LQYROYHG LQ PXOWLDJHQW
SURFHVVHVOHDUQ" or a political question :KDWDUHWKHUHDODUJXPHQWVXVHGE\
WKHGLIIHUHQWDJHQWVZKHQSURSRVLQJDUHDOLW\LQFRPSDULVRQWRDQRWKHU":KDW
DUHWKHXQGHUO\LQJLQWHUHVWVGLIIHUHQWVWDNHKROGHUVKDYH"+RZGRWKH\SRVLWLRQ
WKHPVHOYHVEDVHGRQWKHLULGHQWLW\DQGLQWHUHVWV" 

7KHUHLVDQHHGWRREVHUYHDQGXQGHUVWDQG
the change processes that already exist
LQ D OLYLQJ VRFLDO V\VWHP  ,I ZH FDQ GR
WKLV EHIRUH ZH UXVK LQWR GRLQJ RXU QHHGV
analyses and crafting projects to meet
WKHVH QHHGV ZH PD\ FKRRVH KRZ WR
UHVSRQGPRUHUHVSHFWIXOO\WRWKHUHDOLWLHV
of existing change processes rather than
impose external or blind prescriptions
EDVHGRQDVVXPHGFRQGLWLRQVIRUFKDQJH
'RXJ5HHOHU

Basically, social change processes want
to take us to a place where we have
never been before. The agents involved
imagine and visualize the future reality
in a way that is not possible to fully
understand at present. This is partly due
to a fundamental fact: we project our
possible futures based on the mindsets
we have at present day, so there are
many aspects of the future impossible
to grasp or visualize with the learning
tools we currently have. That is why we
need to develop new capacities to learn
from the future as it emerges (Scharmer
2007).

We could almost say that working for social change is an act of faith. We believe
that we will reach a better place by following a certain logic and change action.
And we believe that we will better reach that desired change situation by acting
on a series of conditions existing in the environment. That conviction about the
possibility of a future that we believe to be better is a great driving force to be
celebrated. The problem emerges when our conviction becomes dogma and we
start believing that our future paradigm is the only viable and desirable one.

2
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On the other hand, developing a Theory of Change (ToC) provides us with a tool for
monitoring our actions and hence opens the space for accountability to ourselves
and to those stakeholders involved in the
process. The systematic use of a ToC as a
$JRRG7KHRU\RI&KDQJHKHOSVXVto handle
process monitoring tool helps us to i) (un)
complexity adequatel\ ZLWKRXW IDOOLQJ
LQWRRYHUVLPSOLÀFDWLRQ
learn and be constantly aware of the need
to review and update the assumptions we
'RXJ5HHOHU
XVH WR LQLWLDOO\ FRQÀJXUH RXU7R&  LL  UH
read and simplify the complex nature of
the context we live in and weigh up whether the initially established change
conditions are maintained or on the contrary we need to set new conditions
DQGGHÀQHQHZDVVXPSWLRQVLLL  UH GHÀQHQHZVWUDWHJLHVWKDWKHOSXVWRIDFH
effectively and in the best way possible what is mentioned in the above points.
When this prospective exercise is also carried out with the participation of other
stakeholders involved in the process, the quality of the exercise is enriched as we
are able to incorporate a multi-‐diversity of approaches, opinions, assumptions,
interests and knowledge that helps us to construct a (more) shared view of reality
and, therefore, of the change process that we are undertaking and which affects
one and another of us in the same and different way. On the other hand, the very
act of including stakeholders from different political and identity-‐based positions
ensures that the exercise helps in the political process of achieving coordinated
action agreements based on shaping (and negotiating) shared meanings.
Necessarily, it has to be stressed that this change logic must be shared with the
different actors, or at least it should honestly and intelligently consider what
the other actors think or require. The reality is holographic3, multi-‐stakeholder.
It is holographic since we start from the premise that we are social beings and,
therefore, our identity and view of reality comprises and is made up by other
visions, by a greater Whole to which our own fragmented view belongs. Multi-‐
stakeholder, because we want to live in a participatory and inclusive world where
the different interests and needs are included and recognized. Therefore, and by
democratic imperative, reality forces us to relate with each other in an inclusive
and dialogic manner.
That is, a holographic and democratic view of relations not only invites us to relate
with others in a more harmonious way, but it also has implications regarding how
we relate with our own inner Self: the Whole lives in our (fragmented) self and
vice versa.
Therefore, we are compelled to consider this social, historical, political and
economic inter-‐dependency between different factors and actors. When failing
to do so, we cannot achieve profound transformational changes but sterile and
hypocritical ones. Even today we are reluctant to practice what we preach. That
is the fundamental challenge when facilitating and participating in social change
SURFHVVHVHPEHGGHGLQFRQÁLFWLYHDQGFRPSOH[FRQWH[WV
3
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2.

WHAT IS A THEORY OF CHANGE?

In short, a Theory of Change is:
 A conscious and creative visualization exercise that enables us to focus
RXUHQHUJ\RQVSHFLÀFIXWXUHUHDOLWLHVZKLFKDUHQRWRQO\GHVLUDEOHEXWDOVR
possible and probable
 A set of assumptions and abstract projections regarding how we believe
reality could unfold in the immediate future, based on i) a realistic analysis
of the current context, ii) a self-‐assessment about our capabilities of process
facilitation, and iii) a critical and explicit review of our assumptions.
 A thinking-‐action approach that helps us to identify milestones and
conditions that have to occur on the path towards the change that we want
to contribute to happen.
 A multi-‐stakeholder and collaborative experiential learning exercise
WKDWHQFRXUDJHVWKHGHYHORSPHQWRIWKHÁH[LEOHORJLFQHHGHGto analyze
complex social change processes.
 A semi-‐structured change map that links our strategic actions to certain
process results that we want to contribute to happen in our immediate
environment.
 A process tool that helps us to monitor consciously and critically our individual
and also collective way of thinking and acting.

3.

WHAT IS NOT A THEORY OF CHANGE?

,WLVDVLPSRUWDQWWRGLIIHUHQWLDWH7R&IURPRWKHUDSSURDFKHVDVWRGHÀQHZKDWLW
is not. Therefore, a ToC is not:
 An absolute truth of how change has to happen, of how it is going to occur
or even of how we want it to occur.
 $ GHÀQLWLYH UHFLSH WKDW KHOSV WR HOLPLQDWH WKH XQFHUWDLQW\ existing in
complex and emerging social processes.
 A substitute of the Logical Framework as a rigid planning tool.

4
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4.

GUIDELINES FOR UNDERSTANDING THE
COMPLEXITY OF SOCIAL CHANGE PROCESSES

Some conceptual tips that help to
consolidate the substantive analysis of
our Theory of Change are set out below.

4.1. TYPES OF CHANGE
We start from an initial premise
regarding the different types of change4
that occur in our environment.

The paradigm paradox
:H QHHG RXU SDUDGLJPV WR PDNH VHQVH RI
WKHZRUOG\HWEHFDXVHRIWKHVHZHEHFRPH
trapped or constrained.
Dana Zohar, 1997

 Emerging changes. They occur as our life unfolds every day. They are adaptive
and irregular processes based on experiential learning, and occur as the
result of the unexpected and/or non-‐planned changes that emerge from the
dynamics called Life.
 Transformative changes. Crisis and stagnation prepare the ground for change.
This type of change is based on un-‐learning and liberating oneself from those
mindsets, relations, identities, formal and non-‐formal institutions, etc. which
hinder and delay the probability of enacting new realities that are more just
and fair in economic, social and political terms.
 Projectable changes. Changes based on complicated or simple problems that
FDQ EH UHVROYHG E\ PHDQV RI VSHFLÀF SURMHFWV DQG DFWLRQV SODQQHG IURP D
linear logic.
In general terms, a Theory of Change focuses on analyzing and proposing
relevant actions to transformative changes, which are more complex in nature
DQG ZKLFK UHTXLUH ÁH[LEOH WKLQNLQJDFWLRQ ORJLF IURP RXU VLGH Projectable
changes are those that can be managed using a project logic: the Logical
Framework or the Balanced Scorecard as a planning and analysis tool.
It is important to explain this initial starting premise, as actions for transformative
change are often put forward from a project change logic. We have to avoid
IDOOLQJLQWRWKDWORJLFWUDS)OXLGDQGÁH[LEOHWKRXJKWORJLF 5LVR SUHYDLOV
in the second case (transformative changes). A rigid logic dominates in the third
case (projectable changes).
4
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QUESTIONS TO CONSIDER WHEN REFLECTING ON AND DESIGNING OUR
THEORY OF CHANGE
 What type of change are we visualizing?
 +RZFDQZHGHYHORSDPRUHÁH[LEOHWKRXJKWORJLF"
 What are the implications of using rigid logic to facilitate complex
social change processes?

4.2. LEVELS OF SOCIAL CHANGE
In order to analyze and develop the design of our Theory of Change it is necessary
to clearly identify the level of change that we want to attain. At the same time,
we must be aware of the system/level from which we depart and at which level
we propose the changes to happen.
The logic of the Theory of Change develops from an understanding of the premises
that we use to understand and act on reality. In general terms, this means that
we start from level 2 in order to effect change at level 1 and level 3. We do so
by articulating thought with action. The process of designing a Theory of Change
HPSKDVL]HVFKDQJLQJWKHSDUDGLJPIURPZKLFKZHGHÀQHUHDOLW\&RQVHTXHQWO\
action taken to transform reality will derive from looking at reality in a new
way. In other words, when approaching from a different perspective our thinking
and action regarding the resolution or management of complex problems, we
assume to be able to achieve different (and better) results than we could have
accomplished without this paradigm shift.

1st
Order
Change

Events

2nd
Order
Change

Patterns

3rd
Order
Change

Structure

Operational question: How can we do better what we are already doing?
Epistemological question: How do we know what we are doing is correct?
Ontological question: How do we determine what is correct?

6
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QUESTIONS TO CONSIDER WHEN REFLECTING ON AND DESIGNING OUR
THEORY OF CHANGE
 On which levels do we want to generate change?
 +RZLQÁXHQWLDOLVRXUZD\RIWKLQNLQJZKHQLWFRPHVWRIDFLOLWDWLQJ
processes of social change?
 What relationship patterns do we need to develop in order to make our
Theory of Change useful to our purposes?
 What social and cultural factors do we need to consider when it comes
to designing our Theory of Change?

4.3. DIMENSIONS OF SOCIAL CHANGE
Any change process requires a comprehensive thinking and action approach that
makes it possible to attain conditions that are sustainable and at the same time
maintain and nurture the change process.
The diagram below makes it possible to generate an analysis that is more
comprehensive and related to the strategic approach needed to achieve success
as a result of implementing the initiatives proposed by our Theory of Change. In
other words, we suggest integrating different types of initiatives to help frame
our action in a more integrated and articulated way. This allows us, on the one
hand, to propose a more integrated institutional action; and, at the same time,
to develop a more collaborative and articulate relationship with other initiatives
led by other actors which are already underway.

COLECTIVE

INDIVIDUAL

INTERNAL

EXTERNAL

PERSONAL
TRANSFORMATION
Individual (multiple) identities
Personal mindsets
Emotions and feelings
Development of the Self
I
Subjetive
US
Intersubjetive
TRANSFORMING COLLECTIVE
PATTERNS OF ACTION AND
THINKING
Collective identity and culture
Collective behaviour and
thinking
Shared understanding

TRANSFORMING
RELATIONSHIPS
Relational habits
Behaviour
Dialogic interaction with the
social and political environment
IT
Objetive
IT
Interobjetive
TRANSFORMING STRUCTURES
AND PROCEDURES
Structural institutions of society
(Constitutions,Laws, etc.)
Public policies
Legal and judiciary procedures

Adapted from Wilber 1996, 2007; Thomas 2006; Retolaza 2008b
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Here are some examples of different initiatives that relate to the four dimensions:
i. Transforming the Self: LQGLYLGXDO WUDLQLQJ DQG VHOIUHÁHFWLRQ DFFRUGLQJ WR
FRQWH[W DQG H[SHULHQFH DFWLYLWLHV WR HQFRXUDJH WKH SUDFWLFH RI UHÁHFWLRQ
LQ D SURIHVVLRQDO VHWWLQJ UHÁH[LYH SUDFWLFH  UHFRJQLWLRQ DQG PDQDJHPHQW
RI PXOWLSOH LGHQWLWLHV LGHQWLÀFDWLRQ DQG PRGLÀFDWLRQ RI RQHV PLQGVHWV
introspection and personal development (psychotherapy, meditation, yoga,
bio-‐dancing, shamanic practices, spiritual and residential retreats, self-‐
knowledge techniques, self-‐learning journeys, etc.)
ii. 7UDQVIRUPLQJRXUUHODWLRQVKLSV Creation and facilitation of spaces for multi-‐
stakeholder encounters, spaces for dialogue, initiatives to coordinate agendas
among multiple actors, spaces for deliberation and public conversation,
UHVROXWLRQ DQGRU PDQDJHPHQW RI UHODWLRQDO FRQÁLFWV H[FKDQJH RI
experiences based on situational contexts, participatory action-‐learning
processes, learning peers, etc.
iii. 7UDQVIRUPLQJ FXOWXUDO SDWWHUQV Campaigns to raise awareness and mass
communication, advocacy towards opinion forming media, changes in the
collective perception of others (i.e. racism, discrimination based on identity,
VRFLDODFFHSWDQFHRIKRPRVH[XDOLW\ DFWLRQVDLPHGDWVSHFLÀFVHJPHQWVRI
the population depending on the situation (e.g. intra-‐family violence and its
effect on husbands, wives, sons and daughters), activities designed to modify
cultural and social patterns of exclusion or dysfunctional collective habits,
etc.
iv. 7UDQVIRUPLQJ VWUXFWXUDO LQVWL
WXWLRQV Support for constitutional
change processes, lobby on key
legislative reforms, promotion of
social control processes related
to public policy, support for
decentralization processes aimed
at social development and the
eradication of poverty, educational
and health reforms, change of
economic models, change and/or
creation of formal and non-‐formal
institutions, etc.

QUESTIONS TO CONSIDER WHEN
REFLECTING ON AND DESIGNING
OUR THEORY OF CHANGE
 What dimension of change
predominates in the action of
our organization?
 What are the implications
of concentrating on one sole
dimension of change?
 How do we integrate the
different dimensions in our
Theory of Change?
 What type of activities or
initiatives can we develop for
each dimension of change?
 What alliances do we need to
put in place so to approach
our processes in a more
comprehensive way?
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4.4. INSTITUTIONS AND SOCIAL CHANGE
%ULHÁ\ DQG IRU RXU SXUSRVHV ZH FRQ-‐
sider institutions to be the rules of the
game that determine the government
RI D VRFLHW\ RU D VSHFLÀF VRFLDO JURXS
(e.g. ethnic groups, clans, social asso-‐
FLDWLRQV HWF  LQFOXGLQJ D VSHFLÀF RU-‐
ganization.
Normally, these institutions rely on
PHFKDQLVPV WKDW IXOÀOO DQG UHTXLUH
realization of a series of norms put in
place to ensure the establishment and
maintenance of the common good. In
themselves, these norms are quite rigid
DQGGLIÀFXOWWRFKDQJHRYHUWLPH

InstitutionsDUHVWUXFWXUHVDQG
mechanisms of social order
and cooperation governing the
EHKDYLRURIDVHWRILQGLYLGXDOV
ZLWKLQDJLYHQKXPDQFROOHFWLYLW\
,QVWLWXWLRQVDUHLGHQWLÀHGZLWKD
VRFLDOSXUSRVHDQGSHUPDQHQFH
WUDQVFHQGLQJLQGLYLGXDOKXPDQ
OLYHVDQGLQWHQWLRQVDQGZLWK
WKHPDNLQJDQGHQIRUFLQJRIUXOHV
JRYHUQLQJFRRSHUDWLYHKXPDQ
behavior.
:LNLSHGLD DFFHVVHG-XO\

Basically, there are two types of
institutions: formal and non formal.
i. )RUPDOLQVWLWXWLRQV Those that are based on written norms and that rule re-‐
lations and formal procedures that govern a society as a whole (i.e. political
constitution of the State, laws, statutory regulations, ministerial decrees,
HWF RUDVSHFLÀFVRFLDORUFRUSRUDWLYHJURXS LHDGPLQLVWUDWLYHEXUHDXFUDW-‐
ic procedures of a company or producers association, established by statute
or internal regulations)
ii. 1RQIRUPDOLQVWLWXWLRQVThose persons, mechanisms, intangible and unwritten
dynamics that govern a society or social group (i.e. public sector corruption,
consensual legal systems based on customary law, relations based on kinship
or patronage, homophobia and misogyny, community based reciprocity,
discrimination and racism, Gandhi in India, motherhood and the family, etc.)
At the same time, it is important to highlight four groups of institutions that
determine the intensity and sustainability of the processes of social change
(adapted from Voeten and Parto, 2005):
i. &XOWXUDOLQVWLWXWLRQV those that determine collective thinking and behavior
(carnivals, national celebrations, dance, music, folklore, traditions, etc.)
ii. $VVRFLDWLYH LQVWLWXWLRQV those that govern social relations and collective
action (fraternities, family clans, social movements, social networks, sports
clubs, etc.)

CONTENTS

9

iii. &RQVWLWXWLRQDOLQVWLWXWLRQVthose that
set the standards for the norms that
cement societies (Constitution of the
State, public policies, laws, religion,
family, etc.)

Cultural
(collective
thinking and
behaviour)

Associative
(social
relationships)

Institutional
change

Cognitive
(mental
models)

iv. &RJQLWLYH LQVWLWXWLRQV those that
GHWHUPLQH WKH FRQÀJXUDWLRQ RI FROOHF-‐
tive and individual ways of thinking
(ethno-‐cultural collective beliefs, so-‐
cial prejudices, educational systems,
mass media, etc.)

Constitutive
(societal
cement)

Adapted from Voeten and Parto 2005

QUESTIONS TO CONSIDER WHEN REFLECTING ON AND DESIGNING OUR
THEORY OF CHANGE
 In our context, which
institutions need to be
transformed?

 What could be the points of
departure for institutional
change in our Theory of Change?

 Which formal and/or non
formal institutions can help us
to speed up our change process?

 How do the formal and non
formal institutions interact and
shape our organization/society?

