
Guide to the impact 
assessment tool

Appendix A



  Forum for Social Innovation Sweden (MSI) 

Malmö University 

  2023-04-04 

Page 1 of 27 

How to assess impact of digital 

inclusion initiatives - A guideline for 

Telia Company 
 

Content 
 

Background .............................................................................................................................................. 2 

Why work with impact assessment? ................................................................................................... 2 

What does the guide do? .................................................................................................................... 2 

What the guide does not do ................................................................................................................ 3 

Outline of the guide ............................................................................................................................ 3 

Step 1 – Set the intention and start planning for the impact assessment .............................................. 4 

What to do in step 1 ............................................................................................................................ 4 

Questions to answer in step 1: ............................................................................................................ 5 

Further reading .................................................................................................................................... 5 

Step 2 – Set goals and indicators from a theory of change ..................................................................... 6 

What to do in step 2 ............................................................................................................................ 6 

Further reading .................................................................................................................................... 8 

Further reading .................................................................................................................................. 14 

Step 3 – Develop a measurement plan and collect data ....................................................................... 16 

What to do in step 3 .......................................................................................................................... 16 

Questions to answer in Step 3: ......................................................................................................... 20 

Further reading .................................................................................................................................. 20 

Step 4 – Analyse value and impact ........................................................................................................ 21 

What to do in step 4: ......................................................................................................................... 21 

Questions to answer in Step 4: ......................................................................................................... 22 

Further reading .................................................................................................................................. 22 

Step 5 – Share the work done ............................................................................................................... 24 

What do you do in step 5: ................................................................................................................. 24 

Questions to answer in step 5: .......................................................................................................... 26 

Further reading:................................................................................................................................. 26 

 



  Forum for Social Innovation Sweden (MSI) 

Malmö University 

  2023-04-04 

Page 2 of 27 

Background  

Why work with impact assessment? 

Telia Company has worked actively with initiatives for digital inclusion since 2015. In 2021, Telia 

Company decided to make digital inclusion one of its prioritized sustainability impact areas, integrated 

into the business strategy. In an international ranking published 13th of March 2023, Telia is placed 12 

of 200 technology companies, and fourth among all the European-headquartered companies, working 

towards digital inclusion, with specific recognition in the areas of cybersecurity and support for 

children’s safety1. 

While appreciating the recognition and being proud 

of the present work contributing to digital inclusion, 

Telia wants to continue the journey and further 

develop initiatives for digital inclusion. In order to do 

so, it is important to be able to follow up and 

describe the impact of Telia initiatives. In line with 

this ambition, Telia has, in cooperation with Forum 

for Social Innovation Sweden (MSI) at Malmö 

University, developed a Tool and accompanying 

Guide, that support the impact assessment of 

initiatives for digital inclusion, i.e. the building of 

digital skills. ). It is available for other companies to 

use, in order to scale the adoption of impact 

assessments. Other companies that make use of this 

assessment tool are required to refer to it as “The 

Impact Assessment tool created by Telia Company 

and Forum for Social Innovation Sweden, at Malmö 

University. 

The Tool is where you take the steps of the work in 

practice. 

The Guide is this document, aiming to guide the understanding of and use of the Tool.  

The material is meant for anyone involved in or interested in following up on the impact of initiatives 

and improving the quality of their work for a sustainable development, specifically for digital inclusion.  

What does the guide do?  

The guide aims to support the impact assessment process by outlining the background, purpose, and 

functions of the Tool. It provides guiding principles that make it possible to follow up Telia’s initiatives 

contributing to digital inclusion and other sustainability initiatives. There are many ways to measure 

the impact of initiatives aiming to improve a societal challenge like digital exclusion. This guide 

describes steps that will make it possible to conduct impact assessments of initiatives in an 

organisation based on what is recommended by many large funders and organisations2 when 

 
1 Digital Inclusion Benchmark – Telia (worldbenchmarkingalliance.org).  
2 See e.g., effektutvardering.pdf (esv.se), Handbook Assessing Social Impact (avise.org), and Social Impact 

Navigator (phineo.org). 

Box 1. What is impact? 

Impact is the changes that an initiative or 

program creates. These changes can be divided 

into three different levels: the individual level, 

the organisational level, and the societal level. 

In regard to digital inclusion, on the individual 

level, one might strive to change the behaviours 

among individuals towards using ICT more, on 

the organisational level to increase the support 

and education given by municipalities in how to 

use e-services, and on the societal level, one 

might aim towards changing the societal norms 

that impact the differing use of ICT between 

different societal groups. These changes can 

result from different societal factors, so it’s 

important to be clear on whether the impact is 

solely due to the digital inclusion initiative and 

if the changes would’ve happened anyhow, 

caused by other factors. 
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measuring impact. The steps will be exemplified in this guide by a fictive initiative that we will call 

“Empower older adults through digital skills”. 

In order to be able to measure impact in a good way, you need to plan for this already when you design 

an initiative – so planning of the initiative and measuring impact are interconnected. The steps of the 

cycle make it possible to measure impact. They also support the planning or improvement of the 

initiative.  

The steps are possible to take by staff working in the organisation, given that time and resources are 

prioritised. In some steps, it can be helpful to use the support of external expertise. Having taken the 

steps in the Tool with the support of the guide will be useful also if the organisation procures impact 

assessments using external resources. Having worked with the steps will make the procurement and 

discussions with external experts grounded in what you want to achieve with the impact assessments. 

What the guide does not do 

The guide is not a recipe that can be followed in detail, it rather provides guiding principles for the 

steps of the Tool that need to be elaborated for each initiative to be assessed. Measuring impact is not 

a “one size fits all” – concept. All impact assessments need to be adapted to the context and 

preconditions of the specific initiative. That being said – please be inspired by the guidelines and 

explore how to further develop your contributions to a sustainable development.  

Outline of the guide 

The guide describes the  five key steps in designing an assessment of initiatives. For the different steps, 

the guide provides key recommendations on what the steps are and how to take them. The steps 

below are presented in a linear cycle, but it can be fruitful to go back to previous steps and revise them 

as you attain new knowledge in the following steps. 
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The steps are:  

 

The Tool has a worksheet for each step. These can be filled in to describe the work you have done in 

each step. 

 

Step 1 – Set the intention and start planning for the impact assessment  

What to do in step 1 

A first thing to do is to set the intention of the impact assessment. Why do we want to do the impact 

assessment of the initiative? There can be many reasons, for example: 

1) To understand and show the results, values, and impact of the initiative 

2) To learn as much as possible to improve the situation for our target groups 

3) To be clear about the purpose of the initiative and know if goals are reached 

4) To keep focus and commitment among staff and partners 

5) To show how funding is spent 

6) To continuously improve our initiatives 

7) To help to decide if the initiative is worth scaling  

8) To determine which initiative to choose and/or prioritize  

Identifying some of these reasons will help you steer the impact assessment in the direction you want 

to go and secure the conditions needed for a good assessment.  

