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1	 The purpose of this guide
This guide provides information to communities 
in the Stronger Communities for Children 
(SCfC) Program about measuring local change, 
which is sometimes called impact assessment. 
It explains what is involved in the work and 
how the Ninti One works with communities 
to strengthen their capacity to measure the 
difference that SCfC activities are making.

The content of this guide is adapted from 
a process developed by Steve Fisher of 
Community Works, a partner organisation 
of Ninti One. The model was first used at 
Minyerri on a project supported through the 
Communities for Children Program and The 
Smith Family, implemented by Enterprise 
Learning Projects with the people of Minyerri 
Arts Centre.

2	 Why measure change
In SCfC, communities make choices  
about activities to support using funds  
provided by the Commonwealth Government. 
Local Community Boards (LCBs) for SCfC 
invest their time and use their knowledge 
and experience to try to improve services and 
activities for families and so that children can 
get the best start in life. They make decisions 
that reflect the choices they feel are best for 
the community.

But how do they know whether the choices 
made are the best ones? They need to be able 
to work out what difference new activities and 
services have made in the community and for 
the individuals using them. The methods used 
to achieve this are sometimes called evaluation 
or impact assessment. In SCfC we prefer to 
talk about measuring local change because  
it is easier for everyone to understand what  
that means.

3	 Our approach to  
measuring local change
In the SCfC Program, we are all working to 
achieve outcomes for children and families.  
So, the best starting point for measuring 
change is to describe those outcomes. 
 Let’s take the example of healthy eating.  
A Local Community Board might decide to  
fund a course for parents in cooking healthy 
food, so they are more skilled at preparing 
meals for the family.

This outcome will fall under one of the 
priorities in the Local Community 
Plan, which in this case might 
be called ‘More children to eat 
healthy food’. So this becomes 
our outcome; more children 
eating healthier food. The 
way we want to achieve the 
outcome is by parents learning 
how to cook better food 
through a training program.
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Before we start the services or activities, we should work out what are the precise changes we  
want to measure, based on each outcome. Then we can decide how to collect information to  
measure the change. So, if we go back to the example of healthy food, we can prepare a  
Framework for Measuring Local Change, which is basically a table, to help us work out these details.

OUTCOMES

Desired difference to be 
made in the community

MEASURES
(Sometimes called 
indicators)

Intended change, with 
a measurable numerical 
target included

METHOD OF MEASUREMENT

Method and type of information 
to be collected

MEASURES 

Number of children 
eating healthy food

METHOD OF MEASUREMENT

Survey families to count the 
number of children who are 
eating healthy food

Example: Healthy eating 

OUTCOMES 

More children  
eat healthy food

In reading the framework above, it is important to note that the wording of the outcome has a big effect 
on the measures used. In this example, the Local Community Board has said they want to see more 
children eating healthy food. So, strictly speaking, this is what should be measured; how many children 
are eating healthy food.
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But it could be that other information about this subject is going to provide a better measure of change 
in the community, like the kinds of food children are eating, changes in their knowledge of healthy 
food and the improved skills and knowledge of parents who went on the training program. So, other 
measures could be included, like the ones below.

OUTCOMES 

More children  
eat healthy food

MEASURES 

•	Number of children  
eating healthy food

•	Knowledge of children 
about healthy food

•	Types of food consumed

•	Skills and knowledge 
of parents on preparing 
healthy food

METHOD OF MEASUREMENT

Survey families about the 
changes in their knowledge and 
consumption of healthy food

Example: Healthy eating

In each case above, the measures need to have 
a numerical measures, such as a number or a 
percentage change. We have not included them 
above to avoid making it too complicated too 
early in this guide. The next version below, in 
Section 4.3., includes numerical measures.

In preparing the framework, the LCB might 
learn that there is other information that would 
help them measure change in the community. 
If they plan to survey families, then it is not 
difficult to add a small number of questions that 
produce that information. Better knowledge of 
change helps the LCB to understand what is 
happening due to the choices they are making 
about the use of SCfC funds. Then they can 
make the same or different choices in the 
future, depending on what they learn from 
measuring local change.

One more point to make here is that it is fine 
for the LCB to change the wording of their 
outcomes if preparing the framework makes 
them think differently. In the example above, 
the original wording was ‘More children eat 
healthy food’. The LCB might choose to change 
it to say ‘Families and children have better 
knowledge about healthy food and consume 
more healthy food’. Or they could choose 
different words.

One benefit of preparing the framework is 
that it encourages us to think more deeply 
about what SCfC is trying to achieve in the 
community and to make improvements.
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4	 Preparing for measuring local change

•	A room in which to meet, prepare, practise and 
keep materials and information. There should be 
tables and chairs available in the room

•	Butcher’s paper, sticky tape and marker pens

•	Copies of the Local Community Plan for SCfC

•	Someone who 
understands the 
process and can 
help the team do the 
work. We will call 
them the Facilitator 
and they could be 
from Ninti One or 
from the Facilitating 
Partner organisation 
or someone else, 
like a university 
researcher.

