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Welcome!



IMPACT Measures Tool®

IMPACT: Integrated Measurement, Program Assessment, 
and Collaboration Tools

“A free database of early childhood & parenting measures”

• Search, compare, access measures scored on four key 

dimensions.

• Find high-quality measures that work for different 

communities and contexts.

• Learn about measurement with educational resources.



IMPACT Measures Tool®

https://ecmeasures.instituteforchildsuccess.org/



Agenda
• IDEAS Impact Framework
• Theory of Change

• Strategies, Targets, Outcomes
• Case example: Brainy Babies

• Applied Exercise
• Q&A



IDEAS Impact Framework

• A framework for early childhood innovators

• Housed at Harvard's Center on the Developing Child

• Much of today’s Theory of Change information is based on the Framework

• Free toolkit on the IDEAS Impact Framework here:

https://ideas.developingchild.harvard.edu/

https://ideas.developingchild.harvard.edu/


What do these words mean to you?

For all of these definitions, you need a theory of change!

Evidence Measurement Evaluation



What is a Theory of Change?

• A Theory of Change (TOC) is a detailed set of beliefs or hypotheses 
about specific observable changes that you expect to result from 
your program or policy

• Made up of Strategies, Targets, Outcomes, and Moderators

• Focus on program impact, not organizational impact



The Status Quo: Complex Models



Theory of Change

MODERATORS

STRATEGIES
Program actions

TARGETS
Knowledge, skills, etc., directly 
targeted by program strategies

OUTCOMES
System, Community, 

Organization, Individual



STRATEGIES
OUTCOMESTARGETS



Program Strategies
• Program strategies are the actions your program takes to achieve desired changes.



Strategies

• Are the actions taken by the program.

• Can be person-based, place-based, technological, or other types 
of actions.

• Are described in the program materials.

• Are important for documenting the program’s fidelity.

• Move us from asking “does it work” to “what about it works?”



Example TOC: 
Brainy Babies at BPL



Program Targets

|

• Program targets are the skills, behaviors, beliefs, attitudes, and/or knowledge that 
the program strategies are directly aimed at changing in caregivers, children, and/or 
dyads.

MODERATORS

STRATEGIES TARGETS OUTCOMES



Targets…

• Are directly targeted by program strategies.

• Typically link to activities and ideas described in program materials.

• Are things you would expect to see immediate and large impacts on.

• Are important for confirming the intervention strategy’s “active 
ingredients.”

• Move us from asking “does it work” to “how does it work?”



Example TOC: Brainy Babies at BPL
STRATEGIES

Program actions

• Implement a 1-hour story 
time

• Model early literacy 
practices and other brain-
building techniques

• Provide early literacy and 
brain-building tips

• Provide opportunities for 
caregivers to share and 
reflect

• Facilitate open play time

• Connect families to 
accessible community 
resources 

TARGETS
Knowledge, skills, etc., directly targeted by program 

strategies

Caregiver:
Increased awareness of
• early literacy practices and 

positive parenting techniques
• programs & services in the 

library and community
• parent support and wellness 

techniques
• Increased social engagement 

with other caregivers

Child:
• Increased engagement in 

Brainy Babies activities & 
routine



Program Outcomes

|

• Outcomes are the changes that the program hopes to ultimately impact in caregivers, 
children, and/or the dyad.

MODERATORS

STRATEGIES TARGETS OUTCOMES



Outcomes…
• May encompass both short-term and long-term outcomes.

• Are meaningful changes in functioning.

• Are important in and of themselves—they are not just a step toward 
another, more important goal. 

• Result from changes in program targets and/or downstream impact of 
other outcomes.



Example TOC: Brainy Babies at BPL
STRATEGIES

Program actions

• Implement a 1-hour story 
time

• Model early literacy 
practices and other brain-
building techniques

• Provide early literacy and 
brain-building tips

• Provide opportunities for 
caregivers to share and 
reflect

• Facilitate open play time

• Connect families to 
accessible community 
resources 

TARGETS
Knowledge, skills, etc., directly 
targeted by program strategies

Caregiver: 
• Increased awareness & use of 

early literacy practices and 
positive parenting techniques

• Increased awareness of 
programs & services in the 
library and community

• Increased knowledge of 
parent support and wellness 
techniques

• Increased social engagement 
with other caregivers

Child:
• Increased engagement in 

Brainy Babies activities & 
routine

OUTCOMES
System, Community, 

Organization, Individual

Caregiver:
Increased regular use of
• early literacy practices 

and positive parenting 
techniques

• Library and community 
programs & services 

• Reduced parenting 
stress and feelings 
of isolation

Child:
Increased
• language and literacy 

skills
• social skills



Program Moderators 

|

• Moderators are person- or place-based factors that a project team hypothesizes could 
affect which participants benefit more from a program and which participants benefit 
less or not at all.

MODERATORS

STRATEGIES TARGETS OUTCOMES



Moderators…
• Help us identify who benefits most from an intervention—to inform scaling.

• And who benefits least or not at all— to prompt a search for new ideas.

• Help explain individual differences in response to a program.

• Move us from the question “does it work?” to “for whom does it work or not 
work?” 





|

• Are our program strategies feasible and acceptable?

• Do our program strategies result in expected changes in our program targets? 

• Do our program strategies result in expected changes in outcomes? 

• Do changes in our program targets predict expected changes in outcomes? 

• Do the moderators we identified help explain who benefits most and 
who benefits least? 

How do you use a TOC?





Practice Theory of Change

• Example: A struggling pizza restaurant is trying to make a comeback



Practice Identifying Strategies
STRATEGIES

Program actions
TARGETS

Knowledge, skills, etc., directly 
targeted by program strategies

OUTCOMES
System, Community, Organization, 

Individual

MODERATORS

↑ Pizza sales

↑ Profit $$$

Community 
knowledge and 
awareness of the 
pizza restaurant

Belief that the 
restaurant's pizza is 
high-quality

↑
Advertising:
• Run radio 

commercials 
• Hand out flyers in the 

community
• Spin signs on the 

corner

Quality Improvement:
• Source fresher, all-

organic ingredients
• Develop a new 

dough recipe

↑ ??

?



Complete Pizza TOC
STRATEGIES

Program actions
TARGETS

Knowledge, skills, etc., directly 
targeted by program strategies

OUTCOMES
System, Community, Organization, 

Individual

MODERATORS

↑ Pizza sales

↑ Profit $$$

Community 
knowledge and 
awareness of the 
pizza restaurant

Belief that the 
restaurant's pizza is 
high-quality

↑

Potential customers: Age, income, location of home/work

Advertising:
• Run radio 

commercials 
• Hand out flyers in the 

community
• Spin signs on the 

corner

Quality Improvement:
• Source fresher, all-

organic ingredients
• Develop a new 

dough recipe

↑



“We value 
what we measure, 
and we measure 
what we value.”

“We value 
what we measure, 
and we measure 
what we value.”



Connect With Us!

Visit the IMPACT Measures Tool website at: 
https://ecmeasures.instituteforchildsuccess.org/

Join our mailing list to receive updates: 
https://ecmeasures.instituteforchildsuccess.org/join

Email us at:    
ecprism@instituteforchildsuccess.org

Find us on social media @ec_prism

https://ecmeasures.instituteforchildsuccess.org/
https://ecmeasures.instituteforchildsuccess.org/join
mailto:ecprism@instituteforchildsuccess.org


Thank you for all you do!

Please 
complete
our brief
survey!
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