A second question concerns who the impact assessment is done for. Who do you want to show the 

results of the impact assessment – such as the organisation´s management, the team working with the 

Step 1 

Set the 
intention of the 

impact 
assessment 

Step 2 

Set goals and 
indicators using 

a theory of 
change

Step 3 

Develop a 
measurement 
plan & collect 

data 

Step 4 
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and impact

Step 5 

Share work 
done
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initiative, policy makers, the target groups themselves, other organisations working for digital 

inclusion, etc.  Are there specific issues that you would like the impact assessment to show them? 

A third question concerns who you want to involve in the impact assessment and what resources you 

have in the work to show impact. A recommendation is to anchor the impact assessment in routines 

and the everyday work of the organisation, when possible, to secure involvement and ownership in 

the organisation, for the sustainability of the initiatives contributing to digital inclusion. The 

involvement of relevant actors will enable gathering data from a broader range of perspectives, 

ultimately increasing the chance of a more qualitative impact assessment. 

One ambition in Telia’s initiatives for digital inclusion is working together with different sectors. This is 

important to highlight since complex challenges are solved more efficiently when co-created with 

actors with different competence, mandate, and a shared interest in the solutions. This approach is 

useful also in impact assessment. When choosing who to involve, look at key staff in the organisation, 

among partners, and the target groups themselves. We often forget how the target groups can be 

involved in the actual measurements. There are examples of how young people are doing youth lead 

research as part of an evaluation of initiatives, to contribute to increased learning and knowledge on 

the initiative.3  

Questions to answer in step 1: 

 Why do we want to do the impact assessment? 

 Who do we want to show the results from the impact assessment, in and outside the 

organisation? 

 Who and what resources do we have in the team, in the organisation at large, with our 

partners, and in the target groups themselves, to support and involve in the work with the 

impact assessment?  

Integrate step 1 in your plan:  

Use the matrix in the Tool, under the worksheet named “1. Set the intention” and fill in the answers. 

If you want inspiration, see further reading below. 

Further reading 

If you want to read more about how to plan an assessment project, see the following texts: 

 Genio (2021). “Learning As You Scale – A practical guide for using data and insights to navigate 

scaling and complex system change”: https://www.genio.ie/publications/learning-as-you-

scale.  

If you want to read more about research and impact assessments conducted with or by the target 

group, see the following texts: 

 Search for Common Ground (2017). “Youth-Led Research”: https://www.sfcg.org/tag/youth-

led-research/. 

 Catley, A., Burns, J., Abebe, D., Suji, O. (2013). “Participatory Impact Assessment: A Design 

Guide”. Feinstein International Center, Tufts University, Somerville: 

https://fic.tufts.edu/publication-item/participatory-impact-assessment-a-design-guide/. 

 
3 Youth-Led-Research.pdf (sfcg.org). 
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 Guijt, I. (2014). Participatory Approaches, Methodological Briefs: Impact Evaluation 5, UNICEF 

Office of Research, Florence: https://www.unicef-irc.org/publications/750-participatory-

approaches-methodological-briefs-impact-evaluation-no-5.html. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Step 2 – Set goals and indicators from a theory of change 

What to do in step 2 

In step two, you set goals and indicators to make it possible to follow up on the initiative. This is done 

by developing a theory of change. What is a theory of change? It is basically the logic behind the 

initiative - that helps us describe a plan for the change we want to achieve, and how we can reach this 

change. If you already have a formulated theory of change, use this. If not, develop one, based on the 

existing planning of the initiative. This logic is useful when designing an initiative, but also necessary 

when planning for measuring impact.  

The theory of change (TOC) describes how the initiative will contribute to change - based on 

descriptions of: 

- the challenges that the target groups are facing, 

- the changes that the initiative is hoped to contribute to, 

- what kind of activities are suggested for digital inclusion, and 

- how the activities can contribute to the hoped-for changes.  
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A model for a theory of change (TOC) is described in the figure below.  

To establish a theory of change for the initiative, there are four substeps to take. Taking the steps and 

answering the questions for each step will provide you with a theory of change and make it possible 

to measure impact. If this is already done in the initiative, move directly to substep 2.4. The substeps 

are:  

2.1 What do we want to change? Describe the challenge 

2.2 Formulate goals  

2.3 Formulate indicators 

2.4 Describe your theory of change 

2.1 What do we want to change? Describe the challenge 

What to do in step 2.1 
Why is the seed not growing? What are the causes of digital exclusion that we address 

in our initiative? If we don´t have a good understanding of the challenge, it is difficult 

to provide a good solution to changing the situation.  

Throughout this guide we will use the fictional digital inclusion initiative “Empower older adults 

through digital skills” which will address the societal challenge “older adults are overrepresented in 

digital exclusion”, i.e., they are not fully able to participate in the digital part of society. 

Some of the causes of this overrepresentation are described as: 

 older adults lack opportunities/spaces to learn about digital services 

 older adults don´t know/are not familiar with the benefits of digital services 

 digital services are not adapted to the realities of older adults 

 fear of new technology, of “too late to start learning new skills” 

The consequences of these problems can for example be that older adults have difficulties to manage 

contacts with authorities, to use public e-services, miss opportunities for increased wellbeing. This 

Figure 1. A model for a theory of change. 
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contributes to older adults being digitally excluded, and in the long run, that Sweden´s national goals 

for digitalisation are not reached. In the problem tree below, the main challenge can be found in the 

trunk of the tree, the causes are found in the tree’s roots, and the consequences in the branches of 

the tree. A template for creating your own problem tree is provided in appendix B. 

 

Figure 2. A problem tree for the fictive digital inclusion initiative "Empower older adults through digital skills". 

Questions to answer in Step 2.1: 

 What main problem does the initiative target and what are the causes of the problem? 

 Which of the causes does our initiative address, and why? 

 What are the consequences of the problem and the selected causes? 

 Do we want to describe our challenge with input from new sources or is it good enough? 

Further reading 

If you want to read more about how to describe challenges through a problem tree, see the following 

text:  

Figure 3. A problem tree for the fictive digital inclusion initiative "Empower older adults through digital skills". 

Box 2. Understanding the problem better 

Do we need to have a clearer picture of the challenge that our initiative is addressing? Describing the challenge 

involves describing the main problem, its causes, and gathering information about it. This is likely available to you 

already, to some extent. If you want to understand the challenge better, to for example discern which roots are 

the most important, good resources can be found in research, national and international resources, and 

governmental agencies providing statistics. Other useful resources are civil society organisations that often have 

good information about challenges from the perspective of those who are concerned by the challenge as well as 

universities and private research actors. Building on the work of others, exchanging information and ideas will also 

move the work forward faster. One suggestion for how to do this is to conduct a workshop to discuss and answer 

the questions suggested and formulated in step 2.1. 
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 Arnošt Veselý (2008). Problem Tree: A Problem Structuring Heuristic. Central European 

Journal of Public Policy, 2(2): 

https://www.researchgate.net/publication/26591584_Problem_Tree_A_Problem_Structurin

g_Heuristic. 

2.2 Formulate goals 

What to do in step 2.2 
How do we make the plant grow? How many of the seeds have received nutrients as 

intended? And how can we describe the changes that the nutrients contribute with? In 

this step, we set goals for the initiative and fill them into worksheet “2.1 to 2.3 Goals & 

indicators” of the Tool. If you already formulated goals for your initiative, use them, but also check if 

it is possible to become even more precise.  