4.5. PHASES OF A CHANGE PROCESS
Change processes are dynamic, impermanent. That is, they evolve as a result
of dynamic and emergent interactions that continuously go through different
stages. Although we may plan to promote actively certain interactions and
change processes, the result emerging from them is quite uncertain and cannot
be fully controlled. To simplify and didactically illustrate this dynamic sequence,
it can be said that, in one way or another, every process of change passes through
four main phases:
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i. 6DWLVIDFWLRQSKDVH XQFRQVFLRXVFRPSHWHQFH  where no change dynamics are
created since, and yet, there is no consciousness of the need for change.
People have acquired and integrated a series of mental models, behaviors,
institutional practices, cultural habits, relational dynamics, etc. and do not
feel that it is pertinent or necessary to be changed. The system5 is balanced
well enough to make for a certain stability and consistency. In social and
political terms, there may be differences between actors in the satisfaction
SKDVHVRPHDFWRUVPD\EHVDWLVÀHGZKLOHRWKHUVDUHQRW,QWKLVFDVHWKH
system ZLOO VWD\ LQ WKH VDWLVIDFWLRQ SKDVH XQWLO DQ XQVDWLVÀHG FULWLFDO PDVV
pushes toward change.
ii. 'HQLDO SKDVH XQFRQVFLRXV LQFRPSHWHQFH  there is a perception that
something is not working well and there already is a disjunction between
what is and what ought to be. Yet, there is resistance to changing the VWDWXV
TXR for fear of the unknown, behavioral and intellectual inertia, or for what
LVDQWLFLSDWHGWREHDQXQZDQWHGUHFRQÀJXUDWLRQRIWKHSRZHUVWUXFWXUH$
breach in the balance of the system is visible but there is great tension and
resistance that impede progress toward a realignment of the elements of the
system; and, in the end, of their relationship to each other.

Incompetence

Ignorance and
resistance
DENIAL

Need and
motivation
CONFUSION

Consciousness

Unconsciousness
SATISFACTION
Naturalization and
integration

RENOVATION
&DSDFLW\
development

Competence

Source: author’s own elaboration after Lucas 2001, Weisbord & Janoff 2007
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iii. &RQIXVLRQ SKDVH FRQVFLRXV LQFRPSHWHQFH  the actors are motivated to
undertake change once initial resistance is overcome. This may happen
EHFDXVHWKRVHDFWRUVZKRZHUHVDWLVÀHGFDQQRORQJHUVWD\LQWKDWSKDVHGXH
WRWKHSUHVVXUHRIDQXQVDWLVÀHGFULWLFDOPDVVGHPDQGLQJFKDQJH H[WULQVLF
motivation). Or else, a set of individuals feels the need for change due
to their personal situation (poverty, exclusion, etc.) and come together
claiming for change (intrinsic motivation). Nevertheless, it is not too clear
how to progress or what direction to take because the process of change
is so new, unknown, and uncertain. Different actors are not able to agree
RQ ZKDW WKH SDWK IRU FKDQJH LV 2U HOVH WKH\ PD\ ÀQG WKHPVHOYHV ODFNLQJ
the competence to undertake the desired change and need to develop new
capacities for change. This is a moment of major vulnerability for the actors,
JLYHQWKHFRQVHTXHQFHVRIÀQGLQJWKHPVHOYHVRXWRIWKHLULQGLYLGXDOSROLWLFDO
cognitive-‐emotional and relational comfort zones. This is the moment of
major cognitive dissonance between what is known and what is perceived
to be the need to be learned/known. The conscious recognition of the lack
of knowledge of what should be known creates anxiety. The same is true
ZKHQ UHFRJQL]LQJ WKH QHHG WR FKDQJH D VSHFLÀF SROLWLFDO SRVLWLRQ WKHUH
is knowledge of the need to move toward another position but it is still
QRW VXIÀFLHQWO\ FOHDU ZKDW WKLV QHZ SRVLWLRQ PLJKW EH 7KH V\VWHP LV YHU\
dispersed which makes for chaotic conditions. Here there is a need to help
DFWRUVÀQGDZD\IRUZDUGE\GHYHORSLQJIXWXUHVFHQDULRVRSHQLQJFRRSHUDWLYH
learning spaces, facilitating multi-‐stakeholder dialogue spaces, etc. At this
stage, social change process facilitators have a key role in managing anxiety
and allowing new and collaborative dynamics between different actors; so to
build up trusting relationships and a shared meaning of what has to be known
and done.
iv. 5HQRYDWLRQ SKDVH FRQVFLRXV FRPSHWHQFH  starting from the explicit and
conscious need to develop new alternatives, there is movement toward
a virtuous dynamic supported by a critical mass. The need for change is
individually and socially accepted; and this new context helps the development
of those conditions needed for the desired change to happen. There is the
start of a change process, transformation and renewal that achieves to
FRQVROLGDWHWKHIRXQGDWLRQVIRUFKDQJH7KHV\VWHPLVDEOHWRUHFRQÀJXUHWKH
dynamic of equilibrium and, gradually, there is progress toward a new order.
This order is based on an active equilibrium which means that no system
stays static but has a tendency to move in different directions, away from
a static equilibrium. There is chaos and order (the so called chaordic stage)
and actors need to manage this dynamic equilibrium by coming together and
agreeing on how the system moves.
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QUESTIONS TO CONSIDER WHEN REFLECTING ON AND DESIGNING OUR
THEORY OF CHANGE
 How can we communicate the need for change to those around us?
 :KDWDUHWKHSRLQWVRIUHVLVWDQFHWKDWZHÀQGLQRXUVHOYHVDQGRWKHUV"
 What are the causes of resistance to change?
 What strategies are we going to implement in order to move from a
state of confusion to one of renovation?
 How can we facilitate the creation of conditions to sustain the new
changes?

4.6. PARTICIPATION AND POWER IN THE CHANGE PROCESS
In every participatory process there is a direct relation between the exercise of
power, the knowledge base and the identity(ies) that condition the positioning
and interests of the actors involved. As we shall see, different actors can exercise
power in many different ways. Some dynamics of power can help to integrate in
a (more) horizontal and inclusive manner the different types of knowledge that
exist among the actors who participate in the process. In contrast, an oppressive
use of power by the powerful can restrict the possibility of recognizing and
acknowledging as valid and relevant certain identities and types of knowledge.
For example i) the non recognition and inclusion of indigenous knowledge in
decision-‐making processes dominated by Western-‐minded government bodies
or those with discriminatory proclivities, ii) not placing value on and not
incorporating women’s knowledge when it comes to policy making directed to
these social groups, and iii) the refusal by municipal authorities and technicians
WRFRQVLGHUFLWL]HQLQLWLDWLYHVDVDOWHUQDWLYHVWRRIÀFLDOSURSRVDOVFRQFHUQLQJWKH
disposition of public roads, social policies, or the construction of neighborhood
parks (urban planning), etc.
The level of democracy (thus, the level of inclusiveness of ongoing power dynamics
and structures) in the social space in which the processes of social change
take place condition and even determine the quality of interactions between
different bodies of knowledge and identities. Therefore, a more democratic
institutional setting will allow for a more horizontal relationship between actors
who hold different positions, identities and knowledge base. This is true for
many countries where non-‐indigenous identities govern the society, impeding
the recognition and inclusion of indigenous identities and their knowledge base.
This could be the same case for societies where GLBT6 population is rejected
by a heterosexual majority in power, which hinders a more open and inclusive
legislation, for instance.
ϲ
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Identity (ies)

Power

knowledge

Socially constructed
multi-‐stakeholder spaces

Source: author´s own elaboration

,QWKHGLDJUDPDERYHZHÀQGRYHUODSSLQJ VSDFHV ZKHUH LQWHUDFWLRQV DUH PRUH
ÁXLG DQG WKH ERXQGDULHV DUH EOXUUHG 7KHVH DUH WKH VSDFHV ZKHUH IDFLOLWDWRUV
of social change processes move. These are spaces that open the possibility for
new realities to emerge since actors interact in ways that do not necessarily
reproduce dysfunctional power dynamics or oppressive institutions. These are
dialogic and creative spaces where actors are free and able to think in different
and new ways.
Now, let us look more closely at the SRZHU variable. Hayward (cited in Hughes et
DO GHÀQHVSRZHUDV´WKHFDSDFLW\WRSDUWLFLSDWHHIIHFWLYHO\LQVKDSLQJ
WKHOLPLWVRIWKHSRVVLEOHµ7KLVGHÀQLWLRQVXPPDUL]HVTXLWHZHOOWKHPHDQLQJ
of power in relation to the processes of social change. The exercise of power
is also related to control of resources by different segments of society. Hence,
´WKHFRQWURORIWKHVHUHVRXUFHVEHFRPHVDVRXUFHRILQGLYLGXDODQGVRFLDOSRZHUµ
(VeneKlasen and Miller 2002). In any case, this societal aspect of power reveals
LWVUHODWLRQDOQDWXUHLQDVPXFKDV´SRZHULVG\QDPLFDQGUHODWLRQDOUDWKHUWKDQ
DEVROXWHµ 9HQH.ODVHQDQG0LOOHU 
According to VeneKlasen and Miller (ibid) and Eyben (2004), the traditional
VLJQLÀFDQFHRISRZHUKDVWRGRZLWKSRZHURYHUBut as the same authors point
out, power has several dimensions (SRZHU ZLWKLQ SRZHU WR and SRZHU ZLWK)
which are not necessarily negative. Chambers (2004) adds the dimension SRZHU
WRHPSRZHU: the possibility and capacity to use our own dimensions of power to
help empower others.
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TENSION AND CONFLICT
Power with
Power to
Power to empower
(FACILITATING
SOCIAL CHANGE)

Power over

Power
within

(MANIPULATING TO
MANTAIN THE STATUS QUO)

TENSION AND CONFLICT

Source: author’s own elaboration after VeneKlasen & Miller, 2002

$V 9HQH.ODVHQ DQG 0LOOHU LELG  H[SODLQ ´SRZHU RYHU LQYROYHV WDNLQJ LW IURP
VRPHRQHHOVHDQGWKHQXVLQJLWWRGRPLQDWHDQGSUHYHQWRWKHUVIURPJDLQLQJLWµ
7KHPRVWFROODERUDWLYHIRUPVRISRZHUDUHSRZHUZLWKZKLFKORRNVIRU´ÀQGLQJ
FRPPRQ JURXQG DPRQJ GLIIHUHQW LQWHUHVWV DQG EXLOGLQJ FROOHFWLYH VWUHQJWKµ
´3RZHUZLWKLQKDVWRGRZLWKDSHUVRQ·VVHQVHRIVHOIZRUWKDQGVHOINQRZOHGJHµ
The ability of a person to function in a societal context may be understood as
SRZHU WR ´WKH XQLTXH SRWHQWLDO RI HYHU\ SHUVRQ WR VKDSH KLV RU KHU OLIH DQG
ZRUOGµ
Hence, power has many faces, different dimensions, and it is exercised in many
ZD\V,WLVQRWVWDWLFDQGLWLVQRZ´RZQHGµE\DVROHDFWRUKHQFHLWVH[HUFLVH
by different individuals may vary depending on the context and their social and
political capabilities. At some point I may exercise power over my son by forcing
him to spend the weekend doing his homework, but at the same time I may be
affected by the way my father exercises power over me. And on the other hand,
I may come together with other neighbors and exercise power with them in order
to ask the municipality to build a new health center in my community. So, we
have to understand which of the dynamics of power we want to promote/use
in order to conceive, advance, and consolidate the change process to which we
want to contribute through the activities supported by our Theory of Change.
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QUESTIONS TO CONSIDER WHEN REFLECTING ON AND DESIGNING OUR
THEORY OF CHANGE

 What are the dynamics of power
that prevail in our context
(society, organization, family)?
 How can we help to create/
promote more empowering and
horizontal power dynamics?

 How can we ensure that decision-‐
making spaces recognize and
integrate the diversity of
identities and accumulated
knowledge that exists among the
different actors involved?
 How to prevent and/or manage
FRQÁLFWVGHULYLQJIURPSURFHVVHV
of exclusion?

5. METHODOLOGICAL STEPS TO DEVELOP A
THEORY OF CHANGE
In this section we will tackle the key methodological aspects needed to develop
a Theory of Change: the desired change, the actors involved, the underlying
assumptions, the pathway to change, the change indicators, and the learning,
monitoring and accountability mechanism. It is assumed that the theoretical
HOHPHQWVGHVFULEHGLQWKHSUHYLRXVVHFWLRQVKRXOGKHOSXVWREHWWHUFRQÀJXUHRXU
Theory of Change.

5.1.

THE DESIRED CHANGE

7KH HODERUDWLRQ RI D7KHRU\ RI &KDQJH EHJLQV QRW ZLWK WKH LGHQWLÀFDWLRQ RI D
problem to be resolved, but rather with the creative, appreciative, and positive
visualization of a situation that we wish to attain at a later time. We use this creative
visualization of the future as a horizon and motivation for our current action. That
LVWKHGHVLUHGFKDQJHUHSUHVHQWVDFRQÁXHQFHRIFRQGLWLRQVUHODWLRQVKLSVDQG
results that we wish to help occur in the years to come as a result of our action
in the context of the present and the future. Temporal, relational, structural,
geographic, social, cultural, economic, political, institutional dimensions are
taken into consideration. The emphasis on one dimension or another will depend
on the kind of change that is desired or needed. This is also conditioned by the
identity, positioning, mindsets, and interests of those that formulate such Theory
of Change.
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THE QUICHÉ CONNECTION: EMPOWERING WOMEN THROUGH ICTS
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´7KLV *XDWHPDODQ RUJDQL]DWLRQ ZRUNV RQ WKH
LVVXH RI QHZ WHFKQRORJLHV WKURXJK YDULRXV
FRPSRQHQWVWKDWLQFOXGHGHYHORSLQJVRIWZDUH
IRUWKH0D\DQSRSXODWLRQWUDLQLQJVDOHRIWKH
HTXLSPHQW DQG SURPRWLRQ RI WKH WHFKQRORJ\
DVDQHPSRZHULQJWRROIRUVRFLDOFKDQJH2XU
RUJDQL]DWLRQ XVHV WKH SRVVLELOLWLHV RIIHUHG E\
LQWHUQHWWRHPSRZHUPDQ\ZRPHQJUDVVURRWV
RUJDQL]DWLRQV 7KHVH ZRPHQ PDQDJH VRFLDO
QHWZRUNV DQG UHÁHFWLYH SURFHVVHV WKURXJK
WKH XVH RI LQWHUQHW $ORQJ ZLWK WKLV WKH
RUJDQL]DWLRQ GHYHORSV YLUWXDO FRXUVHV IRU
OHDUQLQJ 4XLFKp D 0D\DQ GLDOHFW  7KHVH
DOSKDEHWL]DWLRQSURJUDPVKHOSWRXSGDWHDQG
FRQVROLGDWH FXOWXUDO VSLULWXDO DQG VRFLDO
YDOXHVRIWKH0D\DQFXOWXUH3DUWRIRXUZRUN
LVDERXWWUDLQLQJZRPHQJURXSVLQWKHXVHRI
WKHVH WRROV VR WKH\ FDQ VFDOH XS LQ WKH ODERU
PDUNHW LQ WKH PLGVW RI D VRFLHW\ ZLWK VWURQJ
racist and sexist tendencies. All this effort is
PDNLQJ SRVVLEOH IRU PDQ\ 0D\DQ ZRPHQ WR
HQWHU ZRUNLQJ VSDFHV ZKLFK ZHUH KLVWRULFDOO\
YHWRHG WR WKHP ERWK DW ZRUNLQJ EXW DOVR DW
political and social level.

on the left of the image, the present moment
is represented, and, on the right, the near
IXWXUHWKDWWKH\ZDQWWRDWWDLQRYHUWHQ\HDUV

,FRQV DUH XVHG WR UHSUHVHQW WKH IROORZLQJ
FDWHJRULHV &RPPXQLFDWLRQ FHOO SKRQHV  ²
0DWHULDO S\UDPLG  ² 3URGXFWLYLW\ *XLSLO D
W\SLFDO HPEURLGHUHG RYHU EORXVH  ² 6RFLDO
-XVWLFH VFDOH  7KH LFRQV FRUUHVSRQG WR WKH
UHVXOWVZLWKSDUWLFXODUIRFXVRQWKHRQHKDQG
ZH UHSUHVHQW UHDOLW\ DV ZH OLYH LW WRGD\ DQG
WKHQDVZHZRXOGOLNHWRVHHLWXQIROGLQJ)RU
WKH0D\DQSHRSOHLWLVDFRPSDULVRQEHWZHHQ
KRZWKH\OLYHDQGKRZWKH\ZRXOGOLNHWROLYH
,Q LWV GHSLFWLRQ WZR PRPHQWV DUH SURSRVHG

The scale: UHSUHVHQWV VRFLDO LQMXVWLFH WKH
FXUUHQW JRYHUQPHQW WHQGV QRW WR UHFRJQL]H
WKH ULJKWV RI WKH FRXQWU\·V  LQGLJHQRXV
SHRSOHLQWKHIXWXUHZHZDQWWKHVFDOHVWREH
UHEDODQFHG LQ D IDLU ZD\ 7R DFKLHYH WKLV ZH
see that technology is not an end in itself. It
LVDPHDQVWRDFKLHYHWKHZRUOGWKDWZHZDQW
WKDWZHYLVXDOL]H:HWU\WRKHOSRXUPHPEHUV
WR PDNH WKLV FKDQJH 7KLV LV WKH RYHUULGLQJ
YLVLRQRIWKHSURMHFWDQGWKDWZKLFKLVFORVHO\
DOLJQHGZLWKWKHYLVLRQRIRXURUJDQL]DWLRQµ

The cell phone and the parabolic antenna
UHSUHVHQWRXUYLVLRQRIWHFKQRORJ\WKDWUDQJHV
from cell phones to all the other technological
GHYLFHVWKDWFRQWLQXHWRDSSHDU
%\XVLQJpyramidsRQERWKVLGHVZHDUHWU\LQJ
WRVKRZKRZFXUUHQWO\PHQDUHDERYHZRPHQ
RQWKHOHIWVLGH DQGWKHQLQWKHULJKWVLGH
KRZ ZH ZDQW WR VHH ZRPHQ DQG PHQ LQ WKH
IXWXUHRQWKHVDPHOHYHOLQWHUPVRIDFFHVVDQG
RSSRUWXQLWLHV
The Guipil is the Mayan garment par excellence
DQG UHSUHVHQWV SURGXFWLYLW\ :H GR QRW ZDQW
WR FUHDWH QHHGV ZH ZDQW WR PHHW WKHP :H
ZDQWWHFKQRORJ\WREHOLNHWKH0D\DQJDUPHQW
ZKLFK LV SDUW RI WKH FXOWXUH EXW ZKLFK LV
LQWHJUDWHG LQ D IDLU SURGXFWLRQ OLQH ZLWK D
IRFXVRQPDWHULDODQGOLQHDJHZLWKDIRFXVRQ
gender and generation.
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The vision must be plausible. It is
necessary to concentrate on changes in
and among individuals, organizations,
social structures, cultural patterns, and
institutions on which our organization
can really LQÁXHQFH QRW LGHDOL]HG
conditions that are impossible to
attain). That is, it must not only be
possible to affect future reality; there
PXVW DOVR EH D VXIÀFLHQW GHJUHH RI
SUREDELOLW\ WKDW FKDQJH FDQ KDSSHQ,
in order to justify the investment of
resources and energy necessary on our
part, to make it happen.
It must be G\QDPLF. It should be like a
VWLOOLQDÀOPRIDFRPSOH[DQGG\QDPLF
system in which people and their
institutions are working effectively
together and in interaction with outside
agents in order to resolve problems and
improve the well-‐being of the citizens
and the environment in which they live
together.

