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Charlton Athletic Community Trust (CACT) delivers a wide range of activities 
across multiple locations within Royal Greenwich, Bexley and Kent.  A 
combination of qualitative and quantitative methods were used in the multi-
strategy research design of this study.  

Firstly, theories of change covering CACT’s core aims were created, as well 
as theories of change for each of CACT’s seven strands. These theories of 
change formed the basis of the study and highlighted the logic and coherence 
behind the projects, identifying causal links that would make the change 
possible, as well as potential gaps and assumptions, which could prevent the 
change from happening. 

Secondly, an impact survey based on the Wellbeing Valuation model was 
developed in relation to the key outcomes identified within the theories of 
change. Participants were asked to complete the survey twice with a minimum 
of a three months gap in between. The results of both surveys were then 
inputted into a database to analyse the impact of CACT’s projects against 
each outcome.

Finally, semi-structured interviews were conducted with participants from 
each of the seven different strands. This helped to gain further insight into 
the projects and the impact they have had on specific individuals. This 
information was reinforced and cross-referenced against the results obtained 
from the impact surveys.

Introduction
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Theory of Change

Theory of Change

A theory of change can be used in 
three different ways: for strategy, for 
evaluation and for thinking about 
your place in the sector.  In this report 
we will focus mainly on evaluation, 
as it provides a contextual frame-
work for the study.

Kail and Lumley (2012) state that a 
theory of change is an important 
foundation for impact assessment 
because it allows organisations to 
show the logic and coherence that 
lies behind a project, identify gaps, 
and highlight areas for improvement.

The theories of change presented 
in this study highlight the various 
projects delivered, the overall aim(s) and the 

primary and secondary outcomes that 
relate to CACT’s projects.  The links 
between activities and outcomes are 
also presented, demonstrating the 
logic behind CACT’s delivery, whilst 
identifying any possible gaps and 
assumptions that could prevent the 
desired change to happen. A theory 
of change was developed for each of 
the seven strands.The following the-
ories of change were also developed 
to highlight CACT’s main aims in re-
lation to desirable and relatable out-
comes within the charitable sector:

 A CACT-wide theory of 
change that encompasses all the ac-
tivities delivered and outcomes de-
sired within the whole trust, leading 

1. Identification of the core aim(s): the core aim is the overall purpose of a programme or 
project and is what we want to achieve.  Therefore, it has to be realistic and achievable, 
but at the same time it should be ambitious.  The aim also has to be measurable. 

2. Identification of the relevant outcomes: the outcomes are the changes and ef-
fects that happen as a result of activities delivered and determine what is required 
to achieve the aim.  There is usually more than one outcome to reach the core 
aim(s); they may be short or long term and should be specific and measurable. 

3. Identification of activities: all the activities that are delivered with the purpose of achieving 
the core aim(s). 

4. Established causal links: the causal links between activities, outcomes and the 
core aim(s) were established and shown in the theories of change in the form of 
arrows, showcasing which activities lead to which outcomes, which outcomes 
lead to which other outcomes and which outcomes lead to CACT’s core aim(s). 

5. Examination of assumptions: to be able to fully evaluate and assess CACT’s strands and 
programmes assumptions were identified and examined as they could be what prevents the 
change from happening or the expected outcome(s) from being achieved.

to the core aim of the organisation; 
which is “improved community and 
social wellbeing”.

 Three theories of change  for 
each of the main outcomes/areas of 
work:

• Improved levels of education and        
employment

• Reduced offending and 
re-offending rates

• Improved physical and mental 
health

The theories of change were used as 
a basis for the research and helped to 
shape the structure of the evaluation 
design.

The following five steps were followed to build the theories of change and  analyse the content within them:



Wellbeing Valuation

Wellbeing Valuation

 Stage 1 - Activity values

The valuation was then split into four stages:

Activity values are those where the social value is obtained by the person simply undertaking an activity.  For 
example, if a young person is regularly attending football sessions, social impact can be attributed by simply 
referring to records of attendance.

 Stage 2 - Administrative date

For some strands and programmes, CACT has already been collecting outcomes as part of the reporting pro-
cess.  These outcomes have been collated from our own database, case studies or feedback reports from exit 
route partners (e.g. companies granting apprenticeship places).  This information is inputted into the Value 
Calculator.

 Stage 3  - Surveys

The values of each question have been calculated using large national survey datasets.  Some are factual (e.g. 
‘are you employed?’), while others are based on opinions (e.g. ‘have you had any days in the last week when 
you lost sleep worrying or any days in the last week when you felt unhappy?’).

The Wellbeing Valuation model 
works with a set of values which 
can be used to assess the impact of 
community investment projects.

A framework for measuring social 
impact has been created which helps 
organisations apply the values to 
their projects.   In its simplest terms, 
the framework enables frequency of 
each outcome to be multiplied by 
their respective values.  For example, 
if five people gain an outcome worth 
£2,000 then a total of £10,000 of social 

impact has been measured.  Other 
factors, such as deadweight (‘what 
would have happened anyway’), 
age and area of residence have to be 
taken into consideration.

The Wellbeing Valuation model 
provides a value calculator which 
is used to apply values to the 
programme. It includes:

• A spreadsheet to calculate 
social impact based on the 
data provided.  This includes 

pre-defined formulas to help 
calculate social impact (including 
deadweight figures).

• Descriptions of each value and 
the evidence needed to apply it.

• Five surveys to collect the 
evidence needed to apply the 
selected values.