Setting goals 

There are three types of goals that need to be formulated: Output goals (activity-goals), outcome 

goals (result-goals), and impact-goals. We have positioned them in the table below. 

Table 1. Examples of goals for the fictive digital inclusion initiative "Empower older adults through 

digital skills" that exemplifies the different types of goals. 

Goals What the type of 

goal does 

Example of goals for the fictive digital inclusion initiative ""Empower 
older adults through digital skills" (the basis are the goals formulated 

in the solution tree). 

Impact  

Sets the target. 

 

 Older adults taking part in the initiative have increased their 

confidence and capacity to use digital tools.  

 

Outcome 

(Result-goals) 

Show 

outcomes/ 

results of 

activities 

 The older adults have knowledge and experience in digital 

services. 

 The older adults know/see the benefits of digital services. 

 The older adults have increased their use of public e-

services. 

 The older adults use technology more often to connect with 

family and friends. 

Output 

(Activity-goals) 

Show output: 

who’s affected 

by the activity 

and how – in 

what way.  

 

 Trainings will be held for older adults in several locations. 

 Many older adults will participate in the trainings. 

 The trainings will have a high pedagogical level. 

In the terminology of impact assessment – if we want to be able to see if we achieve impact, we need 

to formulate the output and outcomes of activities that will move us closer to the impact we aim for.  

Activities are the measures we think will lead to the hoped-for impact. This can be trainings, creating 

meeting places, designing a tool for our target groups, etc.  

Output are the things we get when doing activities within the initiative – for example a certain number 

of participants in a training, meeting, or number of persons using our tools. It describes if our target 

groups have participated in our initiative to the extent that we planned – and if the activities 

themselves were executed the way they were planned.  

Outcomes are the changes we can see when our target groups have participated in our initiative. What 

changes can we see for the target group, after participating in our initiative, compared to before 
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participating? For example, participants in several seminars may have learned things which make them 

start to do things differently. They might change their behaviour and act in a different way or 

experience their situation in a new way, for example start using a digital service, start using their 

computer more often, etc.  

Impact is what we get if the growth of our seeds was due to us adding the nutrients – and not due to 

other external factors. Are the changes attributed to the activities in our initiative? The impact is not 

the number of activities we have conducted but rather the changes in relation to digital practices and 

how this improves the life situation for the users.  

Questions to answer in Step 2.2: 
 What goals does the initiative have for its output (activity-goals)? 

 What goals does the initiative have for its outcome (result-goals)?  

 What is the goal for the main impact of the initiative?  

Box 3. Solution tree 

One way to describe the impact strived for is to make a solution tree that mirrors the problem tree. This describes what 

could be achieved with an initiative – its expected goals, results, and consequences/effects. A solution tree also 

describes what the activities in the initiative could involve. This can be done by the staff in the initiative, but it can be 

helpful to invite an external to help with the process. 

Figure 4. A solution tree for the fictional initiative “Empower older adults through digital skills” which mirrors the problem 

tree. 
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The solution tree is an example of how to work with a problem tree to develop the different types of 

goals in a Theory of Change. In figure 3, some of the problem’s roots from figure 2 haven’t been 

addressed. This is completely alright since one actor seldom can fix all root causes of a societal 

challenge. You can use Appendix B to mirror your problem tree and define the different types of goals 

for your initiative to be filled into the worksheet “2.1 to 2.3 Goals & indicators” of the Tool.  

 

Box 4. Deciding which initiative to choose and/or prioritize 

When being in the situation of selecting between different activities, one can use the problem- and solution tree to see 

which activity that targets the most important root causes and hence the ones that likely will have the biggest impact. 

E.g., in the initiative “Empower older adults through digital skills”, several activities can be pursued. Besides the lack of 

support for older adults and lack of opportunities for them to learn digital skills (which were selected as the focus and 

transformed into the solution of trainings in digital skills for older adults in general), one can focus on one of the roots in 

the bottom right, e.g., that some older adults have bigger obstacles to use digital services due to a lack of basic skills such 

as reading, writing and language skills. Perhaps together with the roots about how digital services and tools aren’t 

adapted to older adults’ reality (see figure 1). This could be mirrored into the solution of targeting the older adults that 

lack the more basic skills, giving them trainings while also testing new versions of digital services. The trainings can then 

both have the goal of building the basic skills among certain older adults as well as developing digital services so that 

they are more adapted to older adults’ reality and especially the needs of some subgroups among the older adults (see 

Figure 5). 

 

Figure 5. An alternative solution tree for the fictive initiative "Empower older adults through digital skills". 

In order to determine which activity to pursue, you can create a solution tree per each activity and then put them into 

one Theory of Change (TOC) each, asking: 

 Which activity is based on the roots/causes that are furthest down in the problem tree? 

 Which TOC has the strongest links/chain of logic between the activity and the desired impact? 

 What resources and costs does each activity require? 

 Which activity lies closest to your mandate? 

 Which activity targets roots/causes that none or only a few other actors are dealing with? 



  Forum for Social Innovation Sweden (MSI) 

Malmö University 

  2023-04-04 

Page 12 of 27 

2.3 Formulate indicators 

What to do in step 2.3 
In this step – worksheet “2.1 

to 2.3 Goals & indicators” in 

the Tool, indicators are 

formulated. Indicators make 

it possible to follow up the 

progress of the initiative, and 

to see if the initiative has 

created impact. 

In order to choose relevant indicators, it’s wise to see which ones that have been used in previous 

impact assessments, studies, etc. Another approach that can be used is to consult experts in the field 

such as researchers. Which indicators would they use? Some indicators that might be relevant to use 

when assessing impact of digital inclusion initiatives can be found in Box 6. 

In order for the indicators to help us follow up the initiative, there should be indicators in relation to 

the different types of goals:  

Table 2. Examples of goals and indicators for the fictive digital inclusion initiative "Empower older 

adults through digital skills".  

Type of goal and indicator Goal Indicator 

Outcome 

(Result-goals and 

indicators) 
 

The older adults have knowledge 

and experience in digital services. 

A percentage of the older adults claim that they 

feel confident when using their mobile phone and 

their computer. 

The older adults know/see the 

benefits of digital services. 

A percentage of the older adults can mention a 

newly acquired skill that they are happy to have 

achieved. 

Box 5. Indicators that enable a cost-benefit analysis 

The indicators chosen can’t always be turned into a financial value. If this is the 

intention, you need to think ahead about which indicators have an established 

monetary value or create a new proxy with transparent logic. The indicator “A 

percentage of the older adults claim that they have increased their use of public 

e-services. Per e-service and in total” can likely be transformed into a reduction 

of society’s costs for not having to provide extra help to the older adults. This is a 

difficult task that can also lead to choosing indicators that don’t follow the logic 

of the final intended impact/change aimed for. For this purpose, an expert in the 

method of Social Return on Investment (SROI) can be good to collaborate with. 

Box 6. Indicators for digital inclusion 

For the field of digital inclusion, based on the understanding of it as consisting of access, skills, use, and supportive 

environment (Digital Future Society (2019). Measuring the margins: Improving global digital inclusion metrics), relevant 

indicators could be:  

Examples of indicators for the field of digital inclusion based on Digital Future Society (2019). Measuring the 

margins: Improving global digital inclusion metrics. 