GUIDELINES FOR THE
DEVELOPMENT OF A RICH
PICTURE
1. 6KRZ WKH context LQ ZKLFK ZH DUH
evolving (temporal, geographic, so
FLDO FXOWXUDO HFRQRPLF SROLWLFDO
HWF 
2. Identify the issuesWKDWZHIDFH
3. Represent the actors involved
SXEOLFSULYDWHFLYLOVRFLHW\ their
relationships, values, attitudes,
abilities and behavior as they
ZRXOG H[LVW LQ WKH QHZ YLVXDOL]HG
IUDPHZRUN
4. Incorporate formal and non formal
institutions SXEOLF SROLFLHV OHJDO
IUDPHZRUN VWDQGDUGV FXVWRPV
FXOWXUDO SDWWHUQV YDOXHV EHOLHIV
FRQVHQVXDO QRUPV HWF  WKDW VXS
port the desired change.
5. $ YDULDEOH RI WKH 5LFK 3LFWXUH
HPHUJHV DV D UHVXOW RI visualizing
the present and, after analyzing
FXUUHQW UHDOLW\ projecting an
image of the future so that the Rich
3LFWXUH HPERGLHV DV PXFK D YLVLRQ
RIWKHSUHVHQWDVRIWKHIXWXUH
6. The desired change can be pro
MHFWHG  \HDUV LQWR WKH IXWXUH
depending on the decision taken by
WKRVHZKRDUHGHVLJQLQJWKH7KHRU\
of Change.

Desired Change, Rich Picture FAMIVIDA,
ToC workshop, Quito (Ecuador), 2007
Source: Theory of Change Workshop, Quito
(Ecuador), 2007
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Once the desired change is
LGHQWLÀHGLWLVQHFHVVDU\WRPRYHRQ
WRWKHGHÀQLWLRQRIZKLFKStrategic
Areas are going to be prioritized
to sustain this change; and, in the
end, which should be the focus of
our action. We will try to synthesize
3-‐4 strategic areas in order to avoid
excessive dispersion and in order
to focus our exercise on strategic
and fundamental elements rather
than on those that are peripheral,
VHFRQGDU\DQGVXSHUÀFLDO

Source: Theory of Change workshop, La Paz, Bo-‐
livia, 2010. Nurturing multi-‐stakeholder creative
processes as a way to enrich shared visions of
the future.

GUIDELINES FOR THE DEFINITION OF THE STRATEGIC AREAS
 Which are the main factors emerging from our conversation when
GHÀQLQJWKHGHVLUHGFKDQJH"
 $UHWKHUHVRPHHPHUJLQJFDWHJRULHVWKDWZHFDQLGHQWLI\"&DQZHÀQG
among all these factors some sort of convergence? Can we sort them out
DQGGHÀQHVRPHFDWHJRULHV"
 Among all these categories, which are those that can make the system
move towards our desired change more than other categories?
 Based on our organizational expertise, role, and capacity to which areas
can we contribute better?
 Identify these key categories (3-‐4) and rephrase them in such a way that
their strategic value is clear.
 Develop a strategic objective for each of those categories selected.
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5.2. WHO ARE THE AGENTS OF CHANGE?
2QFH WKH ÀHOG RI DFWLRQ KDV EHHQ
$OWKRXJKKXPDQVKDYHGHHSO\XQGHUVWRRG
framed, the next step is to identify
ZKDW LV LQ VHDV DQG ULYHUV DV ZDWHU MXVW
those actors who are involved in
ZKDW NLQG RI WKLQJ GUDJRQV ÀVK DQG
the process that we actively wish to
RWKHUEHLQJVXQGHUVWDQGDQGXVHDVZDWHU
LQÁXHQFH 7KHVH DUH SHRSOH ZKR LQ
ZH GR QRW \HW NQRZ 'R QRW IRROLVKO\
one way or another will be affected
DVVXPHWKDWDOONLQGVRIEHLQJVPXVWXVH
DVZDWHUZKDWZHXQGHUVWDQGDVZDWHU
by change or who already are part of
WKH UHDOLW\ WKDW ZH ZLVK WR LQÁXHQFH
'RJHQ=HQ3DWULDUFK 
The degree of social complexity, with
respect to the quality and effectiveness
of the interaction that exists between these people and their agendas, will
determine, in one way or another, how collaborative, inclusive and effective
the process of change will be in relation to the achievement of the desired
change. At the same time, it will help to understand the degree and quality
of interaction between the different stakeholder networks in which we must
operate.

n Unlike-‐minded
stakeholders

High complexity

1 Common

n Multilateral

agenda

agendas

/RZFRPSOH[LW\

1 Like-‐minded
stakeholder

^ŽƵƌĐĞ͗ĂƵƚŚŽƌ͛ƐŽǁŶĞůĂďŽƌĂƟŽŶ

7KH GLDJUDP DERYH VKRZV WKH OHYHOV RI FRPSOH[LW\ ZH PD\ ÀQG LQ DQ\ VRFLDO
change process. Those processes involving few like-‐minded stakeholders (same
interests, similar identities) are considered of low social complexity. On the
other hand, the existence of many not like-‐minded stakeholders (diverse and
many times confronted interests, positioning and identities) increases the level
RIVRFLDOFRPSOH[LW\RIRXUSURFHVV7KLVLVWKHVLWXDWLRQLQZKLFKZHÀQGRXUVHOYHV
in most of the cases.
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There are various lenses that we can use to identify and analyze the actors. To
do so, we will use different mapping techniques, depending on the purpose and
nature of the analysis:

Sectoral analysis7. This analysis is useful in those cases that require a focus on
constellations of stakeholders who represent, at scale, the whole of all the social
actors affected by the change process.
To do so, we depart from our holographic premise, in which we assume that
every individual contains in herself social representations and identities of the
whole society, its diversity, and complexity. The second premise, the microcosmic
one, tells us that by acting on a representative group of that particular society
(or social network) affected by the change process, we will be able to better
XQGHUVWDQG DQG DFW XSRQ WKH ZKROH RI WKH VRFLDO ÀHOG ZH ZDQW WR FKDQJH ,I
we accept these two premises as valid, then we can work with a selected and
representative group of stakeholders and be able to promote changes in their
wider collectivity.
1RUPDOO\ZHEHJLQZLWKWKHLGHQWLÀFDWLRQDQGDQDO\VLVRIWKHDFWRUVLQDWOHDVW
three sectors fundamental to every society: the public-‐government sector,
private-‐economic sector, and civil society sector. These three sectors may
be complemented by adding the political (party) sector or others (e.g. the
international cooperation sector) on which special emphasis is required.
The sectors overlap each other; these
overlap zones being occupied by those
´EULGJHµ DFWRUV ZKR DUH FDSDEOH
of creating spaces and dynamics
of positive or negative interaction
between one sector and another.
The quality of interaction will vary,
depending on the interest that these
actors have in the desired change. If
more in-‐depth analysis is needed, the
´OHYHOµ YDULDEOH FDQ EH LQFRUSRUDWHG
macro (national, federal, etc.); meso
(departmental, regional, state, etc.);
micro (municipal, local, community,
etc.)

&LYLO6RFLHW\
VRFLDODQGFXOWXUDOÀHOG

Government
(political and
LQVWLWXWLRQDOÀHOG

Private Sector
HFRQRPLFÀHOG

Source: After Kahane 2006
SECTOR

MACRO LEVEL

MESO LEVEL

MICRO LEVEL

PUBLIC-‐GOVERNMENTAL
PRIVATE-‐ECONOMIC
CIVIL SOCIETY-‐SOCIAL MOVEMENTS

POLITICAL COMMUNITY
DONOR COMMUNITY
Source: author’s own elaboration
ϳ
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,QÁXHQFHDQDO\VLV8. This map focuses
on the actors’ capacity, -‐ either today
RU LQ WKH IXWXUH  WR LQÁXHQFH WKH
process of change. This type of analysis
FDQ EH FRPELQHG ZLWK WKH ÀUVW E\
identifying the actors according to
sector, and then positioning them in the
TXDGUDQWVRIWKHLQÁXHQFHPDS7KHVH
different sectors may be visualized
very clearly by using different visual
FRGHV FRGLÀFDWLRQ LFRQV FDUGV ZLWK
different colors or shapes, etc.)

POSITIVE
INFLUENCE WITH
SIMILAR PURPOSE,
VALUES, AND
CULTURE

POSITIVE
INFLUENCE
WITH DIFERENT
PURPOSE, VALUES,
AND CULTURE

WEAK
INFLUENCE NOW
BUT POTENTIAL
FOR FUTURE
COLLABORATION

NEGATIVE
INFLUENCE: MUST
WE QUARANTINE OR
CAN WE PERSUADE

Source: Keystone 2008

Analysis of the articulation capacity9. In this case, the emphasis is on
the ability of the actors to articulate, network, mediate, collaborate and
FRPPXQLFDWH ZLWK RWKHU DFWRUV 6SHFLÀFDOO\ WKH DQDO\VLV FRQFHUQV WZR IRUPV
of articulation: vertical and horizontal. The ability to articulate vertically
refers to the degree of the actors´ ability and legitimacy to create bridges of
understanding, establish trust-‐based relationships, transmit messages between
two parties, propose multi-‐actor negotiation agendas, stimulate relational
processes, etc. This is done between two sets of actors. On the one hand,
actors who hold a greater role in high-‐level decision-‐making (elites, national
authorities, international organizations, etc.), and on the other hand those who
ÀQG WKHPVHOYHV DW WKH ERWWRP RI WKH SRZHU S\UDPLG JUDVVURRWV RUJDQL]DWLRQV
local leaders, neighbor associations, local NGOs, excluded indigenous populations,
GLBT population, etc.) and are affected by such decisions. They are able to
LQÁXHQFH WKH SURFHVV WKURXJK FROOHFWLYH DFWLRQ VRFLDO PRELOL]DWLRQ QDWLRQDO
campaigns, international platforms, local blockades, sabotage campaigns, etc.).
Horizontal communication focuses on the capacity of the actors to relate to other
sectors and leaders of the same rank but who may be located in other social
groups and sectors that are also involved in the process of change. These actors
PRYLQJ KRUL]RQWDOO\ DUH DEOH WR ´FURVV WKH OLQHµ WDON DQG GHDO ZLWK WKRVH ZLWK
ZKRPWKHUHLVDFRQÁLFWRILQWHUHVWV DQGFRPHEDFNZLWKRXWEHLQJGHQRXQFHGDV
FROODERUDWRUVRU´WUDLWRUVµE\WKHLUFRQVWLWXHQFLHV7KH\KDYHHQRXJKFUHGLELOLW\
and legitimacy both in their own organizations and among the actors on the other
side. This fact allows them to move freely between parties building up trusting
relationships and creating opportunities for cross-‐collaboration among not like-‐
minded stakeholders.
This mapping exercise initially positions and analyzes actors according to
their place on the pyramid: top (elites), middle (actors able to articulate top-‐
bottom and cross-‐sectorial levels), bottom (local organizations and diverse local
stakeholders). Then, a second phase analyzes relationships within and among the
different levels. This mapping tool can also be used in any organization or social
JURXSLQZKLFKZHÀQGGLIIHUHQWOHYHOVRISRZHUDQGGHFLVLRQPDNLQJ
ϴ
ϵ
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Costa Rica workshop,
June 2009. Presentation
of the Desired Change
and Map of Actors with
emphasis on Articulating
Capacity. Sustainable
Agriculture group.
HIGH VISIBILITY

TOP-‐DOWN

WORKING LEVELS

ELITE

MIDDLE TO BOTTOM AND UP

HORIZONTAL
CAPACITY

MIDDLE
Articulating  leaders

LOCAL COMMUNITIES AND
GROUPS

LOW
VISIBILITY

BOTTOM-‐UP

VERTICAL CAPACITY

John Paul Lederach, Public Conference, La Paz, 2008

Analysis of position based on interest. In this case, the aim is to identify the
position of the party in question, or ‘stakeholder’, on the basis of their interest
ZLWKUHJDUGVWRWKHGHVLUHGFKDQJH$FWRUVDUHLGHQWLÀHGDQGDQDO\]HGRQWKHEDVLV
RIWKUHHFDWHJRULHVPRYHUVÁRDWHUVDQGEORFNHUV

Movers are those social organizations, public entities, private corporations, key
individuals, political parties, donor agencies, etc. committed to contributing to
the desired change and they are to be found in the innermost circle. There is
JUHDWHUDIÀQLW\LQWKHLULQWHUHVWVDQGLWLVUHDVRQDEO\HDV\WRHVWDEOLVKFRQVWUXFWLYH
relationship areas and strategic alliances between them.

Blockers are those who are against the process, due to their own interests being
negatively affected. They may also block the process because they do not have the
necessary information to help them understand that it is possible to incorporate
their interests through negotiation/mediation processes. Similarly, they may be
blocking the process because of a question of inertia and historical lack of trust
or rivalry with the movers or the subject of change (for example, big landowners
blocking a redistributive agrarian reform process).
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Floaters are those who occupy a position somewhere in between these two: they
do not positively block the process, but neither do they actively support it. These
actors may also change position (become a blocker or mover), depending on i) what
LV PRVW EHQHÀFLDO WR WKHLU RZQ LQWHUHVWV
LL  KRZ PRYHUV RU EORFNHUV LQÁXHQFH DQG
BLOCKERS
communicate with them.
FLOATERS

Once all of the key actors have been
LGHQWLÀHG DQG FODVVLÀHG LQ WHUPV RI
sector10 and their positioning with regards
MOVERS
WRWKHGHVLUHGFKDQJHWKHÀUVWVWHSLVWR
carry out an analysis of interests. Then
identify groups/alliances that block or
PRYH WKH FKDQJH SURFHVV DQG ÀQDOO\
GHÀQHSRVVLEOHVWUDWHJLHVZLWKUHJDUGWRL 
like-‐minded collective action (movers and
VRPHÁRDWHUV DQGLL VWUDWHJLF OREE\RQ
QRWOLNHPLQGHGNH\DFWRUV VRPHÁRDWHUV
and blockers). The aim of this last process Source: author’s own elaboration based on his
is to study which strategies would help interaction with the Wageningen UR Centre for
WRZLQRYHUÁRDWHUVQHXWUDOL]HRUGLYLGH Development Innovation (http://www.cdi.wur.nl/UK/)
blockers, tand/or strengthen alliances
between movers.

5.3. THE ASSUMPTIONS THAT WE USE TO DEVELOP OUR THEORY OF CHANGE
One aspect that is a characteristic of
the Theory of Change is the emphasis
placed on intensifying and deepening the
UHÁHFWLRQ SURFHVV RI WKH NH\ DFWRUV DW
least of those designing and supporting
the desired change process. Not only is
it a matter of analyzing and identifying
WKHFRQGLWLRQVQHFHVVDU\IRUGHÀQLQJWKH
path to be pursued, but also of explaining
how we arrive at those conclusions and
the thought process by which we arrive
at certain arguments and reasoning. The
Theory of Change obliges us to constantly
and repeatedly review the assumptions
we use for interpreting reality so to
better qualify our argumentation.