4.1	 Getting organised

Actually measuring change involves collecting 
information. We have learned that it works  
best if collecting information is managed like  
a small project over 2-3 days, so that all the 
surveys and other information can be done  
in a consistent way.

For it to work well, the collection of  
information requires:

•	A team of at least four local people from the 
community, evenly divided between women 
and men

Ideally, copies of the Framework for Measuring 
Local Change should also be available. This 
work should not be left to the team to prepare 
because it needs the LCB to be happy with the 
framework before the information is collected.

In thinking about who should be in the team, 
we have found that some local people are 
especially attracted to this kind of work. It 
could be that they have an interest in how the 
community works, its history and its future, or if 
they have particular knowledge or interest in the 
subjects being surveyed, like ranger work  
or food.

For the purposes of this guide, we will call the 
team the Measuring Local Change Team or 
MLC Team. It is easier to talk about a survey 
team, but this is not the best term to use 
because the framework might not require 
surveys. It could be that interviews and focus 
groups are going to be used to collect the 
information and not surveys, for example.
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4.2	Taking an overview of the subject

Once the team is together, they need to 
think about the subject and get a feel for the 
information to be collected.

As a first step, we recommend everyone having 
a copy of the Framework for Measuring Local 
Change. The Facilitator will take them through 
it, describe how it works and answer any 
questions. It will be important that everyone 
understands how the framework links to the 
Local Community Plan. In other words, they will 
need to see how the priorities for SCfC in the 
community are connected to the framework 
and therefore to the information being collected.

A second step is for the subject to be discussed 
on which data is to be collected by the MLC 
Team. Let’s assume the subject is parenting 
skills. The team will need to talk about that 
subject, especially in the context of what 
has happened relating to parenting in the 
community over its history. One approach to 
doing this that we find very useful is called the 
River of Time exercise.

The River of Time is a group activity to prepare 
a historical timeline. The timeline is draw as 
a river on a set of butcher’s paper sheets 
taped together on a long table. Everyone 
present is given pens and asked to draw the 
key events using stick figures to represent 
the people involved, logos of organisations, 
names of individuals, programs, buildings and 
other places and the various changes that had 
happened over time. In remembering recent 
history, lots of discussion is needed to make 
sure the details and the sequence of events  
is accurate.

If a River of Time is drawn for the example 
of parenting skills, then it might include the 
opening of a childcare centre or kindergarten, 
people in the community who ran activities on 
this subject, the work that committees might 
have done to support parents, nurses and 
midwives, health checks, bush trips and really 
anything that people remember that relates to 
help parents to be good at looking after  
their children.

The Facilitator should help the team discuss the 
final drawing of the River of Time, talk about 
any areas that are uncertain and add or change 
details. The purpose is to share knowledge of 
the subject between everyone in the room,  
so they have a good historical knowledge 
before starting to collect information out in  
the community.

Finally, they should talk about this overview of 
the subject in the context of SCfC. The LCB 
has decided to invest in services or activities to 
improve the situation in an area like parenting 
skills. So it is important that the MLC Team 
understands both the history and how the LCB 
sees positive changes happening in the future, 
especially through SCfC.
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4.3	Defining the questions

This is where we start to work on the methods themselves, which is the column on the right-hand 
side of the Framework for Measuring Local Change. Usually, methods for collecting information in the 
community include one or more of the following:

1 	� Surveys, using forms with 
between 5 and 10 standard 
questions

2 	� Interviews, using a 
small number of open 
questions to encourage 
a conversation with a 
person in the community. 
These interviews could be 
recorded using video or 
voice recorders, with the 
permission of the person 
being interviewed

3 	� Focus groups, which are 
like interviews with a group 
of people in which the 
interviewer encourages the 
group to discuss key topics 
with each other, to arrive at 
new insights

4 	� Third-party numerical 
information, which 
refers to information 
from organisations in the 
community. For example, 
trends in sales of fruit and 
vegetables from the store 
would tell us something 
about changes in healthy 
eating patterns.

The first three methods above require the MLC Team to use questions that they put to people. 
The responses are the information that we collect to help us measure change.
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We have found that the best way to work out questions is to start with the Framework for  
Measuring Change. Below is an example based on SCfC activities designed to help children  
know the history and understand the culture of the place in which they live. 