Aspect of digital inclusion Indicators on the individual level 

Access  Access to a mobile phone: Yes/No 

 Access to a computer: Yes/No 

 Access to the internet at home: Yes/No 

 

Skills  Proficient in English: Scale from Yes fully, to Mainly, Barely, and Not at all. 

 Able to identify commercials and spam: Yes/No 

 Able to communicate online via e-mail: Scale from Yes fully, to Mainly, Barely, and 

Not at all. 

 Able to use search engines: Yes/No 

Use  Use of the internet at least once in the last 3 months: Yes/No 

 Streamed, played, or downloaded content online: Yes/No 

 Used eBanking: Yes/No 

 Searched for digital public service information in the last 12 months; Yes/No 

 Read news articles online: Yes/No 

 Voted for a municipal suggestion online: Yes/No 

Supportive environment  Feeling secure online: Yes/No 
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The outcome demonstrates 

which changes that occur 

for the target group after 

the activity compared to 

before the activity. 

The older adults have increased 

their use of public e-services. 

 

A percentage of the older adults claim that they 

have increased their use of public e-services. Per e-

service and in total. 

The older adults use technology 

more often to connect to family and 

friends. 

A percentage of the older adults claim that they use 

social apps to connect with friends and family more 

often than before. 

Output 

(Activity-goals and 

indicators) 
 

The output will show if the 

activity was carried out in 

the way it was planned: Did 

the target group take part 

in the activities? If yes, to 

what extent? How many 

occasions were meant to be 

carried out? 

 

 

 

Trainings will be held for older 

adults in several locations. 

Number of trainings for the older adults. Per 

location and in total. 

Many older adults will participate in 

the trainings. 

Number of older adults that participated at the 

trainings. Per training and in total.  

The trainings will have a high 

pedagogical level. 

A percentage of the older adults gives  a high rating 

when asked about recommending others the 

trainings. 

 

The coaches rate the material that they use for the 

trainings as of high quality. 

 

Questions to answer in step 2.3 
 What are the key indicators to 

follow up in the initiative? 

 Have we set a good number of 

indicators (enough to show us if 

we reach our desired impact, 

but not too many – which 

makes the follow-up unclear 

and hard to manage) 

 Are the indicators valid – do 

they measure what we aim to 

measure? 

 Are the indicators and their 

follow-up a trustworthy/correct 

way for measuring and 

following up over time? 

 Will it be reasonably easy to 

collect and analyse the 

information about the 

indicator?  

Box 7. The SMART criteria 

When formulating indicators, it is relevant to think in line with the 

so-called SMART criteria. The abbreviation stands for how indicators 

should be Specific, Measurable, Accepted, Realistic and Time-

framed. These criteria are described and exemplified in the table 

below.  

Criteria To think about 

Specific Well defined, clear, and unambiguous. What is to 

be obtained? How much and when should it be 

reached? Example: X% of the participants answer 

that they feel more secure now when using mobile 

phones and computers. 

Measurable Use specific criteria that measure your progress 

toward the accomplishment of the goal. How do 

we observe and evaluate if the goals are reached? 

Can we monitor this target ongoing? For example, 

through observations or statistics concerning 

quality, customer satisfaction, costs etc. 

Achievable Attainable and not impossible to achieve. For 

example, that a reasonable number of courses 

have been held. 

Realistic Within reach, realistic, and relevant to your 

purpose.  

Timely With a clearly defined timeline, including a starting 

date and a target date. The purpose is to create 

urgency. When should the target be reached?  
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2.4 Formulate your theory of change  

What to do in step 2.4 

You are now ready to fill in your Theory of Change, that will make it possible to follow up and measure 

the impact of the initiative. This is how it could look for the fictive digital inclusion initiative "Empower 

older adults through digital skills": 

In the Theory of Change (TOC) figure above, we have inserted the goals that was set for the output, 

outcome, and impact in the previous substeps. The resources and activities have also been filled in, 

these are the resources and activities that you have planned to conduct and/or are using. 

What we are looking for in a filled in TOC is that there is a red thread from the impact we desire back 

to the activities that are planned. Is it logical that the activities and their output will lead to the 

outcome and impact? 

The format for the theory of change of your initiative can be found in the worksheet “2.4 Theory of 

Change” of the Tool. You will see that, as long as you have filled in the previous worksheets of the Tool, 

that this TOC has already been filled in based on those answers. Make sure to review that it has an 

intact red thread. 

Questions to answer in Step 2.4 
Most of the work in this step involves filling in the spaces in the theory of change, adding the results 

from steps 2.1 – 2.3. Some questions to add are:  

 Are the results of the steps 2.1 – 2.3 included in the theory of change? 

 Is there a red thread in the theory of change? 

 What are the resources available for implementing the activities in the initiative? 

Further reading 

If you want to read more about how to develop a theory of change, see the following texts: 

Resources

- Competence 
among staff

- The youths

- The partners

- The older adults

- Venues

- Financial 
resources

- Etc.

Activities

The planned 
activities are 
trainings where 
older adults will 
develop their 
digital skills.

Output

- A number of 
trainings held for 
older adults in 
selected locareas 
ations.

- A number of older 
adults have 
participated in the 
trainings.

- The trainings will 
have contributed 
with digital skills 
and have a good 
pedagogical level.

Outcome

- The older adults have 
knowledge and 
experience in digital 
services.

- The older adults 
know/see the benefits 
of digital services.

- The older adults have 
increased their use of 
public e-services.

- The older adults use 
technology more often 
to connect with friends 
and family.

Impact

Older adults taking 
part in the 

initiative have 
increased their 
confidence and 
capacity to use 

digital tools. 

Figure 6. An example of a Theory of Change for the fictional initiative “Empower older adults through digital skills”. 
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 United Nations Development Group. Theory of Change – UNDAF Companion Guidance: 

https://unsdg.un.org/sites/default/files/UNDG-UNDAF-Companion-Pieces-7-Theory-of-

Change.pdf. 

 Irene Guijt (2013). ToC Reflection Notes 3: Working with Assumptions in a Theory of Change 

Process: https://content.changeroo.com/wp-

content/uploads/Academy/2017/07/toc_notes_3_working_with_assumptions_in_a_toc_pro

cess.pdf  

If you want to read more about the selection of goals and indicators, see: 

 Ruby Sandhu-Rojon, UNDP (2018). Selecting Indicators for impact evaluation: 

https://communityindicators.net/wp-content/uploads/2018/01/Selecting-Indicators-for-

Impact-Evaluation.pdf.  

If you want to read more about the method Social Return on Investment, see: 

 Social Value UK. Guidance and Standards: http://socialvalueuk.org/resources/sroi-guide/. 

 Social Value International. Standards and Guidance: 

https://www.socialvalueint.org/standards-and-guidance.  
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Step 3 – Develop a measurement plan and collect data 

What to do in step 3 

In this step – which is to be filled into the worksheet “3. Measurement plan” in the Tool, a measuring 

plan is developed, and the actual measurements are carried out. The plan contains the formulated 

goals and indicators together with what is called a baseline value, a target value, and the selected 

method of data-gathering. An example of a measuring plan is described below, showcasing a 

measurement plan for some of the goals of the fictional initiative “Empower older adults through 

digital skills”.  