Assumption
6RPHWKLQJWKDW\RXDFFHSWDVWUXH
ZLWKRXWTXHVWLRQRUSURRI
&DPEULGJH$GYDQFHG/HDUQHU·V'LFWLRQDU\

The act of taking for granted;
Something taken for granted or accepted
DVWUXHZLWKRXWSURRI
$VXSSRVLWLRQ
:HEVWHU·V1HZ:RUOG&ROOHJH'LFWLRQDU\

Let’s look at an example that usually creates great cognitive dissonance11 in the participants
of the Theory of Change workshops. Here is an assumption designed to provoke cognitive
,ĞƌĞĂŐĂŝŶǁĞĐĂŶƵƐĞĚŝīĞƌĞŶƚŝĐŽŶƐ͕ĐŽůŽƌƐ͕ƐŚĂƉĞƐƚŽĐĂƚĞŐŽƌŝǌĞƚŚĞƐƚĂŬĞŚŽůĚĞƌƐĚĞƉĞŶĚŝŶŐŽŶƚŚĞƐĞĐƚŽƌƚŚĞǇ
ďĞůŽŶŐƚŽ͘
11	
  	
   ŽŐŶŝƟǀĞ ĚŝƐƐŽŶĂŶĐĞ ŝƐ ĂŶ ƵŶĐŽŵĨŽƌƚĂďůĞ ĨĞĞůŝŶŐ ĐĂƵƐĞĚ ďǇ ŚŽůĚŝŶŐ ƚǁŽ ĐŽŶƚƌĂĚŝĐƚŽƌǇ ŝĚĞĂƐ ƐŝŵƵůƚĂŶĞŽƵƐůǇ͘ dŚĞ
ƚŚĞŽƌǇŽĨĐŽŐŶŝƟǀĞĚŝƐƐŽŶĂŶĐĞƉƌŽƉŽƐĞƐƚŚĂƚƉĞŽƉůĞŚĂǀĞĂŵŽƟǀĂƟŽŶĂůĚƌŝǀĞƚŽƌĞĚƵĐĞĚŝƐƐŽŶĂŶĐĞďǇĐŚĂŶŐŝŶŐƚŚĞŝƌ
ĂƫƚƵĚĞƐ͕ďĞůŝĞĨƐ͕ĂŶĚďĞŚĂǀŝŽƌƐ͕ŽƌďǇũƵƐƟĨǇŝŶŐŽƌƌĂƟŽŶĂůŝǌŝŶŐƚŚĞŵ͘ŝƐƐŽŶĂŶĐĞŽĐĐƵƌƐǁŚĞŶĂƉĞƌƐŽŶƉĞƌĐĞŝǀĞƐ
Ă ůŽŐŝĐĂů ŝŶĐŽŶƐŝƐƚĞŶĐǇ ŝŶ ƚŚĞŝƌ ďĞůŝĞĨƐ͕ ǁŚĞŶ ŽŶĞ ŝĚĞĂ ŝŵƉůŝĞƐ ƚŚĞ ŽƉƉŽƐŝƚĞ ŽĨ ĂŶŽƚŚĞƌ͘ dŚĞ ĚŝƐƐŽŶĂŶĐĞ ŵŝŐŚƚ ďĞ
ĞǆƉĞƌŝĞŶĐĞĚĂƐŐƵŝůƚ͕ĂŶŐĞƌ͕ĨƌƵƐƚƌĂƟŽŶ͕ŽƌĞǀĞŶĞŵďĂƌƌĂƐƐŵĞŶƚ͘;tŝŬŝƉĞĚŝĂ͕ĂĐĐĞƐƐĞĚϭϮ:ƵůǇϮϬϭϬ
ϭϬ	
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dissonance: A stakeholder holding an explicit political positioning cannot facilitate
DPXOWLVWDNHKROGHUSURFHVVLQZKLFKKHVKHLVRQHRIWKHPDQ\VWDNHKROGHUVKROGLQJ
D VSHFLÀF LQWHUHVW. In this case, some of the participants to the workshops do not
agree with this assumption. They believe that even though being clearly positioned as
regards the issue, these stakeholders enjoy enough credibility and legitimacy among
all the other stakeholders (even the not like-‐minded) to allow them to facilitate such
SURFHVVHV2QWKHRWKHUKDQGRWKHUSDUWLFLSDQWVÀQGLWHDV\WRIDFLOLWDWHSURFHVVHV
within their own sector (like-‐minded, common interests, willingness to network with
SHHUVVLPLODULGHQWLWLHVDQGLQWHUHVWVHWF EXWEHOLHYHLWLVTXLWHGLIÀFXOWDQGHYHQ
dangerous to do so when the processes brings together different and not like-‐minded
actors who politically take different sides and who will use this issue to bring down
RU DEDQGRQ WKH SURFHVV 7KHUHIRUH ZH VKRXOG QRW WDNH IRU JUDQWHG QRQ UHÁH[LYH
assumption) that just because we are accepted as facilitators in certain settings and
with certain actors, it will be the same in others. Our positioning and the perception
RWKHUDFWRUVKDYHDERXWLWQHHGWREHVFUXWLQL]HGSHULRGLFDOO\VRWRDYRLGQRQUHÁH[LYH
WKLQNLQJ7KLVFRJQLWLYHH[HUFLVHH[SODLQVDQGUHLQIRUFHVRXUUHÁHFWLRQSURFHVVRQWZR
levels.
([WHUQDOUHÁHFWLRQ UHÁHFWLYLW\ 7KHUHÁHFWLRQSURFHVVDVVRFLDWHGZLWKWKHH[WHUQDO
ZRUOG,WIRFXVHVRQLQGLYLGXDODQGRUJURXSUHÁHFWLRQRQZKDWLVKDSSHQLQJZLWKLQ
our social, historical, political, and economic context. Most of the preceding sections
GHDOZLWKWKLVW\SHRIUHÁHFWLRQ:HFRXOGVD\WKDWWKLVLVWKHFODVVLFDOWUDGLWLRQDO
UHÁHFWLYHSURFHVVZKLFKQRUPDOO\DFFRXQWVIRUSUDFWLFDOO\DOODQDO\VLVHODERUDWHGE\
organizations and groups involved in social change processes.
,QWHUQDOUHÁHFWLRQ UHÁH[LYLW\ 7KHUHÁHFWLRQSURFHVVDVVRFLDWHGZLWKWKHLQWHUQDO
world. An internal, individual and personal view, which helps us to better understand
how we think, why we think what we think, what effect our mental models have on
how we view the world, and consequently how we relate to it, how we relate to our
inner being, the construction and management of our identity(ies), the relationship
WKDWH[LVWVEHWZHHQRXUSDVWDQGWKHFRQÀJXUDWLRQRIRXUSHUVRQDOLW\DWWKHSUHVHQW
time, the construction of our mental and emotional habits, etc. Traditionally, this
W\SHRIUHÁHFWLRQKDVEHHQVHYHUHO\PDUJLQDOL]HGIURPWKLVW\SHRISURFHVVHV,WZDV
believed that the personal dimension would not affect social change processes. And
yet, this is precisely the most critical aspect in the whole change process. It is here
that we see the greatest inconsistencies between what we propose and what we do.
&RQVHTXHQWO\ZHKDYHWRLQVLVWRQWKHLQFOXVLRQRIWKLVGLPHQVLRQLQRXUUHÁHFWLRQ
process, both at individual level and in the interaction with our action-‐learning peers
RXUDFWLRQOHDUQLQJ´PLUURUVµ 
We need to work continuously on these two dimensions when we attempt to make
RXUZD\RIWKLQNLQJDQGDFWLQJPRUHÁH[LEOHWKLVLVDQHVVHQWLDOUHTXLUHPHQWZKHQLW
comes to facilitating or strategically contributing to social change processes. It is a
PDWWHURIPRYLQJIURPDULJLGWKRXJKWORJLFWRDQRWKHUWKDWLVPRUHÁH[LEOHDQGPRUH
adaptive to the complex times in which we live (Riso 2008).
7KURXJKRXWRXUGHÀQLWLRQRIWKH3DWKZD\RI&KDQJH VHHVHFWLRQEHORZ ZHVKDOOEH
paying special attention to the assumptions we use to shape and hence support our
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change logic. Certain check-‐points will be explicitly established for reviewing
and identifying assumptions, so as to continue to adapt our change logic and the
design of the pathway of change resulting from this logic.
QUESTIONS TO CONSIDER WHEN
REFLECTING ON AND DESIGNING OUR
THEORY OF CHANGE

 How does our identity(ies) and
past life experience affect the
FRQÀJXUDWLRQRIRXUDVVXPSWLRQV"

 What initial assumptions support
our Desired Change?

 What mechanisms do we have
for explaining and reviewing our
assumptions?

 With whom have we shared and
argued them?
 What are we not seeing that we
need to see?
 What assumptions should we
reconsider over time?

 What methods (individual and
peer-‐to-‐peer) are available to
us for intensifying our internal
UHÁHFWLRQSURFHVV"
 How do we react emotionally
when someone questions our
assumptions?

5.4. PROJECTING FUTURE REALITIES. THE PATHWAY OF CHANGE
7KH3DWKZD\RI&KDQJHLGHQWLÀHVWKHVWDJHVLQWKHSURFHVVDQGFRQGLWLRQVWKDW
KDYHWREHPHWLQRUGHUWREHDEOHWRSURFHHGZLWKVXIÀFLHQWFHUWDLQW\LQWKH
midst of the complexity in which the whole social change process is embedded.
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The achievement of results in each strategic area, and therefore the achievement
of the Desired Change, is dependent on the occurrence of a range of conditions.
Therefore, we start by identifying what conditions are ideally necessary for the
change to happen. Since a Theory of Change approach deals with complexity
(non linear thinking, uncertainty and social emergence) the achievement
of these conditions may or may not i) occur in the near future, ii) help us in
contributing to the desired change. We assume they do; and hence, we must check
periodically whether these conditions i) are being met, and ii) contribute to the
accomplishment of our desired change.
This is necessary because in complex
DSDWKZD\RIFKDQJHLV«
processes other conditions may emerge
DPDSWKDWLOOXVWUDWHVWKHUHODWLRQVKLS
as a result of our (inter)actions as well
EHWZHHQDFWLRQVDQGRXWFRPHVDQGDOVR
as the actions undertaken by others,
VKRZVKRZRXWFRPHVDUHUHODWHGWRHDFK
independently from our own actions
other over the lifespan of the initiative.
or desires. Therefore, we must avoid
WKHPDSWKDWH[SODLQVKRZORQJWHUP
falling into a linear thinking process in
RXWFRPHVDUHEURXJKWDERXWE\GHSLFWLQJ
which we assume reality will unfold as
the preconditions of change at each
envisioned by us and only by us. This is
task.
why it is so important to i) cross-‐check
our assumptions with not like-‐minded
7KH$VSHQ,QVWLWXWH
stakeholders, and ii) periodically
revisit the initial assumptions we used
to design our Theory of Change.
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5.4.1 A SEQUENCE FOR THE DEFINITION OF OUR PATHWAY OF CHANGE
:HZLOOQRZJRWKURXJKDGHWDLOHGSURFHVVIRUFRQÀJXULQJWKH3DWKZD\RI&KDQJH
Step 1 Review of Strategic Areas. After looking back at our Desired Change
(Rich Picture) we will review the Strategic Areas we prioritized.
i.
Are these the right Strategic Areas?
ii.
Do we need to review their objectives?
iii.
Does our mapping exercise consider all the major stakeholders
involved in these Strategic Areas?
iv.
Do these Strategic Areas relate to the major institutions
affecting our change process?
v.
What are the relations and interactions between the different
Strategic Areas?
vi.
What is missing in our analysis?
6WHS %UDLQVWRUPLQJ VHVVLRQ WR LGHQWLI\ WKH QHFHVVDU\ FRQGLWLRQV Once
we have a clear idea of the big picture regarding our desired Change
and related Strategic Areas, we need to touch ground and look at the
conditions necessary for our change process to happen, such as changes
in institutions, relations, behavior, organizational capacities, etc. At
this stage we need to pay close attention to the assumptions we use to
determine what a necessary condition is.
i.
What are the conditions necessary for these Strategic Areas to
develop further?
ii.
What are the conditions necessary in the short, medium, and
long term?
iii.
How do these conditions affect our process and its actors?
iv.
How do these conditions relate to the outcomes we want to
contribute to happen?
v.
How realistic is to believe we can achieve or promote those
conditions?
$IWHUÀQLVKLQJRXUEUDLQVWRUPLQJZHQHHGWRFULWLFDOO\DQDO\]HZKHWKHU
these conditions are already present or can be realized in the near future
WKHWLPHVSDQRI´RXUIXWXUHµZLOOGHSHQGRQZKDWZDVGHFLGHGZKHQ
GHÀQLQJRXU'HVLUHG&KDQJH ,IZHEHOLHYHWKHVHFRQGLWLRQVFDQQRWEH
met then we may want to consider changing the scope of our Desired
Change and Strategic Areas. This iterative process of going back and
forth helps us to really frame our exercise, verify the validity of our
assumptions, and make sure our desired change has a high probability of
accomplishment.
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6WHS*URXSLQJVDQGGHVLJQRIWKHSDWKZD\RIFKDQJHGroup together those
ideas which could constitute a single essential condition and frame
each of these groupings as a Process Result (Outcome). Some of these
groupings are closer in time but also in range (they are more plausible
and achievable than others). Some are easier to achieve when looking
at them from our present moment. Some are very complex and require
VRPHRWKHUFRQGLWLRQVWRKDSSHQLQWKHÀUVWSODFH6RPHDUHHDVLHUWR
envision and some others are a bit blurred. Some need the existence and
complicity of other conditions, and so they work simultaneously. Some are
almost self-‐reliant and others are strongly dependent and inter-‐related
to other conditions. This type of analysis is needed in order to better
understand the complex dynamics underlying our Theory of Change.
Due to the complexity of our processes, these conditions can occur in at least
WKUHHZD\V:
6HTXHQWLDO: A cannot occur until B has happened.
6LPXOWDQHRXV: C cannot occur without the joint action of A and B.
Emergent: M occurs because of the un-‐predictable or not well known interaction
of D, J, I and Q.
These conditions involve changes in: institutions, quality of the relations between
actors, presence and action of certain actors, social and/or technical abilities,
collective/organizational/individual behavior and attitudes, more conducive
environments (legal, operative, physical, knowledge, technology, etc.).
Every condition must be elaborated as a process result at Outcome level so that
we can link our actions and interventions to effects in the change context.
Once we have come to know these conditions better, we start developing the
3DWKZD\ RI &KDQJH )RU WKLV WKHUH DUH DW OHDVW WZR RSWLRQV 7KH ÀUVW RSWLRQ
looks at the Strategic Areas in detail and develops a Pathway of Change for each
Strategic Area. The second option lies in developing a more general Pathway of
Change based on a broader analysis of the Desired Change and Strategic Areas
altogether.
)RUWKHÀUVWFDVHRXWOLQHD3DWKZD\RI&KDQJHIRUHDFK6WUDWHJLF$UHDEHDULQJ
in mind the fact that conditions may evolve in sequential, simultaneous and
HPHUJHQW ZD\V (DFK 6WUDWHJLF $UHD ZLOO GHÀQH LQ WHUPV RI WLPH WKH NH\
conditions (stages) for achieving the Strategic Area objectives. Therefore, the
sequential and simultaneous linking of conditions will make up the Pathway of
&KDQJHIRUWKDWVSHFLÀF6WUDWHJLF$UHD:HVKDOOGRWKHVDPHIRUHDFK6WUDWHJLF
Area and identify possible systemic connections between conditions in various
Strategic Areas. In the second case, our Pathway of Change will encompass a
more general and holistic analysis identifying general conditions for the desired
change to happen.
28
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WARNING: There is a tendency to depict the Pathway of Change in a linear manner.
This is because of the way our minds have been molded by the educational and
social system. Nevertheless, we do not need to illustrate our Pathway of Change
LQDOLQHDUÁRZGLDJUDP7KHUHDUHPDQ\RWKHUZD\VRI´WHOOLQJWKHVWRU\µDQG
ZKLFK UHÁHFW PRUH HIIHFWLYHO\ WKH ULFKQHVV RI WKH FRQYHUVDWLRQV SHRSOH KDYH
when developing their Pathway of Change. At the end, the most important
achievement is not so much how well we illustrate our thought process but how
comprehensive and pedagogical is the story we tell about our Theory of Change.
%HORZ D GLDJUDP UHÁHFWLQJ D PRUH OLQHDU WKLQNLQJ LV VKRZQ DQG SLFWXUHV DUH
added so to have an idea of other ways which are more systemic and complex
when telling the story. Story telling is a wonderful and simple way of making
sense when describing the complexity in which our processes are embedded.
Once we have visualized our thought process and build a story around it, we can
easily capture and explain in a written document the complexity of our Theory
of Change.

Source: Theory of Change workshop, San José de
Costa Rica, 2009. Theory of Change on political
participation of Mayan women in Guatemala
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Source: Theory of Change workshop, San José
de Costa Rica, 2009. Theory of Change on
Agroecology in Nicaragua
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STRATEGIES
SHORT TERM

GBLT rights have been

Assumption
Decision makers
respond to a
combination of good
information and
public pressure

Strengthen GLBT groups and
organisations in Ecuador

GLBTs have entered the political
consciousness in Ecuador

effectively communicated

Inter-‐sectoral
alliances

Mass media and
alternative media

Internal alliances
among different GLBT
groups
Assumption
The different sectors
within the GLBT
movement are able to
set their differences
aside and work
together toward a
common objective

The GLBT movement in Ecuador has

MEDIANO PLAZO

been consolidated
General population is aware of
GLBT rights

Constitutional Rights and public
policies on GLBT human rights have
Human rights
organisations

EHHQGHÀQHG
Government
agencies

LONG TERM

NECESARY CONDITIONS FOR THE DESIRED CHANGE

Develop and implement a
FRPPXQLFDWLRQVWUDWHJ\RQ
GLBT rights in Ecuador

The stigma associated with and
discrimination against GLBT
populations in Ecuador has
lessened

International
watchdogs (UN, HRW,
AI, etc.),

Public policies on GLBT rights have
been implemented

Assumption
Citizens, when
properly informed,
are willing to
change their
mindsets and
behavior becoming
more sensitive
about the GLBT
agenda

Constitutional
Court
Reduction in cases of infringement of

DESIRED
CHANGE

the GLBT population´s human rights

,PSURYHWKHTXDOLW\RIOLIHRI*/%7VLQ
(FXDGRUE\

Source: Theory of Change workshop with counterparts from Hivos, Quito (Ecuador), 2007
(HIV/AIDS Group – Human Rights)
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Source: Theory of Change workshop, San José de Costa Rica, 2009. Theory of Change
on promoting HIV/AIDS rights in Belize

6WHS,GHQWLI\LQLWLDODVVXPSWLRQV VLPXOWDQHRXVO\DQGUHSHDWHGO\ Identify
the assumptions which underlie and support our change logic. We will
review the conditions for change formulated earlier, and then identify
the assumptions that support each of those conditions as being necessary
for achievement of the Desired Change.
Our assumptions must explain what the
connections are between the outcomes
ZHKDYHLGHQWLÀHGDVFRQGLWLRQVLQRXU
Pathway of Change. They also need
to justify why this particular set of
outcomes will contribute to the desired
change we look for.
In case our assumptions are not possible
to maintain or there is no evidence
whatsoever of them being realistic, we
must revisit our Theory of Change and
reconsider some of the results to be
achieved.
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<RXUDVVXPSWLRQVDUH\RXU
ZLQGRZRQWKHZRUOG6FUXE
WKHPRIIHYHU\RQFHLQDZKLOHRU
WKHOLJKWZRQ·WJHWLQ
Isaac Asimov
7KHFUHDWLYHLQGLYLGXDOKDVWKH
capacity to free himself from
WKHZHERIVRFLDOSUHVVXUHVLQ
ZKLFKWKHUHVWRIXVDUHFDXJKW
+HLVFDSDEOHRITXHVWLRQLQJWKH
DVVXPSWLRQVWKDWWKHUHVWRIXV
accept.
John W. Gardner
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5.5. HOW DO WE KNOW THAT THINGS ARE CHANGING?
INDICATORS OF CHANGE
As an initial comment, it should be noted that from a Theory of Change perspective,
indicators of change are not the same as the performance indicators that we
PD\ÀQGLQDWUDGLWLRQDO/RJLFDO)UDPHZRUN%\GHÀQLQJLQGLFDWRUVRIFKDQJHZH
are seeking to better understand how to read the context in order to see what
effects we can perceive in this context due to our action. These indicators allow
us to better understand how change is really happening (or not) and what our
contribution is to that change.
We develop indicators for each of the conditions in order to be able to understand
whether that condition is developing and what effect this has in the change context.
6RWKHLQGLFDWRUVRIFKDQJHUHODWHWRWKHREVHUYDWLRQRIWKHFRQGLWLRQVLGHQWLÀHG
in our Theory of Change, and should help us to understand to what degree and in
what manner these conditions are occurring in the environment. We may want to
prioritize some of those indicators for further follow up and monitoring.
We must be careful when designing the indicators, as they differ from other
indicators (such as Logframe indicators). We should ask ourselves: what do we need
to see in our context to understand to what extent our actions are contributing to
i) the desired change, ii) the achievement of our outcomes. We want to know the
effect of our actions in the change context, not just whether we implemented the
action for the sake of implementing the action.
The regular review of these indicators will help us to adjust our Theory of Change
at both the political/strategic level (action on the conditions for change) and at
the cognitive level (assumptions supporting our change logic).
QUESTIONS TO CONSIDER WHEN
REFLECTING ON AND DESIGNING
OUR THEORY OF CHANGE
 Who is taking part in our
monitoring process?
 Who determines what it is
that must be observed in
order to decide whether we
have achieved the expected
outcomes?
 Who recollects and analyses
the data emerging from our
monitoring?
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 What signs of change can the
observers see in the environment
that allows us to determine that
WKHFRQGLWLRQVLGHQWLÀHGDWWKH
outset are actually taking place?
 How will the observers collect
the evidence indicating the
change?
 With whom, how, and for what
purpose will the observers share
this evidence?
 How will this evidence allow us
to learn individually and as an
organization, and to be mutually
responsible for our actions?
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6. WHAT ARE THE LEARNING, MONITORING AND
ACCOUNTABILITY MECHANISMS?
7KH ÀQDO TXHVWLRQ IRU RXU SDUWLFXODU
methodological approach to Theory
of Change focuses on determining and
promoting the relationship that must
exist between learning, monitoring, and
accountability. This is a relationship that,
in practice, is not particularly clear, but
it is essential to explain it and give it due
attention. Let’s look at some theoretical
elements that will help us to better
understand the importance of learning in
processes of social change.