OUTCOME 

After the SCfC activities are completed, children are more knowledgeable and more connected to the 
history and culture of the community

MEASURE 20% of 
children 
have a better 
connection 
to the history 
and culture 
of the 
community

20% of 
children will 
know more 
about the 
country in 
which they 
live

30% of 
parents will 
say that 
children 
have greater 
interest in 
local stories 
and places

30% of older 
people will 
say that they 
are talking 
more about 
culture with 
children and 
that children 
are interested

20% of families 
will say they 
feel better 
connected 
to their 
community

GROUP TO  
BE SURVEYED

Children Children Parents Elders Families

SAMPLE 
INTERVIEW 
QUESTIONS

What have 
you learned 
about the 
community 
that you didn’t 
know before?

How do the 
bush activities 
help you?

What have 
you noticed 
about the 
children and 
their interest 
in local stories 
and places?

When did 
you last 
talk to kids 
about culture 
and what 
happened?

Tell us 
about your 
connection to 
the community 
and whether it 
has changed 
recently?

The idea here is to discuss with the team each 
of the measures and to arrive at wording for 
suitable questions to ask. In this case, the 
questions are designed for interviews (and 
could be used for focus groups, too). They are 
open-ended and encourage conversation. For 
surveys, questions should be more closed so 
that the survey is shorter, has potentially more 
questions and the results can be compared 
more easily. A full description of the types of 
questions and the ways they are used is beyond 
the scope of this guide. Short videos explaining 
the methods are available for viewing on the 
Ninti One website.

An important consideration is ethical practice in 
conducting surveys, interviews, focus groups 
and other work to find out information about 
people’s experiences with SCfC activities. 
Making sure that participants provide consent 
to be involved and that they fully understand 
the way the information is to be used is vital to 
good practice. We recommend that a consent 
form is prepared along with an information 
sheet for people who participate. Ninti One 
provides advice on this subject.
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4.4	Practising the methods

Before going out into the community to collect 
information, the MLC Team should practice 
asking the questions and getting feedback  
from each other and the Facilitator on how  
to improve.

Often, information will be collected through 
individual interviews. This is the method we 
will describe here. Conducting a face-to-face 
interview is the hardest part of collecting 
information for people new to the subject. We 
suggest semi-structured interviews based 
around topics are used. Question should be 
open-ended to encourage interviewees to talk 
about their experience of the SCfC activities. 
This takes practice. It is important for the 
survey team to spend time practicing asking 
questions and conducting surveys, especially:

•	How to start the interview

•	How to ask the questions in a  
conversational way

•	The use of open-ended questions that 
encourage people to say what they think 
instead of providing only a yes or no response

•	Ways to pursue a subject that the interviewee 
raises, in order to gain more information 
(example: ‘Can you tell me more about that. 
Why did you think that way?’)

Usually, we find that the work required for 
this part of the guide, which includes getting 
organised, taking an overview of the subject, 
defining the questions and practising the 
methods can take the whole of the first day.
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5	 Collecting information in practice
For the information collected to be meaningful, 
a large-enough group of participants 
(sometimes called a sample) should be 
included. A guideline we recommend using is 
to start by aiming for a minimum of 10% of the 
total number of people affected by the project 
or activity to participate. However, if the total 
is ten people, 10% would be one person, so 
asking 50% or even all the people to participate 
in surveys or interviews would be feasible and 
generate more information.

On the other hand, if the total number of people 
affected in some way by the project is 2,000, 
then 10% would be 200. Maybe this is too 
many people to manage with a small team and 
so it would make sense to reduce the number 
to 50 or 100. In this situation, the aim must be 
to involve as many as possible but making  
sure the work can be carried out in the  
time available.

Care should also be taken to ensure that 
the people interviewed or surveyed are a 
representative cross-section of the population 
affected by the project. It can be too easy to 
leave out people who are hard to reach. If we 
do miss them, then the information we collect 
could also be missing some important parts. 
The measurement needs to be as accurate  
and effective as possible.

The way the pattern of work usually goes on 
this day, which is probably the second day, 
is that members of the team go out to do 
interviews, conduct focus groups or do surveys. 
They return with results from their work every 
1-2 hours, with all the materials they bring back 
kept on the table in the room the team is using, 
ready to be analysed later. It might be good 
for the team to have lunch or refreshments 
together, 2-3 times during the day, so they can 
talk about how the work is going.

Another good way to manage this part of 
the work is for the findings of the interviews, 
surveys or focus groups to be immediately 
written in summary form on butcher’s paper 
on the wall of the room, as soon as they are 
completed. Collecting all the information on 
the wall (or on a table) is a good move because 
then everyone can see the content growing as 
more work is done.

The interviews might take 1-2 days to complete, 
depending on how many are planned. A typical 
target might be to complete 20-30 interviews 
or surveys each day, depending on the subject, 
the size of the team and how spread out the 
community is, meaning how much time is 
needed to move around.