In this step, you fill in the goals and indicators from the previous chapter. What needs to be 

complemented in the measurement plan are the baseline value, the target value, the method to collect 

the data and also the time-plan for when and how often to collect the data:  

Table 2. Extracts of a measurement plan for some of the goals of  the fictive digital inclusion initiative 

"Empower older adults through digital skills". 

 Goal Indicator Baseline value Target value Method of 

data-

gathering 

Time and 

frequency of 

data-gathering 

Out-

come 

 

The older 

adults 

have 

increased 

their use 

of public 

e-services. 

A percentage of 

the older adults 

claim that they 

have increased 

their use of 

public e-

services. Per  e-

service and on 

average. 

X occasions of 

using BankID 

per 3-month 

period, per 

older adult. 

 

 

Z occasions of 

using e-services 

on average per 

3-month period. 

Per each e-service: X 

occasions of usage 

per 3-month period, 

per older adult. 

 

On average for all 

older adults: Y 

occasions of using e-

services per 3-month 

period. 

 

Z% on average has 

the usage of e-

services increased 

according to the older 

adults. 

A survey 

(digitally or 

paper) for 

the older 

adults. 

 

AND/OR 

Focus 

groups 

 

OR 

Phone 

interviews 

Conducted at the 

beginning of the 

first event and 3-

12 months after 

the final event. 

 

AND/OR 

3-12 months after 

the final event. 

Out-

put 

 

Many 

older 

adults will 

partici-

pate in 

the 

trainings. 

Number of 

older adults 

that 

participated at 

the trainings. 

Number of 

locations. 

N/A 10 trainings per year, 

at 5 different 

locations. 

Enter each 

training 

with date 

and location 

into one 

Excel sheet. 

Fill out when each 

training is 

planned and 

update after each 

training event. 

You can fill in your own measurement plan in the worksheet “3. Measurement plan” of the Tool. 

Baseline value 

In order to know if the initiative has contributed to change, there needs to be a description – 

knowledge – of what the situation for the target group is before the initiative. This will be the baseline 

value, that describes what the situation looked like for the participants either before taking part in the 

activities or by the latest at the beginning of the first activity. This will then make it possible to assess 

if there has been any progress when compared with the value attained after the activities. 

The baseline value can be acquired either by gathering data from the participants – you can ask the 

participants questions via e.g. surveys or interviews – or from other actors that have data about the 

specific participants in your initiative. If you e.g. want to help students with their programming skills, 
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you can use their grades as a baseline value. This is an indicator with a value that you can follow-up on 

– did the grades improve more among the pupils that took part in our extra-curricular activities 

compared to the grades of those that only took regular classes? 

To acquire the baseline value about the specific participants is preferred but sometimes not possible. 

Another option is to gather data about the societal group that your specific participants belong to. For 

our fictional case, we have the target group “older adults”. This group is usually defined as adults in 

the age of 65 or older. From other sources, such as Eurostat or the Statistics Sweden (SCB), we can find 

data on their internet-usage etc. This is a likely value that you can compare your target value with. 

Since measuring outputs is about determining if the activity was executed as planned, there is no 

output-baseline-value to start with. But for the outcomes, we want to be able to show if the 

participants attained the change we hoped would come from the activity. 

If it is not possible to do a “before”- measurement, it is possible to ask the older adults after the activity, 

if they experience any changes in relation to the specific questions, and also ask if the older adults 

assign the changes to their participation in the initiative.  

Target value 

The target value is the desired, future value of the indicator. What would be a reasonable target value 

for the initiative, in relation to the goals already set?  

Method of data gathering 

If this is not already done – then this is where to decide what kind of tools to use, for gathering the 

data. Common tools for collecting data are interviews, questionnaires/surveys, and focus groups. It 

might also be relevant to develop measuring tools that fit your specific initiative – and in any case, all 

methods need to be adjusted to the initiative.  

Collecting data about outputs will concern how to gather information on for example how many older 

adults have attended a workshop, received coaching, if they are satisfied with the coaching, or similar. 

This can be collected through participant lists or inquiries on workshop satisfaction for example.  

Collecting data about outcomes concerns what has changed through the activities, such as digital 

practices, and experienced safety in using digital services etc. This requires that these changes are 

described. For example, if we look at the goal “The older adults have increased their use of public e-

services”, the table above suggests three methods for data-gathering. The first is to use a survey, the 

second to conduct focus groups, and thirdly to conduct phone interviews. A survey can be offered both 

digitally – via a link or an app – and in paper format. Both the focus group and phone interviews are 

methods that are more suitable to conduct after some time, but the focus group is meant to be 

conducted with a group physically whereas the phone interview is a method conducted with individual 

participants at a distance. 

The methods most suitable to select will depend on the information you want to gather, so knowing 

this is the starting point. There is more information about the selection of methods and tools for 

collecting quantitative and qualitative data in the links following this chapter. When you know your 

target group, consider what methods would be most empowering for them. For example, focus groups 

can be appreciated by many older adults as an opportunity to meet and have the opportunity to talk 

with others in person. And again – not all older adults will fit into this description which is why phone 

interviews could be a good option.  
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To combine methods such as surveys and focus groups can be a good option to consider. In this 

scenario, the survey can gather data that is then discussed in the focus groups to improve the analysis 

of how to interpret the data.  

If the target group consist of older adults with another primary language than Swedish, it will be central 

with a translated version of a questionnaire or have a translator attending a focus group/interview.  

Another thing to decide is how the data will be collected in practice - through face-to face meetings, 

digital meetings, over telephone, using texts etc. Will it be done by staff in the initiative, or external 

partners?  

Ethical issues 

The General Data Protection Regulation (GDPR) is the toughest privacy and security law in the world. 

Though it was drafted and passed by the European Union (EU), it imposes obligations onto 

organisations anywhere, so long as they target or collect data related to people in the EU. The 

regulation was put into effect in 2018. The GDPR will levy fines against those actors who violate its 

standards, with penalties reaching, in some cases, into the tens of millions of euros. When conducting 

a survey, it is important to secure that the survey do not violate GDPR-law, for example when 

concerning how you store your collected data; for how long you store it etc. When conducting a study, 

it is important to follow Telia Company’s Privacy and Data Protection Policy 
4. 

The kind of information we are asking for 

The questions we ask to collect information depends on the indicators and goals. If the aim is to see 

what changes an initiative aiming to support older adults with their digital skills have contributed with, 

an approach could be to design a questionnaire that asks them: 

 Do you feel confident when using your mobile phone and/or your computer? 

 How often do you use mobile bank-id? 

 Can you mention a newly acquired digital skill that you are happy to have achieved? 

 How often do you have contact with friends and/or family via your phone, tablet, computer 

etc? 

Pre-formulated replies can be selected by the older adults. 

This questionnaire can be filled in by the beginning of an event to gather the baseline values, and then 

again, after the older adults have taken part in the support activity, perhaps together with questions 

on how they perceived the training etc.  