7KHZRUVWGHFHLWLVWREHOLHYH
WKDWZHGRQRWQHHGWRNQRZ
anything more.
Plato

The learning approach in the Theory of Change stems from two sources. One, the
adult learning cycle proposed by Kolb (1984) which highlights the importance our past
experience has when shaping our present learning process (experiential learning).
According to this approach, learning involves 4 stages: concrete experience
(experience gained through practice), UHÁHFWLYHREVHUYDWLRQ(analysis deriving from
the application of certain questions and analytical lenses to our concrete experience),
DEVWUDFW FRQFHSWXDOL]DWLRQ (summary of the theory and updating of assumptions
PDGHEDVHGRQRXUUHÁHFWLYHREVHUYDWLRQ DQGactive experimentation (our direct
DFWLRQLQWKHUHDOZRUOGEDVHGRQZKDWZHKDYHUHÁHFWHGRQDQGOHDUQWDVDUHVXOW
of our experience).
Concrete experience

5HÁHFWLYH

Active

observation

experimentation

Abstract conceptualisation
THE EXPERIENCE-‐BASED LEARNING CYCLE IN ADULTS
(or how to unfreeze our mental models and build-‐up new conceptual
IUDPHZRUNVHPHUJLQJIURPRXUSUDFWLFDOH[SHULHQFHDQGUHÁHFWLYH
interaction with the context)
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The second approach has to do with looking at the future as it emerges (Scharmer
2007). This is emerging learning responding to the question: :KDWGRZHQHHGWR
OHDUQIURPWKHHPHUJLQJIXWXUH" This question helps us to develop new capacities
in the present moment based on what we need to know how to do and see in the
future we are proposing (our Theory of Change).
In the case of multi-‐stakeholder
7KHUHDOEDWWOHLQWKHZRUOG
processes, this framework is enriched
today is not among civilizations
by elements of collaborative learning,
RUFXOWXUHVEXWDPRQJGLIIHUHQW
in which it is recognized that the
HYROXWLRQDU\IXWXUHVWKDWDUH
individual is a social being and
SRVVLEOHIRUXVDQGRXUVSHFLHV
therefore needs to interact with other
ULJKWQRZ
peers, groups, and society as a whole to
2WWR6FKDUPHU
consolidate his or her learning process12.
In other words, in order to expand and
accelerate her learning curve, the individual needs more contextualized, deeper,
and richer learning processes. This fact must be underlined, because when
WKHVH SURFHVVHV DUH LPPHUVHG LQ FRQÁLFWLYH RU SROLWLFDOO\ SRODUL]HG FRQWH[WV
VRFLDOOHDUQLQJEHFRPHVGLIÀFXOWWRDFKLHYHGXHWRWKHSUREOHPRIJHQHUDWLQJ
OHDUQLQJ LQWHUDFWLRQV EHWZHHQ VRPH RI WKH DFWRUV LQYROYHG LQ WKH FRQÁLFW ,Q
these circumstances, it is not easy to generate learning processes with other
actors holding different mindsets and interests. The problem often starts from
something as fundamental as the impossibility of bringing together certain
DFWRUVGXHWRDODFNRIFRQÀGHQFHEHWZHHQWKHP,QRWKHUFDVHVWKHDFWRUVDUH
simply not accustomed to learning with others holding a historically established
different mindset or position. Or else, the actors are basically not aware of
their need to learn or develop new skills for learning and change in complex
DQGPXOWLVWDNHKROGHUFRQWH[WV+HUHZHÀQGRXUVHOYHVIDFHGZLWKDSDUDGLJP
shift with regard to the generation of knowledge and its relationship with the
power dynamics that often govern this kind of processes. Political and social
actors are confronted with this, forcing them to understand and accept the need
to learn with someone with a different mindset, interest and position. They
need to develop new social skills, aimed at promoting collaborative learning
DQGDFWLRQDVDPHFKDQLVPRIFRQÁLFWPDQDJHPHQWDQGVRFLDOWUDQVIRUPDWLRQ,Q
SUDFWLFHHYLGHQFHVKRZVWKHUHDOGLIÀFXOW\DQGUHVLVWDQFHWKDWVRPHDFWRUVIDFH
when entering into this dynamic. This is one of the greatest challenges posed by
FROODERUDWLYHFRQÁLFWWUDQVIRUPDWLRQLQWKHVWFHQWXU\
Finally, we need to link these learning spaces and dynamics with the accountability
mechanisms and processes that every organization has (local and international
NGOs, grassroots organizations, social movements, civil associations, public
bodies, etc.).
ϭϮ /ŵƵƐƚƚŚĂŶŬZŽƐĂůŝŶĚǇďĞŶ;/^ͿĂŶĚĂƌůŽƐDŽƚĂ;tŽƌůĚĂĨĠŽŵŵƵŶŝƚǇͿĨŽƌŚĞůƉŝŶŐŵĞƚŽƐƚƵĚǇŝŶ
ĚĞƉƚŚƚŚĞĂƉƉƌŽĂĐŚŽĨƚŚĞƚŚƌĞĞĚŝŵĞŶƐŝŽŶƐŽĨůĞĂƌŶŝŶŐĨŽƌƐŽĐŝĂůĐŚĂŶŐĞ͗ŝŶĚŝǀŝĚƵĂů͕ŽƌŐĂŶŝǌĂƟŽŶĂů͕ĂŶĚ
ƐŽĐŝĞƚĂů͘
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This involves adjusting the design of progress reports on activities, integrate new
actors in the monitoring and evaluation processes, convening public hearings,
and taking into account the learning dynamics suggested. These must be more
participative, integrate various mindsets, interests and identities, recognize
GLYHUVLW\EHÁH[LEOHDQGVXVWDLQHGLQORFDOSUDFWLFH
In conclusion, the facilitation of multi-‐stakeholder learning spaces for social
change demands the integration of our learning (experiential and emergent) with
i) more transparent mechanisms for accountability, and ii) monitoring systems
which are more participatory and inclusive. These are monitoring systems which
are designed not only to satisfy the needs of any given organization/donor but
also to promote social (un)learning, involving a broad set of stakeholders who
are all engaged in the change process supported by our programs and projects.

QUESTIONS TO CONSIDER WHEN REFLECTING ON AND DESIGNING OUR
THEORY OF CHANGE
 :KRGHÀQHVDQGSDUWLFLSDWHVLQRXUDFFRXQWDELOLW\DQGPRQLWRULQJV\VWHP"
 How do we learn, as individuals and as a group, from our past and future?
 How can we, as social change organizations, facilitate spaces for broader
DQGPRUHUHÁH[LYHVRFLDOOHDUQLQJ"
 What are the mechanisms to be implemented in order to include a more
diverse set of actors in our learning, monitoring, and accountability
systems?
 What are the strategies we use to integrate our learning into our actions?
 What are the methods we need to use in order to communicate
our learning and monitoring to a broad and diverse constellation of
stakeholders?
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ANNEX I: A THEORY OF CHANGE WORKSHOP. THE METHODOLOGICAL ROUTE
This annex details the methodological pathway followed during a Theory of
Change workshop which took place in La Paz city (Bolivia) on November 8-‐11,
2010. The group was highly diverse with participants coming from Chile, Ecuador,
Colombia, Perú and Bolivia. It was comprised by 24 participants belonging to 12
different organizations (two participants for each organization) working across
different sectors: indigenous rights, human rights, HIV/AIDS, gender, sex workers,
GLBT rights movements. There were different disciplines present in the space:
social scientists, administrators, engineers, and non academic knowledge too. 17
were women and 7 men; in both cases there were homosexual and heterosexual
participants. Along with this, Hivos staff was present with delegations from
Ecuador, Bolivia and The Netherlands.
The workshop was conducted by a team of two facilitators: Iñigo Retolaza (lead
facilitator) and Paola Rozo (co-‐facilitator).
The objectives of the workshop were the following:
Process Performance Objectives
1. Participating organizations have furthered their organizational capacities
for strategic analysis and collaborative action.
2. Participating organizations invest in an organizational culture and have
SURFHVVHV LQ SODFH WKDW VXSSRUW WKHP WR UHÁHFW UHJXODUO\ DQG FULWLFDOO\
on their practice and context, to learn in a systematic way, and to be
accountable to and communicate effectively with their stakeholders.
Workshop Learning Objectives
Personal dimension learning objective
Participants will raise awareness about the role they play in complex social
change processes and develop capacities needed for observing at themselves
FULWLFDOO\ UHÁH[LYHSUDFWLFH
2UJDQL]DWLRQDOGLPHQVLRQOHDUQLQJREMHFWLYH
Participants will share and learn from each other´s organizational practices when
dealing with social change processes and explore innovative ways of learning,
monitoring and accounting for organizational results in these processes
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Societal dimension learning objective
Participants will gain analytical knowledge in understanding societal dynamics
related to change processes from a complexity perspective
The workshop was designed on the basis of a set of premises:
Experiential and collaborative learning. The foundation for the learning process
is based on the experience people bring to the space. Although facilitators will
use small presentations to introduce every methodological step, participants´
experiential knowledge is the main source of learning. Several mechanisms
and dynamics are used to mobilize participants´ knowledge base at individual,
organizational and societal level:
a. Learning peers. Participants will be asked to choose a partner with
ZKRPWKH\ZLOOVSHQGVRPHTXDOLW\WLPHHYHU\PRUQLQJUHÁHFWLQJRQWKH
workshop process and the effect it has on them. They will be invited to
choose someone different from themselves (different country, gender,
discipline, sector, etc.).
b. ,QGLYLGXDOUHÁHFWLRQ In the learning sessions happening every morning,
SDUWLFLSDQWVZLOOEHDVNHGWRUHÁHFWRQLQGLYLGXDOEDVLVDERXWWKHLURZQ
learning. This moment will be supported by the learning journal used to
enhance participants´ inner dialogue.
c. 6HFWRUZLVH JURXS ZRUN The heart of the workshop is founded on the
elaboration of a Theory of Change. Four sectoral groups will be installed,
each of them developing a Theory of Change based on a real case selected
among all the ones present in each of the groups. Every organization has
been asked in advance to prepare a case to be worked on during the
workshop.
d. Rotational monitoring. In several of the methodological steps groups will
mingle in different ways right in the middle of the group process so to
cross-‐check with members from other groups the content developed and
assumptions used when designing their respective Theories of Change.
This mirroring exercise is of much help for scrutinizing the undergoing
group work and enriching their own cases with fresh ideas coming from
other sectors, disciplines and life experiences.
e. Plenary. Participants will be given the chance to share their progress
in most of the methodological steps through collective plenaries. These
spaces are ideal for constructive criticism among participants and
FODULÀFDWLRQIURPIDFLOLWDWRUV
f. ,QWURVSHFWLYH DFWLRQWKLQNLQJ G\QDPLFV Deep breathing, synchronized
breathing, body movement, learning peers, and a personal learning journal
will be used to trigger and deepen self-‐awareness among participants.
g. Informal spaces. Lunch and other informal moments (dinner, city
touring, etc.) are of great use when sharing personal experiences among
participants.
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(QULFKLQJ WKH FRJQLWLYH ÀHOG Facilitators will introduce several new concepts
to help participants widen their knowledge base about the dynamics related
to complex social change processes. These brief presentations are interactive
and help to trigger small collective conversations about several issues related
to change processes and the use of a Theory of Change to explain that social
complexity. The visualization of new emerging realities requires some new
conceptual inputs so to avoid falling into the same conversational practice and
thought process.
,WHUDWLYH F\FOHV RI DFWLRQOHDUQLQJ The workshop methodology is designed in
VXFK D ZD\ WKDW SDUWLFLSDQWV DUH ´IRUFHGµ WR UHYLVH SUHYLRXV PHWKRGRORJLFDO
steps before starting a new one. This iterative process of going back and forth
is of much help for i) making assumptions explicit as the group moves along,
ii) framing and grounding the content and approach of each of the Theories of
Change developed in the groups.
5HVXOWVEDVHGJURXSZRUN A generous amount of time will be invested at early
stages of the workshop in building group dynamics and trust. This will have an
enormous effect later on when groups are put under pressure in the second part
of the workshop. Participants will move from a group dynamic to team work as
days pass by. During the second part of the workshop (day 3 and 4), every team
will work under a lot of pressure and react collectively by appointing several
commissions so to be able to deliver the results requested by facilitators.
&UHDWLYHYLVXDOL]DWLRQ7KHÀUVWGD\IDFLOLWDWRUVZLOOVWUHVVWKHLPSRUWDQFHRIXVLQJ
creative ways of expressing in a simple (not simplistic) manner the complexity
of social change processes such as the ones participants are currently involved
in. Facilitators will invite and motivate every group to use new and creative
ways of explaining their change logic. This is accomplished by using different
materials and ways of communicating the advances done by the groups in several
methodological steps (3D installations, storytelling, interactive and iterative
presentations, a wealth of different materials, etc.).
&DSWXULQJ WKH QDUUDWLYH Every group will be asked to commission one of the
members for writing down a document that will synthesize the change narrative
developed by the group. Reporters will be supported by facilitators with some
LQSXWV WDEOHRIFRQWHQWEDVHGRQD7KHRU\RI&KDQJHORJLF $ÀQDOGRFXPHQW
will be elaborated.
Having a good time. It is crucial to nurture and build a conducive environment
wherein adults feel safe and comfortable so to be themselves, question with
others their assumptions and ways of seeing and thinking, and be able to create
something new and coherent with people they did not know or work with before
the workshop. Facilitators´ attitudes and behaviors plus some serendipity and
complicity from group members help all participants to rapidly feel safe and
enter into a relaxed mood.
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An introductory group
conversation on social
change processes

FRAMING THE SPACE

MODULE
18.00-‐18.15
18.15-‐19.30

Welcome words by Corina Straatsma, Regional Representative. Introducing the facilitation team and
Hivos staff.

Looking at social change processes from a ToC perspective. A 20 min. video produced by Ecuadorian
JD\PRYHPHQWZLOOEHGLVSOD\HGIROORZHGE\DQLQWURGXFWRU\JURXSUHÁHFWLRQ

Each question will be given in a small paper to participants (peer-‐wise). Every couple will be asked to
analyze and look at the documentary through the lenses provided by the question given to them. After
10 minutes of peer-‐wise conversations, they will be asked to comment on what they saw depending on
the question given. The couples will respond based on the order of the questions as presented above.
In this way, participants will build a collective narrative of what they saw from a Theory of Change
perspective. The facilitator will make this process explicit so to help participants understand what the
workshop process is about in terms of the methodological steps to be followed.

Driving questions:
 :KDWVRFLDOFKDQJHSURFHVVLVEHLQJDGGUHVVHG"
 :KDWDUHWKHFKDUDFWHULVWLFVRIWKDWVRFLDOFKDQJHSURFHVV"
 :KDWDUHWKHVWUDWHJLFDUHDVEHLQJDGGUHVVHG"
 :KRZHUHWKHPDLQVWDNHKROGHUV"
 :KDWVRUWVRIDOOLDQFHVZHUHVRXJKWDPRQJWKHPDLQVWDNHKROGHUV XVXDOYVXQXVXDOH[SHFWHG
YVXQH[SHFWHGSODQQHGYVHPHUJHQW "
 :KDWZHUHWKHQHFHVVDU\FRQGLWLRQVIRUWKHFKDQJHWRKDSSHQ"
 :KDWDFWLRQVGLGWKHJD\PRYHPHQWWDNHIRUPDNLQJWKRVHFRQGLWLRQVFRPHWROLIH"
 +RZFRXOGWKH\WHOOFKDQJHVZHUHKDSSHQLQJ"

TIME

PROCESS

DAY 0. SUNDAY, NOVEMBER 7
Circle of chairs in main venue,
data display, laptop, list of
questions, CD on Ecuadorian
gay movement

LOGISTICS
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CONTENTS

STEP 1. DESIRED CHANGE
Creative visualization for
expressing the desired
change they want to
pursue/contribute to
happen in their social
change processes

FRAMING THE SPACE
Participants i) are aware
of workshop learning
objectives and approach,
and ii) know each other
and choose a learning
peer to deepen their
personal inquiry (learning
mirrors)

MODULE

11.00-‐12.00

Sector grouping and ToC case selection. Participants will group themselves sector-‐wise, share their
cases, discuss them, and choose one among them all so to develop a ToC on it during the workshop.
Four groups will be assembled.

