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What are we going to do today

Provide a clear explanation of 
what a Theory of Change (ToC) 
is, why it is useful, and the key 

terminology involved.

Review several ToC examples 
from the mental health sector, 

ranging from system-level 
transformation initiatives to 
suicide prevention programs.

Walk through the steps of 
creating a ToC, including 

clustering program components, 
designing effective working 

sessions, and the importance of 
co-creation and adapting the 

ToC over time.

Demonstrate how a ToC can 
guide evaluation planning, 

including structuring indicators, 
organizing them, and practical 
tips for developing meaningful 

indicators.

Time to sketch a ToC of your 
own program and, if time allows, 

share and discuss drafts with 
the group.



What is a 
Theory of 
Change 
(ToC)?

A diagram or written description of the strategies, 
actions, conditions and resources that facilitate 

change and achieve outcome. 

It aims to show why an action will lead to a 
desired outcome via a chain of results and while 
at the same time mapping risks and assumptions.

A tool for both implementation and/or evaluation. Can be applied to interventions, policies, 
programmes and 



Why use a ToC?

Provides a universally recognised and respected format for data collection, monitoring and evaluation

Increases credibility as results were predicted to occur in a certain way 

Results in an engaging narrative and visualisation of your implementation success 

Appealing to policy makers and other stakeholders

Creative and interactive way to consider the realities of implementation
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Joint Action ImpleMENTAL
CASE STUDY



Our task: evaluate the pilots across 14 sites for SUPRA
and 11 sites for Belgian mental health reform









Process of ToC development 

Mapping and 
reaching out to 
stakeholders, 
breaking down 
the program 
(clustering) and 
practical 
facilitation

Preparation 

Workshop(s) to 
map pathways

Review and 
revise the model 
with 
stakeholders

Development 
and upkeep

Build logic 
framework, 
choose methods 
and create 
indicators 

Use for 
evaluation



Clustering 
oBreaking down the intervention, program or 
policy is key in making sure the ToC is able 
to be made 

oClustering allows work session attendees 
to think about the different aspects of the 
project and not be distracted by other 
activities going on 



Clustering: mental health reform 

Building, maintaining and 
sustaining inter-sectoral 
collaboration/ network

Governance structures for mental 
health 

Capacity building  

Services development and/ or 
transformation

Data collection, monitoring 
and evaluation 

Recovery and social inclusion

Community participation 
and engagement



The ToC should be 
co-created! 
-Ensures there is ownership over 
the intervention at hand and also 
the evaluation process

-Validates the method as those 
involved know the most about the 
context and the approach

-Upskills and provides a tool for 
story telling for scale up 



Workshop time

Online or in-person 

Interactive 

Feeding back



Who should be invited to develop a ToC?



Join at slido.com
#3012329

The Slido app must be installed on every computer you’re presenting from

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design


What is the overall impact of 
PROMENS?

The Slido app must be installed on every computer you’re presenting from

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design


What do you hope to achieve as part of 
PROMENS?

The Slido app must be installed on every computer you’re presenting from

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design


How do we want to achieve this? 

The Slido app must be installed on every computer you’re presenting from

https://www.slido.com/powerpoint-polling?utm_source=powerpoint&utm_medium=placeholder-slide
https://www.slido.com/support/ppi/how-to-change-the-design


BUT BETTER



You have a model, now 
what?!



Using the ToC as 
an implementation 
framwork
- Continue to consistently review 
the ToC with the stakeholders

- Update the ToC along the 
implementation journey; 
documenting along the way

- Use the ToC to tell the story of 
proposed implementation 



Risk analysis 



ToC narrative
It describes how and why a program is expected to create change, walking the reader through 

the logic behind the program’s activities, outputs, outcomes, and long-term impact.

“Ultimately, EU-PROMENS lays the foundations for a Europe where mental health is supported 
not only in clinics, but everywhere people live, learn, work, and recover. It strengthens the 
workforce, dissolves silos, and equips communities to promote wellbeing in a proactive, 

sustainable way by organising training and exchanges for professionals.

By the end of the project, Europe will have a more resilient, better-prepared, genuinely 
interconnected mental health ecosystem capable of delivering real, long-lasting change for 

millions of people.”



What about using the ToC 
for evaluation?



Using the ToC as an evaluation framwork



Using the ToC as an evaluation framwork



Final thoughts and 
recap

• Developing a ToC is a collaborative and 
ongoing process – it takes time

• The ToC should be developed using the 
words of those involved – this is good for 
ownership and understanding

• Don’t be afraid to be creative and 
interactive when developing a ToC

• Make life easier with clustering and using 
an indicator glossary 

• Using the ToC as both the implementation 
and evaluation framework can save time –
if not, be aware of overlap with other 
frameworks being used 

JA ImpleMENTAL - Evaluation – YouTube <- click on link to video

https://www.youtube.com/playlist?list=PLpYw5MkhuWxIp_jKf8XXk7e1bVCFmc8VZ
https://www.youtube.com/playlist?list=PLpYw5MkhuWxIp_jKf8XXk7e1bVCFmc8VZ
https://www.youtube.com/playlist?list=PLpYw5MkhuWxIp_jKf8XXk7e1bVCFmc8VZ
https://www.youtube.com/playlist?list=PLpYw5MkhuWxIp_jKf8XXk7e1bVCFmc8VZ
https://www.youtube.com/playlist?list=PLpYw5MkhuWxIp_jKf8XXk7e1bVCFmc8VZ
https://www.youtube.com/playlist?list=PLpYw5MkhuWxIp_jKf8XXk7e1bVCFmc8VZ


Kumu
Accumulation of pathways!



Over to you
- Using the worksheet in front of 

you, fill it in according to a 
program, intervention or policy 

- If you cant think of one right 
now, do it for PROMENS 



Worksheet
On the following pages you will find 
the worksheet from the workshop.
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Using the Theory of Change for implementation and 
evaluation in the field of mental health 
 

Current Context 

(Brief description of current situation, problem at hand or environment) 

 

 

 

Program, intervention or policy name: 

 

Purpose of ToC: 

• ☐ Implementation 

• ☐ Evaluation 

• ☐ Both 

 

1. ToC Workshop Participants 

Who should attend? (staff, people with lived experience, partners, funders) 
      

 

2. Program Clusters: are there ready-made themes or will the program need to be clustered? 
      

 

3. Impact Statement – The long-term change (or dream) you want to see: 

 

 

 

 

 



4. Outcomes → Outputs → Activities 

Outcome 1: 

 

Outputs (up to 3) 

Output Description 

1  

2  

3  

Activities 

 

 

Outcome 2: 

 

Outputs (up to 3) 

Output Description 

1  

2  

3  

Activities 
    

 

5. Inputs  

Type Resources required 

Staff  

Funding  

Materials  



Training  

Partnerships  

 

6. Assumptions: what needs to be true for the program to succeed? 
    

 

7. Risks: potential threats or barriers 

The risk How it can be mitigated  

  

  

  

  
 

8. Model 
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