Once the team is ready to start the actual  
work of collecting information, they need to 
take four steps:

1 	� Identify who to approach to be involved as an 
interviewee, survey respondent or participant 
in a focus group. For simplicity, we will use the 
word participants for all people involved

2 	� Approach and seek the person’s consent  
to participate

3 	� Find suitable locations to do the work. A focus 
group will require a different space to a survey 
or an individual interview

4 	� Divide up the work between the MLC Team 
members so everyone has a clear set of tasks 
to do.

If possible, we have often found that asking 
one member of the team to do all the work for 
one set of questions or one measure is best. 
The reason is that it ensures a higher level of 
consistency in the way questions are asked 
compared to sharing the same work between 
the whole team. So, for example, one male 
team member might be the person who does 
all the interviews with elders on 3-4 measures 
while a female member talks to parents about 
the same or different measures.
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6	 Working out what the information is telling us
This stage of the process is where the analysis 
or interpretation of the information takes place. 
It is where we discuss what the information we 
have collected is telling us.

A good way to do this work is to use headings 
to organise the thoughts and insights the team 
gains from looking at the information written on 
the sheets. Useful headings to use are:

•	Key messages – The main points that stand out

•	Trends – Responses that appear from more 
several people (or 2-3 people if the total 
number of participants is small)

•	Ideas – What people are saying that is new  
or different.

•	Exceptions – What is missing or that people 
have not mentioned in their responses.
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The team should write a page for each of 
the headings above, which represents their 
collective view for each category. Ideally, 
percentage or numerical measures should be 
included to show how strong the findings are. 
Examples might be:

•	8 out of 10 people said their parenting skills had 
improved and they could tell us how

•	90% of children said they learned something 
new about culture

•	Half the participants wanted to practise cooking 
skills more in the future.

Going back to look at the measures in the 
framework for measuring local change is 
important because they usually include 
numerical measures. Those number are what 
we need to use to measure change.

Often, the key messages are the most difficult 
part because many comments are made in the 
interviews and it can be hard to make those into 
single statements.

It is also worth noting points that people 
interviewed do not make, especially if were 
expecting them to do so. For example, if one 
aspect of an SCfC program is really important, 
like a training course or an event, but nobody 
mentions it, then we learn something about the 
impact of that part of the program.

It is important to remember that the responses 
show what the community is valuing or noticing 
most and gives some guidance for how the 
activities could be designed and promoted in 
the future to maximise their positive impact in 
the community.
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7	 Arriving at an overall summary measure of change

The final stage of the process is to produce a 
single diagram that summarises the analysis we 
have done. This is sometimes called a summary 
of the impact of the project. Producing a 
report is also an option and may be needed, 
but it is much easier to share a diagram with 
other people like committees and the Local 
Community Board.

A typical drawing to use is a mind map that 
shows each of the four categories of analysis.  
A typical diagram is presented below.

NOT 
MENTIONED 
Out of school 
activities
Communicating 
with the 
community

KEY MESSAGES 

IDEAS 
Women’s 
music & 
recording 
group 
Make a CD
Instruments
New songs

Community
Music Program

Impact  
Assessment

May 2017

TRENDS 
Older people interested 
in traditional music like 
Didgeridoo but like 
new music
Young people 
interested in Rap,  
Beat Box, & technology

Rap
Dancing
Beat Box
Technology
Both ways 
music
Become 
famous

Get away from 
bad things

Feelings
Pride
Love
Freedom

Learning
Two-way
Old – Young
New skills

Different
Learning
Opportunity

Focus
Thinking
Concentrating

Family & Friends
Involvement
Together

IMPACT 
Two-way Learning opportunity
Stronger connection to culture
Happy families – increased 
sense of pride in local men

Participation for the period  
January 2017 to May 2017 
CD Group: 13
Jammers: 10-15
Watchers: 70-80
Population of Gunbalanya: 1174
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A colourful and community-friendly version 
is best. Visual representations of complex 
subjects are very important in communicating 
across a population with varied reading skills. 
But the challenge is to make the visual device, 
such as a mind map, include enough precise 
and accurate information. In other words, it 
needs to be both effective as a tool and simple 
without being simplistic or cutting corners in 
presenting the information.

Once this diagram is completed, the team 
should then discuss the main points that have 
arisen. These may be statements that reflect 
the view of the group on the change achieved 
through the SCfC activities so far. For example:

•	The school holiday activities and the cooking 
program are making a difference

•	Progress has been made towards all five aims of 
the activities in the framework

•	It is clear what work needs to be done to 
improve some activities

•	We need to get more people involved in the 
parenting program.

With this summary, we arrive at a set of 
measurements on the impact of a program or a 
project to date. These can be used by the LCB 
to work out what is being achieved, what works 
best and which choices to make with the next 
funding they have available.
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