13.00-‐14.30
14.30-‐16.00

16.00-‐16.20
16.20-‐17.00
17.00-‐18.15
18.15-‐18.30

Lunch

Formulating the desired change. Each organization will draw a rich picture in which they illustrate
the change they want to contribute to happen in the social change process selected by the group. The
picture will have two moments: current situation and the situation they want to see in 5 years time.

Coffee break

5HSRUWLQJWRSOHQDU\. A walking gallery plenary while visiting each of the four learning stations.
Methodological comments by facilitators, content-‐wise comments by all.

Writing session. Each group will be asked to write a narrative around the desired change and the
strategic areas prioritized.

&ORVLQJWKHGD\. Brief round to sense participants´ perceptions on the day.
Brief chat with a small committee of participants to have direct inputs.

12.00-‐13.00

10.45-‐ 11.00

Coffee break

Creative visualization. Brief introduction by the co-‐facilitator. The power of creative visualization
tools for expressing complex concepts and dynamic contexts. A three step dynamic to work and link
i) emotions to ii) ideas and iii) complex concepts using diverse and creative pictures displayed in the
screen.

10.30-‐10.45

Workshop objectives, agenda, and approach. Brief introduction by the facilitator to frame the space
DQGLQYLWHSHRSOHWREHFUHDWLYHRSHQFROODERUDWLYHUHÁH[LYHHWF

10.00-‐10.15

,QTXLU\PDS$VNSDUWLFLSDQWVWRUHÁHFWRQWKHNH\LQTXLU\TXHVWLRQWKH\ZDQWWRH[SORUHGXULQJWKH
workshop. This inquiry will be revisited and further explored in the learning session every morning
LQGLYLGXDOO\DQGZLWKWKHOHDUQLQJSHHU7KLVZLOODOORZSDUWLFLSDQWVWRUHÁHFWRQKRZIDUWKH\KDYH
gone in their inquiry and what new inquiries emerge from their learning experience during the
workshop itself. The inquiry map will help the facilitator to understand what brings people to the
VSDFHDQGZKDWFODULÀFDWLRQVDQGDGMXVWPHQWVPXVWEHGRQHDQGFRPPXQLFDWHGWRWKHSDUWLFLSDQWV
ZKDWWKHVSDFHLVPHDQWIRUDQGQRW &DUGVZLOOEHFROOHFWHGFDWHJRULHVLGHQWLÀHGDQGGLVSOD\HG
somewhere in the space for them to revisit and for the facilitator to use as refreshment at different
moments of the workshop.
10.15-‐10.30

9.45-‐10.00

,GHQWLW\PDS. Grouping people based on different criteria (gender, country, sector, discipline, age,
rural-‐urban, etc.). Brief commentary of multiple identities (individual and social), perspectives,
experiences, etc as an added value to complex understanding of reality.

Learning peers. Participants choose a peer for the individual learning process. Criteria: someone they
do not know and has different background/identity (different gender, country, sector, discipline, age,
etc). Previous dynamics will help them to map out who inhabits the space providing them with some
criteria to choose a learning partner based on the initial criteria given by the facilitator.

9.30-‐9.45

TIME

Knowing each other. Quick presentation dynamic for participants to know each other (name, country/
region of origin).

PROCESS

DAY 1. MONDAY, NOVEMBER 8

Laptops, notes taken by group
reporters

Four learning stations in two
different venues separate from main
venue (2 learning stations in each
venue): table with 8 chairs and wall
panels, pack of materials (cards with
different shapes, sizes and colors,
markers, glue, local materials,
ÁLSFKDUWVHWF KDQGRXWIRU6WHS
powerpoint presentation

Chairs set as in the cinema in front of
a screen in main venue, data display,
laptop, cards, markers

Circle of chairs in main venue, cards,
markers, masking tape, learning
journal, data display, laptop,
powerpoint presentation, hand-‐outs
RQUHÁHFWLYHSUDFWLFH VHOILQTXLU\
questions)

LOGISTICS

CONTENTS
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STEP 3. OUR
ASSUMPTIONS
Making explicit our
thought process when
working on social change
processes

STEP 2. THE
STAKEHOLDERS OF
SOCIAL CHANGE
Strategic mapping and
analysis of stakeholders
involved in the social
change process

LEARNING SYNTHESIS

16.20-‐16.35

Brief presentation on (un)learning and assumptions we use when working on social change processes.

&ORVLQJWKHGD\. Brief round to sense participants´ perceptions on the day.
Brief chat with a small committee of participants to have direct inputs.

Writing session on stakeholders and assumptions

18.30

18.00-‐18.30

16.35-‐18.00

16.00-‐16.20

Coffee break

Group work for making explicit main assumptions of our ToC (desired change, stakeholder engagement).
Prioritize 3-‐5 key assumptions. Each sector group will delegate one person to every other group so to
question them when developing main assumptions (helping the other groups observe themselves and their
group thought process, meta-‐observation). Then every observer will go back to their groups and enrich their
own group assumptions based on what they experienced and learnt when interacting with the other groups.

15.30-‐16.00

Assumption questionnaire for introducing the theme.

14.30-‐15.30

3OHQDU\UHSRUWLQJ PDUNHWURWDWLRQ DQGJURXSUHÁHFWLRQRQVWDNHKROGHUHQJDJHPHQW'HÀQLQJPDLQ
issues emerging for enhancing (cross-‐sectoral, multi-‐) stakeholder engagement.

11.30-‐13.00

10.45-‐11.30

10.00-‐10.45

9.00-‐10.00

13.00-‐14.30

TIME

Lunch

Driving questions:
  :KRDUHWKHPDLQVWDNHKROGHUVWREHFRQVLGHUHG VHFWRUVSRZHUG\QDPLFVOLNHPLQGHGDQGQRW
OLNHPLQGHGHWF "
  :KDWVWUDWHJLFDOOLDQFHVPXVWEHSURPRWHG OLNHDQGQRWOLNHPLQGHGVWDNHKROGHUVHWF "

Group work to develop one of the tools presented previously.

Introduction to stakeholder mapping tools by the facilitator. Different stakeholder mapping tools sheets
will be distributed to participants as a learning aid.

Power and participation. Brief introduction to power dynamics. Everybody will make a talking statue for
HDFKRIWKHGLIIHUHQWSRZHUG\QDPLFVH[SODLQHG*URXSUHÁHFWLRQ

Refreshing our memory with the graphic recording done by the co-‐facilitator (key elements of main steps
developed so far)

Learning peers and journal. /HDUQLQJSHHUVZLOOFRPHWRJHWKHUSUHFHGHGE\LQGLYLGXDOUHÁHFWLRQXVLQJWKH
learning journal. Invite peers to walk or enjoy the garden. They will focus on their inquiry question plus any
other insight they may have developed during the previous day.

PROCESS

6WDUWWKHPRUQLQJZLWKDEDUHIRRWZDONLQWKHYROOH\JURXQG VDQG $VNSDUWLFLSDQWVWRÀOOLQWKHVSDFHDQG
observe the dynamics when walking across the space. Link this to social spaces where different stakeholders
ÀOOWKHVSDFHDQGUHODWHWRHDFKRWKHULQGLIIHUHQWHPHUJHQWDQGXQFHUWDLQZD\V$VNSDUWLFLSDQWVWRZDONLQ
different speeds (speed 1, 2 and 3, forward and backward), make people stop and make still pictures of how
they are placed in the space (picture 1, picture 2). Keep on walking and play around with speeds, backward
and forward walking, going back to picture 1 and 2. Comment on the need for monitoring stakeholder
relationships and positioning in a given context (relating picture 1 and 2 to monitoring processes).

MODULE

DAY 2. TUESDAY, NOVEMBER 9

Laptops, notes taken by
group reporters

Circle of chairs in main
venue, data display,
laptop, screen, powerpoint
presentation, questionnaire,
hand-‐out for step 3, learning
stations and materials

Circle of chairs in main
venue, data display, laptop,
powerpoint presentation,
screen, hand-‐outs for step
2, learning stations and
materials

Volley playground, learning
journal, graphic wall with
workshop process (days and
steps)

LOGISTICS
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CONTENTS

STEP 4. PATHWAY OF
CHANGE
Identifying the
conditions for successful
social change action
based on results

LEARNING SYNTHESIS

MODULE

17.00-‐18.00

3OHQDU\UHSRUWLQJ PDUNHW DQGJURXSUHÁHFWLRQ

&ORVLQJWKHGD\. Brief round to sense participants´ perceptions on the day.
Brief chat with a small committee of participants to have direct inputs.

Questions and Answers session with Hivos staff.

18.30

18.00-‐18.30

14.30-‐17.00

Group work continued

Coffee Break included

13.00-‐14.30

10.30-‐13.00

10.00-‐10.30

9.00-‐10.00

TIME

Lunch

In the middle of the exercise, each group will delegate half of the group to another one (half
group 1 goes to half group 2, half group 2 to goes to group 1; same with the other two groups)
and share their advance in the pathway of change. Suggestions and commentaries for 15 min and
HYHU\ERG\JRHVEDFNWRWKHLUJURXSZRUNRQWKHIHHGEDFNDQGÀQLVKWKH3R&

Group workWRGHÀQHWKHPDLQVWUDWHJLFDUHDVDQGHODERUDWHWKHSDWKZD\RIFKDQJH*URXSVZLOO
GHÀQHWKRVHVWUDWHJLFDUHDVEDVHGRQWKHFDVHFKRVHQ7KHJURXSZLOOGHYHORSDVWUDWHJLFREMHFWLYH
for each of the areas (max 3 strategic areas). Develop the pathway of change in every sector group.

%ULHILQWURGXFWLRQWRNH\HOHPHQWVto be considered when working on social change. Explanation
RQKRZWRGHYHORSDSDWKZD\RIFKDQJH'\QDPLFFRQYHUVDWLRQDQGJURXSUHÁHFWLRQXVLQJIRXU
dimensions of change (individual, relational, cultural, and structural).

Learning peers and journal. /HDUQLQJSHHUVZLOOFRPHWRJHWKHUSUHFHGHGE\LQGLYLGXDOUHÁHFWLRQ
using the learning journal. Invite peers to walk or enjoy the garden. They will focus on their inquiry
question plus any other insight they may have developed during the previous day.

Chek-‐in session with all participants to monitor how people feel at this stage of the process. Open
question and answer session.

Refreshing our memory with the graphic recording done by the co-‐facilitator (explain key elements
of main steps of the methodological process for sense making)

PROCESS

DAY 3. WEDNESDAY, NOVEMBER 10

Circle of chairs in main
venue

Circle of chairs in main
venue, data display, laptop,
powerpoint presentation,
learning stations and
materials, hand-‐out for
step 4

People sitting on round
tables around the graphic
wall, learning journal

LOGISTICS

CONTENTS
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CLOSING THE
WORKSHOP

LEARNING SYNTHESIS

FOLLOW-‐UP PLAN
Designing an
organizational follow
up plan for further
socialization

STEP 6. RESULTS
ORIENTED
PARTICIPATORY
MONITORING SYSTEM
Developing a
participatory monitoring
system based on
learning and results
oriented practice

STEP 5. INDICATORS OF
CHANGE
'HÀQLQJPDLQ
indicators for helping
to understand to what
extent our desired
change is happening

MODULE

:KDWDFWLYLW\DUH\RXJRLQJWRXQGHUWDNH"
:KDWVXSSRUWGR\RXQHHG"
:KDW VXJJHVWLRQV GR \RX KDYH IRU IXUWKHU VXSSRUW RQ DSSO\LQJ WKH 7R& DSSURDFK LQ \RXU
RUJDQL]DWLRQ"

Final round with participants for sharing the experience.

Learning peers JDWKHUIRUÀQDOFKHFNRXW(DFKSDUWLFLSDQWZLOOEHDVNHGWRVKDUHDÀQDOVHVVLRQZLWK
WKHLUSHHUV(YHU\ERG\ZLOOÀOOLQDFDUGZKHUHKHRUVKHLVLQYLWHGWRZULWHVRPHWKLQJKHVKHZDQWV
to remind him/herself one month from now. Then, every peer will write another card for his/her
learning peer where he/she is asked to write something for his/her peer. Both cards are inserted in an
envelope, address written, sealed and handed over to facilitators. These envelops will be sent by Hivos
to everybody one month after the workshop is over.

Coffee break included

1.
2.
3.

18.00-‐18.30

17.30-‐18.00

Circle of chairs in main
venue

Cards and envelops,
markers

Learning journals,
cards, markers

16.30-‐17.30

Organizations gather separately and outline a follow up plan.

14.30-‐15.15

3OHQDU\UHSRUWLQJDQGJURXSUHÁHFWLRQ

Laptops, notes taken by
group reporters

13.00-‐14.30

Lunch

Circle of chairs in main
venue, data display,
laptop, powerpoint
presentations, learning
stations and materials,
hand-‐outs for step 5
and 6

LOGISTICS

Writing session on monitoring system. Reporters will work separately from groups asking members for
any feedback needed.

11.30-‐13.00

11.00-‐11.30

9.15-‐11.00

9.00-‐9.15

TIME

Group work to develop a participatory and result oriented accountability and monitoring system. Use
RIJUDSKLFYLVXDOL]DWLRQ ÁRZJUDPVGLDJUDPVHWF IRUFUHDWLYHWKLQNLQJDQGVLPSOLI\LQJFRPSOH[LW\RI
participatory monitoring systems.

Brief introductionWROHDUQLQJOLQNHGWRPRQLWRULQJDQGDFFRXQWDELOLW\*URXSUHÁHFWLRQ

Writing session on pathway of change and indicators of change. Reporters will work separately from
groups asking members for any feedback needed.

Group workIRUGHYHORSLQJLQGLFDWRUVRIFKDQJH$IWHUDÀUVWSHULRGIRUSUHOLPLQDU\GHÀQLWLRQRI
indicators (30 min approx.), one delegate from each group will rotate to other group to explain what
the indicators are (15 min aprox.), the group will listen and give feedback for improvement. Then,
every delegate will go back to its group, share, and collectively adjust and improve indicators (30 min
approx).

Brief introduction to indicators of change and its difference to other indicators (activity based, Log-‐
frame, etc). Quick group survey to make sure people understood the difference.

PROCESS

DAY 4. THURSDAY, NOVEMBER 11

ANNEX II: A STORY ABOUT ASSUMPTIONS AND LISTENING SKILLS 13
a. Read the following story (twice) to the group
b. Have participants respond to the statements about the story (limit the
response time to no more than 5 minutes)
c. Compare and discuss answers
d. Start an open conversation stressing the importance assumptions have when
making sense about what we listen and observe in our context
e. Give a short presentation on assumptions, (un)learning, mental models and
the ladder of inference

$ EXVLQHVV PDQ KDG MXVW WXUQHG RII WKH OLJKWV LQ WKH VWRUH ZKHQ D PDQ DSSHDUHG
DQGGHPDQGHGPRQH\7KHRZQHURSHQHGDFDVKUHJLVWHU7KHFRQWHQWVRIWKHFDVK
UHJLVWHUZHUHVFRRSHGXSDQGWKHPDQVSHGDZD\$PHPEHURIWKHSROLFHIRUFHZDV
QRWLÀHGSURPSWO\

STATEMENTS ABOUT THE STORY: TRUE (T), FALSE (F), INCONCLUSIVE (I)
1. A man appeared after the owner had turned off his store lights.
2. The man demanded money.
3. The man who opened the cash register was the owner.
4. The store owner scooped up the contents of the cash register, and ran away.
5. Someone opened a cash register.
6. After the man who demanded the money scooped up the contents of the cash
register, he ran away.
7. While the cash register contained money, the story does not say how much.
8. The story concerned a series of events in which only three persons are referred:
the owner of the store; a man who demanded money, and a member of the police
force.
9. The following events were included in the story: someone demanded money, a
cash register was opened, its contents were scooped out, and a man dashed out
of the store.
10. The robber was a man.
11. The robber demanded money of the owner.
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CONTENTS

Misunderstandings are often caused by how our biases, mental models and past
experiences affect what we see and hear.
CORRECT ANSWERS AND EXPLANATIONS FOR THE STORY
1. I A business man turns off the lights. We don’t know if this man is the owner.
2. T He did demand money.
3. I The owner opened the cash register but we don’t know if the owner was a
man.
4. I We don’t know who scooped up the contents of the cash register.
5 . T The owner, who is someone, opened a cash register.
6. I We don’t know if the person who scooped up the contents was a man. Also,
we don’t know if the person ran away or drove away. We just know that he or
she sped away.
7. I We do not know if there was money in the cash register. We just know that
there were contents -‐ could have been jewelry, important papers, anything.
8. I We don’t know if the business man and the owner are one or two people.
9. I We don’t know if the man dashed, walked, or rolled out of the store. We
only know that he sped away.
10. I We don’t know if it was a robbery or if the man who demanded money was
a robber.
11. I We don’t know if it was a robber.

CONTENTS
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ANNEX III. THE LOGIC PROCESS OF DEVELOPING A THEORY OF CHANGE
What is the sustainable and just change we wish to achieve
in our context?
DESIRED CHANGE

PATHWAY OF CHANGE

ELEMENTS OF THE CHANGE
 Who are the strategic actors that can contribute to the
desired change?
 What are the strategic areas that support the desired
change?

STRATEGIC CONDITIONS
(short/ medium/ long term)
 Which conditions are necessary to be in place in order
to achieve the desired change?
 What Strategic Results do we need to achieve to make
sure conditions are met?

STRATEGY
IMPLEMENTATION

INDICATORS

LEARNING,
MONITORING AND
ACOUNTABILITY
MECHANISMS

46

 How do we visualize these conditions with a focus on
the achievement of strategic results?
 Which conditions can evolve simultaneously and which
FDQKDSSHQRQO\LQDVSHFLÀFRUHPHUJHQWRUGHU"
 Which strategic actions (and with which individuals,
organizations and institutions) do we undertake as to
generate the sustainable and sustained conditions needed
to make progress on our Pathway of Change?
 Who determines what we need to see in order to know if
we have achieved the desired change(s)?
 How do we know that we have achieved our objectives?
 What visible (qualitative and quantitative) signs of change
enable us to know that the conditions planned for in the
beginning are actually in place?
 Which are the assumptions (initial and during the
process) on which our Change Logic is based?
 With whom have we shared and discussed them?
 Which stakeholders have participated in the design of our
Theory of Change?
 How are we going to collect the evidence that indicates
the change(s)?
 With whom and how are we going to share this evidence?
 How does this evidence enable us to learn individually
and organizationally and to be mutually accountable for
our actions?