How much information do we need 

If you want to know the changes in participants behaviours and attitudes that occur from taking part 

of the initiative, you want to get answers from as many participants as possible.  

Considering which methods that will get you information from as many as possible is then relevant, 

and also to perhaps combine methods. This can be developed and tested in the initiative. But there is 

no specific limit, rather than a basic understanding that more replies will get you more information. 

But it is always relevant to describe how many participants that took part in the initiative when for 

example sharing that x percent of the participants replied that they feel more competent or use digital 

tools. To carry out large quantitative, statistically significant analyses of the results, will require a large 

number of replies – see more in the link under  

 
4 Privacy (teliacompany.com). 
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Out-

put 

 

Trainings will be 

held for older 

adults in several 

locations. 

Number of trainings 

for the older adults. 

Number of locations 

with trainings. 

N/A 10 trainings per year, 

at 5 different 

locations. 

Enter each 

training with date 

and location into 

one Excel sheet. 

Fill out when each 

training is planned and 

update after each 

training event. 

The 

activity-

leader. 

Many older 

adults will 

participate in 

the trainings. 

Number of older 

adults that participate 

in the trainings. Per 

training and yearly. 

N/A 40 older adults per 

training and 400 per 

year. 

Collect 

participant-lists 

for each training 

and summarize 

number of 

participants into 

one Excel sheet. 

 

After each training 

event. 

The 

activity-

leader. 

 

The trainings 

delivered 

should be 

experienced as 

being of high 

quality. 

A percentage of the 

older adults gives a 

high rating when 

asked about 

recommending others 

the training. 

N/A 90% of the older 

adults would 

recommend the 

training to others 

 

Questionnaire 

 

After each training 

event. 

The 

activity-

leader. 

The coaches rate the 

material that they use 

for the trainings as of 

high quality. 

N/A 90% of the coaches 

rate the material for 

the trainings as being 

of high quality. 

 

Questionnaire 

 

 

After each training 

event. 

 

The 

activity-

leader. 

 

Routines for monitoring data 

Another thing to consider in this step is how to implement routines for gathering the data you need to 

collect in order to show impact. What routines make it possible to collect the data? How will the 

collection be stored and processed in the organisation? Monitoring routines make it possible to collect 

data on an ongoing basis, concerning the chosen indicators. This is the basis for statistics that describe 

the outcomes and possible impact of the initiative.  

Questions to answer in Step 3: 

 Which methods will be used to gather information about our progress, and why? 

 Who will do the actual collection of data – is it done internally or externally? 

 What is the baseline- and target value for the prioritized goals and indicators?  

Further reading below.  

 

Time and frequency of data-gathering 

The indicators for outcome-goals should preferably be measured at the start or even before the activity 

begins and then again at the end or even some time after the activity has ended. This way, you will be 

able to assess the development.  

When it comes to outputs of activities, this data – these values – can be collected after each event that 

has been arranged.  

Concerning the outcomes, it is relevant to do a baseline measurement in order to know if the initiative 

has contributed to change. After this, in order to see changes in actual behaviour and attitude, these 

can be gathered with the selected method after a reasonable time has passed, for example through 

interviews/questionnaires 3-6 months up to a year after the events, or a questionnaire that the older 

adults fill in when signing up for the first event and 6-12 months after the final event. 

An example of a more elaborated measurement plan is found below.  

Table 3. A measurement plan for gathering data about the fictive digital inclusion initiative 

"Empower older adults through digital skills". 

 Goal Indicator Baseline value Target value Method of data-

gathering 

Time and frequency 

of data-gathering 

Person doing 

the data-

gathering 
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Out-

come 

 

 

The older adults 

have knowledge 

and experience 

in digital 

services. 

A percentage of the 

older adults claim that 

they feel confident 

when using their 

mobile phone and 

their computer. 

X percent of the 

older adults claim 

confidence 

Y percent of the older 

adults claim 

confidence 

A questionnaire 

(digitally or paper) 

for the older 

adults. 

 

Conducted at the 

beginning of the first 

event and 6-12 

months after the final 

event. 

The 

activity-

leader. 

The older adults 

know/see the 

benefits of 

digital services 

A percentage of the 

older adults can 

mention a newly 

acquired digital skill 

that they are happy to 

have achieved. 

X percent of the 

older adults can 

mention a newly 

acquired digital 

skill. 

Y percent of the older 

adults can mention a 

newly acquired digital 

skill. 

A questionnaire 

(digitally or paper) 

for the older 

adults. 

 

Conducted at the 

beginning of the first 

event and 1-3 months 

after the final event. 

The 

activity-

leader. 

The older adults 

have increased 

their use of 

public e-

services. 

A percentage of the 

older adults claim that 

they have increased 

their use of public e-

services. Per e-service 

and on average. 

X occasions of 

using BankID per 

3-month period, 

per older adult. 

 

Y occasions of 

using e-services 

on average per 3-

month period. 

Per each e-service: X 

occasions of usage per 

3-month period, per 

older adult. 

 

On average for all 

older adults: Y 

occasions of using e-

services per 3-month 

period. 

 

Z% on average has the 

usage of e-services 

increased according to 

the older adults. 

A questionnaire 

(digitally or paper) 

for the older 

adults. 

 

AND/OR 

Focus groups 

 

OR 

Phone interviews 

Conducted at the 

beginning of the first 

event and 3-12 

months after the final 

event. 

 

The 

activity-

leader. 

The older adults 

use technology 

more often to 

connect with 

family and 

friends. 

A percentage of the 

older adults claim that 

they use social apps to 

connect with friends 

and family more often 

than before. 

X times per week 

they use social 

apps 

X times per week they 

use social apps 

Questionnaire to 

older adults and 

their families and 

friends. 

Conducted at the 

beginning of the first 

event and 1-3 months 

after the final event. 

The 

activity-

leader. 

 

 

 

 

Out-

put 

 

Trainings will be 

held for older 

adults in several 

locations. 

Number of trainings 

for the older adults. 

Number of locations 

with trainings. 

N/A 10 trainings per year, 

at 5 different 

locations. 

Enter each 

training with date 

and location into 

one Excel sheet. 

Fill out when each 

training is planned and 

update after each 

training event. 

The 

activity-

leader. 

Many older 

adults will 

participate in 

the trainings. 

Number of older 

adults that participate 

in the trainings. Per 

training and yearly. 

N/A 40 older adults per 

training and 400 per 

year. 

Collect 

participant-lists 

for each training 

and summarize 

number of 

participants into 

one Excel sheet. 

 

After each training 

event. 

The 

activity-

leader. 

 

The trainings 

delivered 

should be 

experienced as 

being of high 

quality. 

A percentage of the 

older adults gives a 

high rating when 

asked about 

recommending others 

the training. 

N/A 90% of the older 

adults would 

recommend the 

training to others 

 

Questionnaire 

 

After each training 

event. 

The 

activity-

leader. 

The coaches rate the 

material that they use 

for the trainings as of 

high quality. 

N/A 90% of the coaches 

rate the material for 

the trainings as being 

of high quality. 

 

Questionnaire 

 

 

After each training 

event. 