• A page summarising results and 
comparing cost to benefit.
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Wellbeing Valuation

Example

Participants were asked to rate themselves on this scale before and after a Financial Literacy Course: 

1. Living confortably*

2. Doing alright*

3. Just about getting by

4. Finding it quite difficult

5. Finding it very difficult

The asterisks marks the 
‘valuable’ answers If an individual selected an 

answer without an asterisk 
before the activity and an 
answer with an asterisk 
after, you should apply the 
outcome value.

• 10 participants moved up the scale to select ‘Doing alright’ or ‘Living comfortably’ from the 
non-asterisked answers.

• Two participants improved from finding managing their finance ‘very difficult’ to ‘just 
about getting by’. No value is applied to this as their answers are not ‘valuable’.

• The value is applied in a binary way, which means it is either applied or it’s not. This means that 
moving from 5 to 1 in the scale is effectively the same as moving from 3 to 2. This is a compromise 
we have made to keep the calculation simple.

• On this basis, the socual impact is 10x the financial comfort value, because 10 people showed 
movement to ‘valuable’ answers on the scale. 

Remember, some activities 
have an Activity Value 
that can be applied to any 
individual who participates 
and in addition to any other 
outcomes.

 Stage 4  - Applying the value

Using the Value Calculator:

• Monetary values were assigned to the relevant activities and their associated outcome(s).

• The evidence required for each activity/outcome was recorded (survey, activity or administrative data).

• A region and age were assigned to each outcome.

• The deadweight was deducted from each value.

The total values of each activity are then added together to form an overall impact, which can be presented as 
both a Social Return on Investment (SROI)I ratio and a net benefit figure. Although this does not reflect direct 
savings to the state, it can form the basis of a return on investment for the programme. 

Impact surveys and other relevant data on outcomes and activities were collected and collated strand by 
strand, and the process was followed eight times to assess the impact of each of CACT’s strands and its 
programmes, as well as CACT’s overall impact.
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Semi-structured interviews

Semi-structured interviews

To analyse the interviews the following process was followed: 

1. The interviews were transcribed to be able to be read through.  

2. Thematic code analysis was used as preparation for the analysis: notes or “codes” were made from the 
interview transcriptions to help generate themes and relationships.  Afterwards, the codes were revised 
and recurrent themes and subthemes were identified. 

3. Thematic network maps were then developed for each strand. This helped to classify the relevant data 
in relation to each area of work within CACT. 

4. Finally, the data analysed by theme was interpreted and related back to the theory.

Ethical Considerations

Throughout the research it has 
been important to be continually 
reflexive about the research and the 
ethical issues around it, such as the 
potential harm that it could cause 
for the participants. (Alderson and 
Morrow, 2011)

The participants in the research were 
provided with detailed and relevant 
information in relation to the research 
and informed of their requirements if 
they decided to take part and give 

their consent (Alderson and Morrow, 
2011).  However, the ethical issues 
regarding a research project that 
involves young people becomes more 
complicated as an adult responsible 
for the young person needs to give 
his/her consent (Alderson and 
Morrow, 2011).  All participants in 
CACT’s programmes, children and 
adults, provide informed consent 
when they register to participate in 
our programmes, and before each 
interview, participants were informed 

about the research and made aware of 
their right to withdraw their consent.

Moreover, researchers tried to be 
reflexive throughout the research 
and use what Skanfors (2009) calls 
the “ethical radar”; being aware of 
the will to withdraw of any of the 
participants from the research, even 
if they do not explicitly say so.

The interviews were semi-structured 
as a list of possible questions 
covering the relevant topics was 
developed to make sure everything 
was covered.  However, during the 
interviews the questions were not 
necessarily followed in the same 
order and questions might have been 
reframed and added to depending on 
whom the interviewee was and what 
he/she had to say.

The aim of the interviews was to 
explore the views of the participants 
and allow them to talk openly 
about their experience within 
CACT projects, helping to create an 
understanding of the real impact 
this has had on their life. The 
interviews have also allowed CACT 
to understand any gaps within its 
delivery that can be drawn upon 
in future evaluation design and 
programme development.

To recruit the participants for the 
interviews, the managers of the 
different project were contacted, they 
talked to their participants, and dates 
and times were arranged to interview 
those who agreed to participate.
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Methods Limitations

Methods Limitations

Theory of Change

Due to the size of the organisation 
and the diversity of its programmes, 
capturing all programmes within 
one theory of change became 
challenging. However, three more 
theories of change covering CACT’s 
three main areas of work were also 
developed to provide a more in-depth 
and detailed insight of CACT’s 
projects in the community.  This was 
further reinforced by the development 
of seven more theories of change, 
covering CACT’s main strands.

Wellbeing Valuation

Wellbeing Valuation is based on the 
experience of the average person, 
creating limitations in relation to 
the accuracy of the results when 
working with targeted or at risk 
groups.  Moreover, the values are 
constrained to data availability and 
to the questions represented on the 
available survey datasets, which 
puts a limitation on the number and 
variety of outcomes measured. 

To prevent over-claim, the  model 
suggests using the average 
deadweight figure from Housing 
and Communities Agency (HCA) 
Additionally Guidance; although 
this might not be totally exact.  
Finally, the values developed as part 
of the wellbeing valuation model 
only apply to social investment work, 
which creates limitations if there is 
work undertaken outside this area.

Interviews

Although 14 participants were 
interviewed, this is a relatively small 
number taking into account the 
size and reach of the organisation.  
However, the interviews were 
conducted as part of the case study 
research approach, to comple-
ment the quantitative methods and 
provide some insight into specific 
participants’ experiences.
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