CONTENTS

ANNEX IV. A THEORY OF CHANGE OUTLINE
The following annex proposes a basic content for the outline of a Theory of
Change. Each of the sections is accompanied by a group of guiding questions
designed to stimulate a better and deeper analysis.
Name of the initiative
1.-‐ Desired Change
What is the purpose of the change we want to (contribute to) happen?
What are the issues we want to (contribute to) change?
Who are the main stakeholders involved in the change process?
What time span are we visualizing?
At what level are we visualizing those changes (events, patterns, structures)?
&RQWH[W$QDO\VLV
What is the story that would explain the change we want to promote in our
context?
Where is this change process happening?
What is the historical background to the process?
What are the political, social and economic conditions affecting or being affected
by the change process?
:KDWDUHWKHFRQÁLFWDUHDVDQGZKDWDUHWKHFDXVHV"
What sort of relationships are taking place between the stakeholders involved
and what are the relational patterns?
What societal structures (formal and non formal institutions) must we consider
in our analysis, and how do they affect the process?
What other initiatives are underway and could push for or hinder the change
process?

CONTENTS
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3.-‐ Initial assumptions
What are the underlying assumptions of our Theory of Change?
+RZGRZHPDNHVXUHWKRVHDVVXPSWLRQVDUHYDOLGDQGDFFXUDWHZKHQGHÀQLQJ
them?
What is it that we are not seeing and needs to be considered?
NOTE. It is compulsory to re-‐visit this section as we move along in the design
process. Since the design process is an iterative one, there is a need for constant
updating and adjustment. This applies both to the assumptions as well as to the
conditions sustaining our Pathway of Change.
7KH3DWKZD\RI&KDQJH
Which are the Strategic Areas on which we will focus our action?
Which are the Strategic Objectives for each of the areas?
Why these areas and not others?
What are the conditions to be met in each of the Strategic Areas so to achieve
the desired change?
:KDW FRQGLWLRQV FDQ KDSSHQ VLPXOWDQHRXVO\ DQG ZKLFK RQHV RQO\ LQ D VSHFLÀF
order?
What conditions need to happen at short, medium and long term?
What are relationships existing between the visualized conditions and the
different dimensions of change (personal, relational, cultural, structural)?
How do these conditions affect or are being affected by the existing dynamics?
How probable is it to achieve the realization of those conditions?
What are the adjustments to be made to the formulation of the conditions we
KDYHGHÀQHGVRIDU"

48

CONTENTS

5.-‐ Strategies for process facilitation
What factors oppose or support our Pathway of Change?
What are the strategic alliances to be established with other stakeholders?
What new stakeholders need to be included in the process?
What are the social, political and strategic communication capacities to be
developed by stakeholders so to accomplish a more inclusive and dialogic process?
What sort of power dynamics do we need to promote in the change ecosystem?
+RZFDQWKHFKDQJHSURFHVVEHQHÀWIURPERWKIRUPDODQGQRQIRUPDOLQVWLWXWLRQV"
Which of those institutions we consider can hinder the process?
What spaces and mechanisms for participation, accountability, learning and
decision making are in place?
What are the other spaces that need to be put in place so to achieve greater
inclusion and participation of key stakeholders?
6.-‐ Change Indicators
How do we know that the required conditions are evolving, becoming reality?
What are the evidences we see in the context that allow us to know whether we
are contributing to the desired change?
Who decides what indicators have to be monitored and measured?
Who collects, selects and analyzes the indicators?
What use do we give to the selected indicators?

CONTENTS
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0RQLWRULQJDFFRXQWDELOLW\DQGOHDUQLQJV\VWHPV
Who takes part in the design and implementation of the monitoring system? What
are the implications regarding the political process of knowledge generation and
decision making?
How do we integrate the lessons learnt in relation to our future actions?
Who participates in the monitoring process?
What spaces and places are used for the monitoring process?
7RZKRPGRZHDFFRXQWWRIRURXUDFWLRQV":KRPGRZHQHHGWRSXWLQWKHÀUVW
place, and why?
What are the mechanisms and methods we use for the accountability process?
How do we integrate the lessons learnt deriving from the accountability process
in relation to our future actions?
What sort of monitoring and accountability systems do we need to put in place
in order to achieve a deeper and more contextualized social learning process?
What are the implications for our organization when applying these sorts of
complex and participatory monitoring systems?
What implications does it have at a personal level?
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ANNEX V. METHODOLOGICAL HAND-‐OUTS
SHEET

1

The Desired Change (Developing the Rich Picture)
STEPS TO FOLLOW
1. Show the elements in the context in which we operate (background sce-‐
nario) that are directly related to our particular case (temporal, geo-‐
graphic, social, cultural, economic, political, etc. dimensions).
2. Identify the NH\LVVXHVwe face in our process of change.
3. Represent the actors involved (public, private, civil society, internation-‐
al community, etc.), their relationships, values, attitudes, abilities and
behavior as they exist in the framework we are visualizing.
4. Incorporate the formal and non-‐formal institutions (policies, legal
frameworks, standards, customs, cultural patterns, values, beliefs, con-‐
sensual norms, etc.) that support the desired change.
5. The desired change can be projected 5-‐10 years into the future, de-‐
pending on the decision taken by those who are designing the Theory of
Change.
The Rich Picture emerges as a result of visualizing the present and,
after analyzing current reality, projecting an image of the future that
shows the desired changes. Thus, the Rich Picture is comprised of two
SDUWVDUHÁHFWLRQRIWKHSUHVHQWDQGDYLVXDOL]DWLRQRIWKHIXWXUHDIWHU
the desired change has happened.
Once the Rich Picture has been developed with its snapshots of the
present and the future, we need to prioritize the Strategic Areas our
organization is going to work on with the aim of contributing to the
Desired Change. Here are some guidelines for this:
1. Consider the organization’s experience and the capacities it has in
place, and focus the work on the comparative advantages our organiza-‐
tion has.
2. 7DNHLQWRDFFRXQWRXUDIÀQLWLHVDQGDELOLW\WRGHYHORSVWUDWHJLFDOOLDQFHV
with other organizations and institutions.
3. Focus on what it is possible and necessary to work on in the time
available.

CONTENTS
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QUESTIONS TO REFLECT ON
What is the purpose of the change we want to (contribute to) make
happen?
What are the political, social, historical and economic conditions that
affect or are affected by the change process?
Which societal structures (formal and non-‐formal institutions and their
standards, legal frameworks, cultural practices, etc.) must we consider
in our analysis, and how do they affect the process?
What are the issues we want to help to change?
Who are the stakeholders involved in the change process and how do
they relate to each other?
What time span are we visualizing?
What is the story we can tell to explain the change we want to
promote?
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SHEET

2

The Agents of Change
STEPS TO FOLLOW
Choose one of the mapping options presented by the facilitator and
carry out the exercise by following the steps described here:
1. List the stakeholders in line with the key criteria in the selected method
LQÁXHQFHVHFWRUVSRVLWLRQLQJOLQNDJHVHWF 7KLVVKRXOGEHDQLQL-‐
WLDOGHVFULSWLYHLGHQWLÀFDWLRQZLWKRXWJRLQJLQWRDGHWDLOHGDQDO\VLVIRU
the time being.
2. Prioritize those stakeholders we consider to be the most strategic and
critical in relation to our Desired Change.
3. Analyze the prioritized stakeholders in detail, depending on where we
have located them in the mapping exercise. Look at the situation now
and the situation we would like to see in the future, based on our De-‐
sired Change.
4. Identify possible alliances and/or strategies for building relationships
with the strategic actors who will help us to move toward our Desired
Change.

QUESTIONS TO REFLECT ON
Who are the key stakeholders that affect or are affected by the change
process?
What are the interests and positions of these stakeholders in relation to
the process?
What types of relationships are currently taking place between the
stakeholders involved and what relationship patterns exist?
What changes need to take place in these relationships to be able to
generate synergies and shared interests in our change process?
:KDWDUHWKHKLVWRULFDODUHDVRIFRQÁLFWDQGWKHFDXVHVRIFRQÁLFW"
What are the assumptions underlying our analysis of the stakeholders,
their relationships and strategic alliances
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The Agents of Change

6HFWRUDO$QDO\VLV

STEPS TO FOLLOW
This analysis is useful in those cases that require a focus on constellations
of stakeholders who represent – from a sectoral point of view – the set
of all the social actors affected by the change process.
The analysis usually starts by identifying and analyzing the actors
in at least three sectors fundamental to every society: the public/
government sector, the private/business sector, and the civil society/
community sector. To complement these three sectors, we may also
wish to add the political-‐party sector or others (eg. the international
cooperation sector) on which we want to place particular emphasis.

&LYLO6RFLHW\
VRFLDODQGFXOWXUDOÀHOG

Government
(political and
LQVWLWXWLRQDOÀHOG

Private Sector
HFRQRPLFÀHOG

7KHRYHUODSSLQJDUHDVDUHRFFXSLHGE\´EULGJHµDFWRUVZKRDUHFDSDEOH
of creating spaces and dynamics of positive or negative interaction
between one sector and another. The quality of the interaction will
vary depending on the interest these actors have in the desired change
and the actors’ dialogue and negotiation capacity. We can distinguish
EHWZHHQWKHW\SHRIDFWRUDQGLWVLQÁXHQFHRQWKHSURFHVV SRVLWLYHRU
negative interaction) by using cards of different colors, sizes, etc.
If it is felt that the analysis needs to be more complex or detailed, the
´OHYHOµ YDULDEOH FDQ EH LQFRUSRUDWHG PDFUR OHYHO QDWLRQDO IHGHUDO
etc.); meso level (departmental, regional, state, etc.); micro level
(municipal, local, community, etc.).
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SECTOR

MACRO LEVEL

MESO LEVEL

MICRO LEVEL

PUBLIC/GOVERNMENT
PRIVATE/BUSINESS
CIVIL SOCIETY/COMMUNITY
POLITICAL-‐PARTY
INTERNATIONAL COMMUNITY
Etc...

CARRY OUT THE EXERCISE BY FOLLOWING THESE STEPS:
1. List all the key stakeholders that need to be taken into account,
according to which sector they belong to (using different colored cards
IRU HDFK VHFWRU  7KLV VKRXOG EH DQ LQLWLDO GHVFULSWLYH LGHQWLÀFDWLRQ
without going into a detailed analysis for the time being.
2. Prioritize those stakeholders considered the most strategic and critical
in relation to our Desired Change.
3. Analyze the priority stakeholders in detail, depending on where we lo-‐
cate them in our mapping exercise: inside the circles or in the overlap
DUHDVSRVVLEOHDOOLDQFHVFRQÁLFWLQWKHUHODWLRQVEHWZHHQWKHPHWF
4. Identify potential alliances and/or strategies for building relationships
with those strategic actors who will help us to work toward our Desired
Change.

QUESTIONS TO REFLECT ON
Who are the key stakeholders that affect or are affected by the change
process?
What are the interests and positions of these stakeholders in relation
to the process?
What types of relationships are there between the stakeholders involved
and what relationship patterns exist?
What changes need to take place in these relationships to be able to
generate synergies and shared interests in our change process?
What inter-‐sectoral alliances do we need to promote?
What intra-‐sectoral alliances do we need to promote?
What are the assumptions underlying our analysis of the stakeholders,
their relationships and strategic alliances?
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$QDO\VLVRIWKHLUOLQNLQJFDSDFLW\

STEPS TO FOLLOW
In this case, the emphasis is on the actors’ ability to make links with
RWKHUDFWRUV6SHFLÀFDOO\WKHDQDO\VLVORRNVDWWKHDELOLW\WRPDNHOLQNV
in two directions: vertical and horizontal.
The ability to link vertically refers to the extent of the actors’ ability and
legitimacy to create bridges of understanding, establish relationships
of trust, transmit messages between parties, and propose multi-‐actor
negotiation agendas between actors located on different levels. In
general terms, those who are able to make links trigger relationships
and processes of collective action between actors who hold greater
decision-‐making power at a higher level (elites, national authorities,
international organizations, etc.) and those who, although they are
distanced from the spheres of hegemonic power, are directly affected by
WKHGHFLVLRQVWDNHQWKHUHDQGFDQLQWXUQLQÁXHQFHWKHSURFHVVWKURXJK
collective action (grassroots communities, local producer associations,
etc.).
Horizontal linking focuses on the actors’ ability to relate to other sectors
and leaders of the same rank but who may be located in other social
groups or sectors that are also involved in the process of change.
HIGH VISIBILITY

TOP-‐DOWN

WORKING LEVELS

ELITE

MIDDLE TO BOTTOM AND UP

HORIZONTAL
CAPACITY

MIDDLE
Articulating  leaders

LOCAL COMMUNITIES AND
GROUPS

LOW
VISIBILITY

BOTTOM-‐UP

VERTICAL CAPACITY

John Paul Lederach, Public Conference, La Paz, 2008

56

CONTENTS

CARRY OUT THE EXERCISE BY FOLLOWING THESE STEPS:
1. List all the key stakeholders that need to be taken into account. This
VKRXOGEHDQLQLWLDOGHVFULSWLYHLGHQWLÀFDWLRQZLWKRXWJRLQJLQWRD
detailed analysis for the time being.
2. Prioritize those stakeholders considered the most strategic and critical
in relation to our Desired Change.
3. Locate the actors at the two extremes: the top (elites) and the bot-‐
tom (grassroots organizations, groups affected by but with no partici-‐
pation in decision-‐making, etc.).
4. Next, identify the actors in the middle who are able to link upward to
those above them and downward to those below them.
5. After that, locate those actors in the middle who are able to link hori-‐
zontally with other sectors/actors who also belong to the middle lev-‐
el. You can use different icons or colors to differentiate between those
who are able to make i) vertical links, ii) horizontal links, iii) both at
the same time.
6. Prioritize those stakeholders considered the most strategic and critical
in relation to our Desired Change.
7. Analyze the priority stakeholders in detail, depending on where we
locate them in our mapping exercise.
8. Identify potential alliances and/or strategies for building relationships
with those strategic actors who will help us to work toward our De-‐
sired Change.
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QUESTIONS TO REFLECT ON
Who are the key stakeholders that affect or are affected by the change
process (elites, grassroots organizations without decision-‐making power,
etc.)?
What are the interests and positions of these stakeholders in relation
to the process?
What types of relationships are there between the stakeholders involved
and what relationship patterns exist?
What changes need to take place in these relationships to be able to
generate synergies and shared interests in our change process?
:KDWDUHWKHKLVWRULFDODUHDVRIFRQÁLFWEHWZHHQWKHPDQGZKDWDUH
WKHFDXVHVRIFRQÁLFW"
Which are the actors with the ability to link vertically?
Which are the actors with the ability to link horizontally?
Which are the actors with the ability to make links in both directions?
What strategies should we develop to strengthen the links between
actors?
What are the assumptions underlying our analysis of the stakeholders,
their relationships and strategic alliances?
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The Agents of Change

$QDO\VLVRIWKHLULQWHUHVWEDVHGSRVLWLRQ

STEPS TO FOLLOW
In this case, the aim is to identify the position of the stakeholder
on the basis of its interest with regard to the desired change. Actors
DUHLGHQWLÀHGDQGDQDO\]HG RQWKH EDVLVRIWKUHH FDWHJRULHV PRYHUV
ÁRDWHUVDQGEORFNHUV
Movers are those actors who are committed to contributing to the
desired change. They are located in the inner circle. There is greater
DIÀQLW\LQWKHLULQWHUHVWVDQGLWLVUHDVRQDEO\HDV\WRHVWDEOLVKVSDFHVIRU
relationships and strategic alliances between them.
Blockers are those who are against the process because their own
interests are negatively affected. They may also block the process
because they do not have the necessary information to help them
understand that it is possible to incorporate their interests through
negotiation/mediation processes. Similarly, they may be blocking the
process for reasons of inertia or because of a historical rivalry with
the movers or the subject of a change (for example, large landowners
blocking an agrarian reform process taken forward by a government
supported by less advantaged sectors).
Floaters are those actors who occupy a position somewhere in the
middle: they do not actively block the process but neither are they
committed to supporting it. These actors may also change their position
EHFRPLQJDEORFNHURUPRYHU GHSHQGLQJRQZKDWLVPRVWEHQHÀFLDOWR
their own interests.