 

The 

activity-

leader. 
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Routines for monitoring data 

Another thing to consider in this step is how to 

implement routines for gathering the data you need 

to collect in order to show impact. What routines 

make it possible to collect the data? How will the 

collection be stored and processed in the 

organisation? Monitoring routines make it possible 

to collect data on an ongoing basis, concerning the 

chosen indicators. This is the basis for statistics that 

describe the outcomes and possible impact of the 

initiative.  

Questions to answer in Step 3: 

 Which methods will be used to gather information about our progress, and why? 

 Who will do the actual collection of data – is it done internally or externally? 

 What is the baseline- and target value for the prioritized goals and indicators?  

Further reading 

If you want to read more about evaluations and monitoring, see: 

 What is Monitoring and Evaluation? | Independent Evaluation Group (worldbankgroup.org). 

If you want to read more about statistical significance, see: 

 Bhandari, P. (2022). An Easy Introduction to Statistical Significance (With Examples). Scribbr. 

Retrieved January 9, 2023, from: https://www.scribbr.com/statistics/statistical-significance/.  

 Serdar CC, Cihan M, Yücel D, Serdar MA. (2021). Sample size, power and effect size revisited: 

simplified and practical approaches in pre-clinical, clinical and laboratory studies. Biochem 

Med (Zagreb), 15;31(1):010502. doi: 10.11613/BM.2021.010502. Retrieved January 11, 2023, 

from: https://www.ncbi.nlm.nih.gov/pmc/articles/PMC7745163/.  

If you want to read more about surveys, see: 

 I-Chant A. Chiang; Rajiv S. Jhangiani; and Paul C. Price (eds.) (2015). Chapter 9: Survey 

Research. In Research Methods in Psychology. 2nd Canadian Edition: 

https://opentextbc.ca/researchmethods/part/survey-research/.  

If you want to read more about qualitative methods, see: 

 SAGE Research Methods - Working with Qualitative Data (sagepub.com). 

Step 4 – Analyse value and impact  

What to do in step 4:  

What can the collected data tell us? What kinds of values have the initiative contributed to? Can we 

say that our initiative has created impact? And what can we learn from analysing the results? These 

and further questions to guide your analysis can be found in the worksheet “4. Analyse value and 

impact” of the Tool. 

Box 8. Counterfactual assessment 

A choice to consider is if it’s possible to conduct a counterfactual 

assessment. Is there a difference between what would have 

happened if the initiative did not exist – what would their daily 

practice look like then? How can we say that there has been an 

improvement that is counterfactual – is the improvement better 

than what could have happened without the initiative? This can 

be done by using control groups – (comparing the development 

in a comparable target group that has not taken part in the 

initiative) or asking a group of initiated experts to assess the 

likelihood of changes without the initiative, and/or to involve the 

target groups in describing likely changes without the initiative. 
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Analysing the results 

When summarizing and describing the 

outputs, outcomes and discussing possible 

impact, you analyse the results. A basic way 

to analyse the results of the initiative is to 

look at the measuring plan formulated in 

step 3 and compare the actual findings with 

what was planned. Comparisons can be done 

between the collected data and the goals set, 

previous results (outcomes and outputs), 

results from other initiatives, relating the 

results to other comparable results and also 

to look at the results in relation to 

investments made. When you look at the 

logic, also reflect on cause-effects of the 

initiative, going back to the Theory of change. 

Have the activities in the initiative led to the 

desired outcomes and impact? If not, what 

can we change?  

In regard to the fictive digital inclusion 

initiative “Empower older adults through digital skills”, we now assume that all the data-gathering has 

been conducted and we have ended up with the following data: 

Table 4. Fictive data for some of the goals of the fictive digital inclusion initiative "Empowering older adults 

through digital skills". 

 Goal Baseline value Target value Value attained and difference with the baseline value 

Out-

come 

 

 

The older adults 

have knowledge 

and experience 

in digital 

services. 

12 percent of the older 

adults claim confidence 

when using their mobile 

phone and their 

computer. 

80 percent of the older 

adults claim confidence 

when using their mobile 

phone and their 

computer. 

95% of the older adults claimed confidence after taking part in the 

trainings when using the mobile phone and their computer. The target 

value of 80% was met and exceeded with a change compared to the 

baseline of 83%. This indicate that the older adults participating now 

have increased knowledge and experience in digital services.  

The older adults 

know/see the 

benefits of digital 

services 

5 percent of the older 

adults can mention a 

newly acquired digital 

skill that they are happy 

to have achieved. 

80 percent of the older 

adults can mention a 

newly acquired digital 

skill that they are happy 

to have achieved. 

80% of the older adults mentions a newly acquired digital skill that 

they are happy to have attained. Compared to the original 5%, there 

was an increase of 75%. If we for example look at the skills that the 

participants mention, we notice that there is a low variability of skills 

mentioned. This can indicate that the goal has only been partially met 

– the older adults seem to know/see the benefits of some digital 

services but not digital services in general. Here we can discuss that 

perhaps an offer of several trainings instead would mean that they can 

acquire further digital skills.  

Out-

put 

 

The trainings 

delivered should 

be experienced 

as being of high 

quality. 

N/A 90% of the older adults 

would recommend the 

training to others 

95% of the older adults would recommend the training to others. This 

value, together with the high output-values seem to support that the 

goal of qualitative trainings has been met. 

N/A 90% of the coaches rate 

the material for the 

trainings as being of high 

quality. 

70% of the coaches rate the material as being of high quality. This is 

lower than our target value. Together with the older adults’ high 

recommendation rate, this could indicate that the material for the 

trainings might be good enough.  The question of how to improve the 

material to support the coaches remains. 

 

Learning from the analysis 

Box 9. The difference between output, outcome, and 

impact. 

Output 

Values can be created from the initiative in terms of output. 

Has the target group taken part in our activities, and to what 

extent? 

Outcome 

Values might also be created as outcomes – changes in 

behaviours and attitudes. What changes have occurred for 

our target groups after the initiative compared with before? 

Are there for example changes when we compare how 

confident older adults feel after having participated in the 

training in comparison to before the training? 

Impact 

Impact concerns the changes in relation to the problem being 

addressed. To what extent did the changes for the target 

group happen due to the activities in the initiative? Are the 

changes we see a result of the initiative or are there other 

likely causes? Can we say that there has been an 

improvement that is counterfactual, i.e., is the improvement 

better than what would have happened without the 

initiative? 
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When analysing and probing the results, some key learnings will emerge. This is an opportunity to learn 

from the process and strengthen initiatives, to use the impact assessment to continue to develop the 

initiative. What are the key learnings for our initiatives? What has worked well, and what do we want 

to develop further? What are the key drivers for the change? What activities and measures have 

contributed to the change? 

This part of the impact assessment process is a good 

opportunity to invite those around the initiative to a shared 

learning workshop or process to discuss the key learnings 

the data shows you, and to strengthen the initiatives. Create 

spaces for a shared analysis, like workshops, meetings, or 

perhaps a yearly conference, looking at what the key 

learnings are, and how you can continue to develop the 

initiative and the organisations running it. That can mean to 

create space to brainstorm, invite inspiration from others, 

redesign and adjust your approach to measure impact, to 

ensure a creative process. This does not have to happen only 

in this phase but can be used in all steps in the guide.  

Shared meetings between different actors can also 

strengthen the co-creation of the initiative, making it 

possible to identify shared interest and possible new 

actions/initiatives between initiatives and organisations.  

Questions to answer in Step 4: 

 Questions to answer are what the data shows when it comes to: 

 How have the target groups been affected by our initiatives? Is this in line with what was 

planned? 

 Are there changes compared to before the target groups participated in our initiative? 

 What are the reasons for this - what in our initiative explains the impact we see? 

 Where can we see strong/weak progress? 

 Are the outcomes a result of our activities, or something that would have occurred anyway? 

 What are the key learnings for our initiatives? 

Further reading 

For more information about participatory analysis-methods, see: 

 Genio (2021). Learning As You Scale - A practical guide for using data and insights to navigate 

scaling and complex system change: https://www.genio.ie/publications/learning-as-you-

scale. 

 ODI (2009). Strategy Development: Most Significant Change (MSC). Retrieved from: 

https://odi.org/en/publications/strategy-development-most-significant-change-msc/.  

 Dart, J. J. & Davies R.J. (2003). A dialogical story-based evaluation tool: the most significant 

change technique. American Journal of Evaluation, 24(2):137-155. Retrieved from: 

https://www.researchgate.net/publication/254075317_A_Dialogical_Story-

Based_Evaluation_Tool_The_Most_Significant_Change_Technique.  

For more information on data-analysis, see: 

Box 10. Most Significant Change (MSC) 

Technique 

A participatory method for identifying 

important effects – outcomes and impact – 

is the so-called “Most Significant Change 

(MSC) Technique”. The core of MSC is the 

collection of “significant change stories” 

from the participants and the staff working 

with the initiative that is being assessed. 

The stories are collected through interviews 

or focus groups where the data-gatherer 

e.g., asks: “In your opinion, what was the 

most significant change that occurred due 

to the program?”. The stories are then read 

by different groups of stakeholders and 

discussed systematically and transparently. 

The method enables the capturing of values 

no one had thought of and an increased 

understanding of why and when the 

changes occur, as well as a richer analysis 

of which changes are the most important. 
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 Peersman, Greet (2014). Overview: Data Collection and Analysis Methods in Impact 

Evaluation: Methodological Briefs - Impact Evaluation No. 10, Methodological Briefs, no. 10. 

Retrieved from: https://www.unicef-irc.org/publications/755-overview-data-collection-and-

analysis-methods-in-impact-evaluation-methodological.html. 
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Step 5 – Share the work done 

What do you do in step 5:  

In this step you design how you want to share and communicate the values and changes that are a 

result of the initiative. Questions that can guide this can be found and answered in the worksheet “5. 

Learn & share work done”. 

It can sometimes be challenging to present and communicate the values from initiatives on social 

innovations, such as initiatives for digital inclusion. Having taken the earlier steps in the guide will make 

it easier. In step 1, questions were asked about who the impact assessment is done for. Who do you 

want to show the results of the impact assessment – such as the organisation´s management, policy 

makers, the target groups themselves, other organisations working for digital inclusion, etc.? Go back 

to these discussions and decide who the recipients of the results are.  

In communication, the story of your initiative is interesting to listen to – what challenges you address, 

the initiative to affect them, and what results that were achieved. Here it is useful to back to the steps 

described in the guide. In step 2, you mapped the problem and determined which roots to focus on. 

This can be valuable knowledge to use when framing the results of your initiative. You also identified 

goals and indicators for the initiative which can be a good structure to follow in your communication 

of the results. 

In step 3, you chose target values and gathered data. Depending on the audience for the 

communication of the values and impact, this information can also be interesting to share. The same 

goes for the analysis in step 4. For some audiences, it might be enough with numbers, such as “X% of 

the participants state that their understanding of digital tools and services has increased” whereas 

other audiences might be interested in the deeper analysis of whether this e.g., fit into the picture of 

previous research, how it compares to the results from previous years, and what this indicates. 

Examples of these different combinations of information shared can be found in Box 11, Box 12 as well 

as in Appendix C. 

Box 11. Example of how digital inclusion initiatives communicate their impact: Articles. 

No Isolation has created a subpage on their website named “Research”. On this page, you will be able to find articles 

containing both stories as well as numbers that communicate their impact: 
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Presentations can take the form of reports, graphs, and tables. You can also plan for testimonials from 

participants, storytelling, and good practice descriptions. It is often useful to combine hard facts with 

stories. Presenting key learnings usually has energy in it - presenting what has worked well, what needs 

to be developed – what has already changed because of the learnings.  

Do we only present what has worked well in the initiative? It is often useful to be transparent also 

about what did not work out as we planned. Internally, this will help us improve the initiative, or decide 

for a more impactful initiative. But it can also be interesting to external actors.  Describing what we 

tried to achieve, what did not work out and key learnings from this can contribute to interesting 

presentations and learnings for others, resulting in a greater impact.   

The examples in box 11 and 12 on how to communicate impact are both targeted externally but for 

different kinds of audiences. SpecialEffect seem to be targeting individuals and perhaps families since 

they are only sharing individuals’ stories. For more public audiences such as municipalities, more data 

needs to back-up the impact communicated and so they share – based on research: the problem 

they’re trying to solve and its consequences in general, the root/cause of the problem that their work 

is dealing with, and how users/participants as a group as well as their close ones perceive the changes. 

Furthermore, they use other research in the field to strengthen the likelihood that their ‘activities’ will 

lead to the change they are aiming for. 

Box 12. Example of how digital inclusion initiatives communicate their impact: Individuals’ stories 

SpecialEffect has a page on their website sharing people’s stories about what difference their work has done for them. 

The individuals’ stories are comprised of quotations, pictures, and short videos: 
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An impact-communication targeting other audiences, e.g., internally or actors externally that have a 

high level of understanding of the digital inclusion field, might instead want to see all the values 

generated for the different stakeholders involved and not only for the participants. Below, in box 13, 

is an example of how to showcase this: 

 

Questions to answer in step 5: 

 Who do we want to communicate our values and possible impact to – internally and 

externally? 

 What values do we want to communicate? 

 How and when do we communicate the findings? 

 Who will communicate the results? 

Further reading: 

 A simple step-by-step checklist to communicate social impact - ActionFunder 

 5 Tips to Communicate Social Impact | Social Investment Scotland 

Box 13. Example of how to showcase values created for the different stakeholders involved in the fictive digital 

inclusion initiative “Empower older adults through digital skills”. 

 

 

The older adults 

 Digital skills level/awareness 

level has increased 

 Feeling of being seen and that 

their needs are taken 

seriously. 

 They stop feeling ashamed of 

low digital skills. 

 They feel less excluded. 

The coaches 

 Increase their 

pedagogical experience. 

 Increased knowledge 

about digital services. 

 Increased self-esteem 

from knowing something 

others want to learn. 

The private sector 

 There are more 

customers in the 

ICT-sector. 

 Their digital services 

can be used in a 

better way.  

The public sector 

 The use of e-services 

increases. 

 Increased security 

for older adults in 

using their digital 

services. 

Family and friends of 

the older adults 

 More social contact 

with their older 

adults. 

 Less time spent as 

technical support. 