BLOCKERS
FLOATERS

MOVERS
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CARRY OUT THE EXERCISE BY FOLLOWING THESE STEPS:
1. List all the key stakeholders that need to be taken into account. This
VKRXOGEHDQLQLWLDOGHVFULSWLYHLGHQWLÀFDWLRQZLWKRXWJRLQJLQWRD
detailed analysis for the time being.
2. Prioritize those stakeholders considered the most strategic and critical
in relation to our Desired Change.
3. /RFDWHDOOWKHVWDNHKROGHUVFODVVLÀHGDVMovers in the inner circle. As
you locate them in the mapping exercise, analyze the stakeholders’
interests in detail.
4. /RFDWHDOOWKHVWDNHKROGHUVFODVVLÀHGDVBlockers in the outer circle.
As you locate them in the mapping exercise, analyze the stakeholders’
interests in detail.
5. /RFDWHDOOWKHVWDNHKROGHUVFODVVLÀHGDVFloaters in the middle circle.
As you locate them in the mapping exercise, analyze the stakeholders’
interests in detail.
6. After taking a general reading of the mapping, analyze the groups of
actors categorized as movers or blockers. The aim here is to analyze
the supportive or oppositional alliances that may exist between the
different stakeholders.
7. )LQDOO\GHYHORSSRVVLEOHVWUDWHJLHVIRUDSSURDFKLQJRULQÁXHQFLQJ
the actors. The purpose of this is to see what strategies would help
XVWRDWWUDFWWKHÁRDWHUVQHXWUDOL]HRUGLYLGHWKHEORFNHUVDQGRU
strengthen alliances between the movers.
8. As in the case of the previous maps, we can carry out a more detailed
analysis if we use icons and visual ways of differentiating the sector to
which the actors belong. This allows us to arrive at an analysis on two
levels: sector (with an emphasis on identity and knowledge), and posi-‐
tion (with an emphasis on interest and the quality of relationships).
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QUESTIONS TO REFLECT ON
Who are the key stakeholders that affect or are affected by the change
process?
What are the interests and positions of these stakeholders in relation
to the process?
What types of relationships are there between the stakeholders involved
and what relationship patterns exist?
What changes need to take place in these relationships to be able to
generate synergies and shared interests in our change process?
What blocking alliances and synergies exist between the stakeholders?
:KDWVRUWRIDOOLDQFHVVKRXOGZHSURPRWHEHWZHHQPRYHUVDQGÁRDWHUV"
What sort of strategies should we implement to divide the blockers?
:KDWVWUDWHJLHVVKRXOGZHLPSOHPHQWWREULQJWKHÁRDWHUVDQGEORFNHUV
closer to our position?
What are the assumptions underlying our analysis of the stakeholders,
their relationships and strategic alliances?
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The Agents of Change

,QÁXHQFH$QDO\VLV

STEPS TO FOLLOW
7KLV PDS IRFXVHV RQ WKH DFWRUV· FDSDFLW\ WR LQÁXHQFH WKH SURFHVV RI
change, either today or in the future. This type of analysis can be
combined with the sectoral one, by identifying the actors according
WRVHFWRUDQGWKHQSRVLWLRQLQJWKHPLQWKHTXDGUDQWVRIWKHLQÁXHQFH
map. This can be visualized very clearly by using different visual codes
FRGLÀFDWLRQLFRQVFDUGVZLWKGLIIHUHQWFRORUVRUVKDSHVHWF

POSITIVE
INFLUENCE WITH
SIMILAR PURPOSE,
VALUES, AND
CULTURE

POSITIVE
INFLUENCE
WITH DIFERENT
PURPOSE, VALUES,
AND CULTURE

WEAK
INFLUENCE NOW
BUT POTENTIAL
FOR FUTURE
COLLABORATION

NEGATIVE
INFLUENCE: MUST
WE QUARANTINE OR
CAN WE PERSUADE

CARRY OUT THE EXERCISE BY FOLLOWING THESE STEPS:
1. List all the key stakeholders that need to be taken into account. This
VKRXOGEHDQLQLWLDOGHVFULSWLYHLGHQWLÀFDWLRQZLWKRXWJRLQJLQWRD
detailed analysis for the time being.
2. Prioritize those stakeholders considered the most strategic and critical
in relation to our Desired Change.
3. /RFDWHHDFKVWDNHKROGHULQWKHLQÁXHQFHTXDGUDQWLWEHORQJVWR
4. $QDO\]HHDFKVWDNHKROGHU·VLQÁXHQFLQJUROH KRZDQGZK\GRHVLWH[HUW
DQLQÁXHQFHHWF
5. Analyze the relationships between actors from different sectors inside
each quadrant.
6. Develop strategies for making alliances inside each quadrant between
different stakeholders (from the same sector or different sectors).
7. Develop strategies for making alliances between the top two quad-‐
rants (among actors from the same sector or different sectors).
8. 'HYHORSVWUDWHJLHVWRLQÁXHQFHWKHVWDNHKROGHUVORFDWHGLQWKHERWWRP
two quadrants. Analyze how we can approach and strengthen those
DFWRUVZKRVHLQÁXHQFHLVZHDN$QDO\]HKRZZHFDQGHDOZLWKWKRVH
DFWRUVZKRVHLQÁXHQFHLVQHJDWLYH E\SHUVXDGLQJWKHPRUSXWWLQJ
them in quarantine).
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QUESTIONS TO REFLECT ON
Who are the key stakeholders that affect or are affected by the
change process?
What are the interests and positions of these stakeholders in relation
to the process?
What types of relationships are there between the stakeholders
involved and what relationship patterns exist?
What changes need to take place in these relationships to be able to
generate synergies and shared interests in our change process?
What sort of alliances should we promote between the actors in the
top left quadrant?
What sort of alliances should we promote between the actors in the
top two quadrants?
+RZFDQZHVWUHQJWKHQWKRVHDFWRUVZKRVHLQÁXHQFHLVZHDNLQVXFK
DZD\DVWREHQHÀWWKHSURFHVV"
What type of strategies and actions are we going to take forward to
PLQLPL]HWKHLPSDFWRIWKHDFWRUVZKRVHLQÁXHQFHLVQHJDWLYH"
What are the assumptions underlying our analysis of the stakeholders,
their relationships and strategic alliances?
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7KH$VVXPSWLRQV8QGHUO\LQJRXU7KHRU\RI&KDQJH
STEPS TO FOLLOW
1. Decide which stage in the methodology we are going to look at to ana-‐
lyze the assumptions (the Desired Change, Agents of Change, Pathway
of Change, Indicators, Monitoring, etc.).
2. Review the main elements in this methodological stage and formulate
WKHTXHVWLRQVWRUHÁHFWRQ
3. Analyze whether the assumption is false or whether it is an assumption
that leads to or allows the analysis, strategy or result to happen. If it
doesn’t, review/reformulate the methodological stage and the reason-‐
ing on which it is based.
Note. It is compulsory to revisit this section as we move forward in
designing our Theory of Change. This is because the process of designing
the Theory of Change is iterative and we need to keep reviewing both
the assumptions and the elements and conditions sustaining the Pathway
of Change.

QUESTIONS TO REFLECT ON
What initial assumptions is our Desired Change based on? What are the
assumptions underlying each of the methodological stages in our Theory
of Change?
What are we not seeing that we need to see?
What mechanisms do we have for explaining and reviewing our
assumptions?
With whom have we shared and argued these assumptions?
Which assumptions should we reconsider?
How do we react when someone questions our assumptions?
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STEPS TO FOLLOW
Step 1. Review of Strategic Areas
Before starting to outline the Pathway of Change, we must look back
on what we have done so far:
i. Do we need to make any adjustments to the previous methodological
stages?
ii. $UHWKH6WUDWHJLF$UHDVZHKDYHGHÀQHGWKHULJKWDQGPRVWUHOHYDQW
ones?
iii. Do we need to adjust the Strategic Objectives?
iv. Have we properly mapped and analyzed the key stakeholders or do we
need to adjust this?
v. Are we taking into account all the main institutions that affect or are
affected by our change process?
vi. How do the different Strategic Areas relate to each other? Is the
relationship coherent?
vii. Is there anything we have missed in our analysis so far? If so, should
we include it?
6WHS%UDLQVWRUPLQJVHVVLRQWRLGHQWLI\WKHQHFHVVDU\FRQGLWLRQV
Once we have completed the previous step, we need to ground our
analysis by identifying the conditions we need to work on if we are
to make progress toward our Desired Change: changes in institutions,
attitudes, behavior, social and institutional relations, organizational
capacities, legal conditions, cultural practices, mental models, etc.
Firstly, we must identify the conditions necessary for achieving change
in the strategic areas (these in turn will lead us to the Desired Change).
We will now hold a brainstorming session to identify the conditions,
based on the following questions:
i.
ii.
iii.
iv.

What conditions need to be in place for the Strategic Areas to develop?
What conditions need to be in place in the short/medium/long term?
How do these conditions affect our process?
How do these conditions relate to the outcomes we want to bring
about in our context?
v. How realistic is it to believe we can achieve or promote these
conditions?
vi. How can we set out these conditions in a Strategic Results format?
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6WHS*URXSLQJVDQGGHVLJQRIWKHSDWKZD\RIFKDQJHOnce we have
ÀQLVKHGWKHEUDLQVWRUPLQJVHVVLRQZHQHHGWRFULWLFDOO\DQDO\]HZKHWKHU
these conditions are already in place or whether there is a high probability
WKDWWKH\FDQEHPHWLQWKHWLPHVSDQZHKDYHGHÀQHGIRURXU'HVLUHG
Change. If this is not the case, then we need to review the scope of our
Desired Change and its Strategic Areas to adjust it to what is probable
and possible. This iterative process of going back and forth really helps
us to properly frame the scope and likelihood of the change we want to
work towards, verify the validity of our assumptions and make sure that
our Desired Change has a high probability of being achieved to an extent
WKDWLVDFFHSWDEOHDQGMXVWLÀHVRXUDFWLRQ
2QFHWKHPHPEHUVRIWKHJURXSKDYHÀQLVKHGEUDLQVWRUPLQJZHQHHGWR
group those ideas that are similar so that we can synthesize them and
LGHQWLI\ QHZ FDWHJRULHV EDVHG RQ DIÀQLW\ DQG VLPLODULW\ :H VKRXOG VHW
out the conditions in a Strategic Results format. Some of these conditions
will be closer to each other in time. When we look at them in terms of
the present moment and context, some are easier and more likely to be
achieved. Others are more complex and require some other conditions
to be in place beforehand. Some are easier to envision and others are
GLIÀFXOWWRVHHFOHDUO\6RPHQHHGWKHFRPSOLFLW\RIRWKHUFRQGLWLRQVVR
they occur simultaneously. Some conditions are self-‐reliant and others
have different degrees of inter-‐dependence with other conditions. Some
DUHSUHGLFWDEOHDQGRWKHUVOHVVVR6RPHDUHVSHFLÀFDQGSDUWLFXODUWRD
context and others are more general. There are some that we are never
going to be able to envision at this precise moment in time because they
arise from complex dynamics that we will only be able to understand
retrospectively.
We need to carry out this type of analysis to reach a better understanding
of the complexity of our Pathway of Change.
As we go along, we should identify the assumptions underlying our key
conditions. This will help us to understand whether the conditions are
EDVHGRQYHULÀDEOHDQGUHDOLVWLFDVVXPSWLRQVRUZKHWKHUZHDUHZRUNLQJ
on the basis of false assumptions. If that is the case, we need to review
WKHVFRSHDQGGHÀQLWLRQRIRXUFRQGLWLRQV
These conditions involve changes in: formal and non-‐formal institutions,
the quality of the relations between key stakeholders, social and technical
abilities, individual/organizational/collective behavior and attitudes,
more conducive environments (legal, operational, physical, new or
improved knowledge bases, technology, infrastructure, public policies,
etc.)
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Remember that each condition should be expressed as a Strategic Process
Result so that we can connect our actions to explicit outcomes in the
change context.
While we are doing this detailed analysis, we should develop our Pathway
of Change, locating the conditions based on i) a time sequence (short/
medium/long term), ii) an inter-‐dependent relationship (visualizing how
VRPH FRQGLWLRQV LQÁXHQFH RWKHUV LQ UHODWLRQ WR WKH 6WUDWHJLF$UHDV DQG
the Desired Change).
We can either do this exercise for each Strategic Area or on the basis of a
more general analysis of the whole process we have gone through so far.
WARNING: There is a tendency to depict the Pathway of Change in an
H[FHVVLYHO\OLQHDUZD\WKDWIDLOVWRUHÁHFWWKHFRPSOH[LW\RIRXUDQDO\VLV
7KLVLVEHFDXVHRXUPLQGVKDYHEHHQVWURQJO\LQÁXHQFHGE\WKHHGXFDWLRQ
system, our family, culture, etc. Reality, however, is neither strictly linear
QRUSUHGLFWDEOH7KHUH DUH RWKHU ZD\V RI ´WHOOLQJ WKH VWRU\µ WKDW PRUH
HIIHFWLYHO\ UHÁHFW WKH ULFKQHVV RI WKH FRQYHUVDWLRQV WKH JURXS KDV KDG
when collectively analyzing the dynamics of the Pathway of Change, how
the conditions relate to the results we want to achieve, and how these in
turn will help to bring about the Desired Change.

QUESTIONS TO REFLECT ON
What are the conditions that need to be met in each of the strategic
areas in order to achieve the desired change?
Which conditions can happen simultaneously and which are sequential?
What conditions need to be in place in the short, medium and long
term?
How do the conditions visualized relate to the different dimensions of
change (personal, relational, cultural, structural)?
How likely is it that we can bring about these conditions?
What factors obstruct or facilitate our pathway of change?
What sort of power dynamics do we need to promote in the
surrounding environment?
+RZFDQZHXVHIRUPDODQGQRQIRUPDOLQVWLWXWLRQVWRWKHEHQHÀWRI
our process?
What are the assumptions underlying our analysis of the Pathway of
&KDQJHDQGRXULGHQWLÀFDWLRQRIWKHFRQGLWLRQV"
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Change Indicators
STEPS TO FOLLOW
First, a warning: the indicators of change in a Theory of Change are not the same
DVWKHSHUIRUPDQFHLQGLFDWRUVWKDWZHPD\ÀQGLQDWUDGLWLRQDO/RJLFDO)UDPHZRUN
%\GHÀQLQJLQGLFDWRUVRIFKDQJHZHDUHVHHNLQJWREHWWHUXQGHUVWDQGKRZWRUHDG
the context in order to see what effects we can perceive in this context as a result
of our actions. These indicators allow us to better understand how change is really
happening and what our contribution LV WR WKDW FKDQJH 6R ZKHQ ZH DUH GHÀQLQJ
the indicators, we should bear in mind that the mere fact of carrying out an activity
does not necessarily mean that we are making a real contribution to bringing about
the changes we initially envisaged. A regular review of these indicators will help us
to adjust our Theory of Change at both the political-‐strategic level (action on the
conditions for change) and at the cognitive level (assumptions supporting our change
rationale). The change indicators will be related to the observation of the conditions
LGHQWLÀHGLQRXU7KHRU\RI&KDQJH6RWKHLQGLFDWRUVVKRXOGKHOSXVWRXQGHUVWDQG
WRZKDWH[WHQWDQGLQZKDWZD\ these conditions are occurring in the environment.
Therefore, we should:
1. Review, and adjust if necessary, the conditions in our Pathway of Change and the
steps we took beforehand.
2. Identify at least one change indicator for each condition, based on the following
questions: :KDWGRZHVHHLQWKHFRQWH[WWKDWDOORZVXVWRDIÀUPWKDWDFHUWDLQ
 FRQGLWLRQLVRFFXUULQJ":KDWHYLGHQFHGRZHKDYHRIWKLV"
3. Identify whether these indicators show changes at the personal/relational/cul-‐
tural structural level.

QUESTIONS TO REFLECT ON
Who decides what we need to observe in order to know if we have achieved the
desired changes?
What signs of change can we observe in the environment that allow us to determine
ZKHWKHUWKHFRQGLWLRQVLGHQWLÀHGDWWKHRXWVHWDUHDFWXDOO\WDNLQJSODFH"
How are we going to collect the evidence indicating the change?
On what assumptions are we basing our analysis of the indicators?
What strategies, actions and alliances can we identify as contributing to the change?
:KDWIDFWRUVPD\KDYHKDGDQLQÁXHQFHLQGHOD\LQJRUREVWUXFWLQJWKHGHVLUHGFKDQJH"
What have we not done/seen that we should have done/seen?
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7KH/HDUQLQJ0RQLWRULQJDQG$FFRXQWDELOLW\6\VWHP
STEPS TO FOLLOW
7KHÀQDOTXHVWLRQLQRXUPHWKRGRORJLFDOMRXUQH\IRFXVHVRQLGHQWLI\LQJ
and promoting the relationship between learning, monitoring and
accountability. In practice, this relationship is not particularly clear,
but it is essential to make it explicit and give it due attention.

Accountability to
key stakeholders
Experiential
learning
approach

A virtuous
relationship

M&E
participatory
systems

SPACES FOR SOCIAL LEARNING
AND CHANGE

Once you have reviewed the indicators and the assumptions underlying
them,
1. Identify what mechanisms exist or must be put in place for gathering
information based on the indicators. Analyze the extent to which
these mechanisms i) are participatory (who participates in the design
of the mechanisms, the information gathering and the analysis of
the indicators?) and ii) include quantitative and qualitative elements
LQWKHLGHQWLÀFDWLRQDQGJDWKHULQJRIHYLGHQFH 
2. Analyze who is accountable for the results obtained on the basis
RI WKH PRQLWRULQJ DQDO\VLV 5HGHÀQH WKHVH G\QDPLFV DQG LGHQWLI\
what strategies and methods we are going to use to communicate
progress or shortcomings in the achievement of results (eg. reports,
radio spots, workshops, bulletins, opinion surveys, etc.).
3. Identify what type of information we are going to share with which
stakeholders (donors, communities, grassroots organizations,
allies, authorities, the general public, etc.) and how we are going
to communicate it (different audiences need different media and
different language).
4. Identify the feedback strategies and mechanisms we need to put
in place to receive comments, suggestions, observations, new
learning, recommendations for changing the approach/strategy,
HWFIURPWKHNH\VWDNHKROGHUVLGHQWLÀHGLQWKHSUHYLRXVSRLQW
5. Design a learning system inside our organization that will enable
us to i) analyze the emerging changes that are taking place in the
context (conditions, actors, assumptions, legal-‐institutional frame-‐
ZRUNVHWF LL UHÁHFWFULWLFDOO\RQWKHUROHWKDWRXURUJDQL]DWLRQLV
playing in the change process, iii) systematically identify the chang-‐
es that need to take place in our organization and the capabilities
we need to develop, based on the changes in the surrounding envi-‐
ronment, iv) achieve other goals you think are important.
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QUESTIONS TO REFLECT ON
Who decides on the design of the indicators and the monitoring system?
What are the guiding criteria?
What mechanisms do we need to implement to achieve increased and
more diverse participation in the review of our Theory of Change?
What strategies and mechanisms do we use to incorporate what we
learn from participatory monitoring in our organization’s work?
What conditions need to be in place for the organization to adopt
monitoring mechanisms linked to learning and accountability?
What methods should we use to explain experiential learning processes
to our team and the stakeholders we work with, and how can we
strengthen these processes?
On what assumptions are we basing our analysis of the indicators?
How do we connect our personal and organizational learning with the
monitoring system and accountability to key stakeholders?
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ANNEX VI. THE LEARNING JOURNAL. A POWERFUL TOOL TO
DEEPEN OUR REFLEXIVE PRACTICE
7KHIROORZLQJLQTXLU\TXHVWLRQVDUHGHVLJQHGWRKHOS\RXGHHSHQ\RXUUHÁH[LYH
learning process during the workshop. These are questions to be explored as you
move along the workshop: with yourself and with your learning peer. It is not a
FKHFNOLVWWREHÀOOHGLQHYHU\WLPH\RXFRQFHQWUDWHLQ\RXUOHDUQLQJMRXUQDO<RX
can choose to explore different questions everyday or you may want to focus just
on some of them throughout the workshop. Please feel free to use them in such
DZD\WKDWKHOSV\RXEHWWHUUHÁHFWRQ\RXUVHOIDQGWKHUROH\RXSOD\LQWKRVH
processes in which you are engaged.
How do my mental models and multiple identities affect my relationships and
the way I see the world?
What is the role I am playing in the processes I am engaged in?
What are the prejudices and pre-‐concepts I have that need to be questioned and
changed?
What is it that I am unlearning?
What am I learning about myself and my organization?
What is it that I am not seeing but need to see?
What do I need to explore deeper with my learning peer?
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