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Culture change can be complex and difficult to sustain and evaluate. This workbook helps break down that complexity into six manageable, transparent steps, while promoting reflective practice, collaboration, and accountability throughout the process.

This workbook was created jointly by the University of Aberdeen’s Research Cultures and Development Team (https://www.abdn.ac.uk/research/cultures/) and Evaluation Support Scotland (www.evaluationsupportscotland.org.uk). It brings together practical experience of supporting culture change in higher education with Evaluation Support Scotland’s expertise in evaluation, learning, and evidence-informed practice. We hope it will support reflective practice, build confidence in planning and evaluation, and encourage more open sharing of learning across the sector.
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Creating meaningful and sustainable culture change is complex work. It rarely follows a straight line and often involves navigating uncertainty, relationships, and competing priorities. Sometimes this work is led by an individual; often it is shaped and delivered by teams of people working together. Working with others can make this work more manageable, by sharing perspectives, spreading responsibility, and creating space for reflection and learning. This workbook works best when used collaboratively, but it can also be used by individuals leading change initiatives. It is for anyone who is working to create positive and sustainable culture change. For example:
· Academic or professional services teams with strategic responsibility for leading local or institutional culture change initiatives
· Research culture or EDI leads with responsibility for shaping and coordinating change at local or institutional level
· Teams or individuals responsible for assessing the impact of change initiatives
It can help you plan, carry out and learn from your initiatives, in collaboration with others. It is designed to help you plan and take purposeful, evidence-informed action that leads to meaningful and sustainable changes, promoting a culture of reflective practice and shared learning. You can use the workbook: 
· Before - to develop and plan new culture change initiatives 
· During - to evaluate and refine activities already underway 
· After - to reflect on, document and share lessons learned 
It is designed to be a living document which you revisit and update as your change process evolves. You don’t need to complete it all at once and it doesn’t need to be perfect - just useful. We strongly recommend you get at least as far as developing your Evaluation Plan before carrying out your initiative.
By completing each of the steps in this workbook you will be in a strong position to report on your initiative. You will have clear statements to draw on about the problem you wanted to solve, how you went about it, what worked well, what didn’t, how successful you have been and how you know. You will also be able to share your learning with others, ensuring they don’t have to reinvent the wheel.


ACTION for culture change
Culture change requires a strategic approach and careful planning; it requires ACTION. This workbook breaks down the process of planning and delivering culture change into six clear steps. Working through them in order helps you build a coherent, evidence-informed approach from identifying the need to evaluating what difference you are making. By planning in this way and evaluating as you go (rather than just at the end), you will be in a better position to adapt your activities if you are not achieving your outcomes. 
 [image: This diagram shows an acrostic based on the word action. Step 1 is A for Assess the need for change. Step 2 is C for Clarify your intended impact. Step 3 is T for Transform the situation by setting clear outcomes. Step 4 is I for Identify activities to achieve your outcomes. Step 5 is O for Organise your approach to evaluation. Lastly, Step 6 is N for Note and share your progress and learning.]
	NB: 	If you are starting a new initiative, we strongly recommend you don’t carry out any of your activities until you have completed Step 5 - Organise your approach to evaluation and therefore created your Evaluation Plan. You need to think through how and when you will collect your evidence from the start. If you only think about it at the end, it may well be too late to gather a lot of the evidence you would like to have.
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First you need to identify the problem you want to solve and express this concisely in a needs statement. This statement should not only describe what the problem is, but also why it matters. 
When drafting your needs statement, you might consider: 
· What aspect of the current culture, behaviour, or experience is not working well?
· Who is most affected by this problem?
· What evidence suggests this is a meaningful or pressing issue?
· What might happen if the problem is not addressed?
Your statement should be short, clearly expressed, and focused on the issue itself - not on the solutions or activities you might undertake.
Example needs statement
“Early-career researchers have reported uneven access to development opportunities, creating inequities that are beginning to affect confidence and progression.”
Why this works
· Clear problem: Identifies uneven access to development opportunities.
· Affected group: Specifies early-career researchers.
· Evidence-informed: Signals that the issue is based on reported experiences.
· Implied urgency: Suggests the problem is already having consequences.
· Concise: Expresses the core need in a single sentence. 
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What is the current situation? Why is it problematic?  1.1


Write your concise needs statement in the box below. You can refine this later.
	[bookmark: _Hlk210047466]The need

	



How do you know this change is needed? 1.2


Reflect on and record the different pieces of formal and informal evidence that have prompted you to identify this need for change, including how strong the need for change appears to be. If the need you have identified is particularly relevant to a specific group, it would be good to talk to them and involve them in articulating the need. You should also think about whether you have sufficient evidence to justify a change initiative and what to do if not; for example, you might want to look for more evidence, consider re-thinking your initiative or decide that there is not enough to justify taking this initiative any further. 
	Evidence for the need
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The intended impact of your work explains what you want things to be like in the future. It reflects the broader, long-term change you hope to contribute to – the positive shift in culture, behaviour, or experience that would show the underlying problem has improved. This is a bigger-picture change that your initiative can support, but cannot deliver on its own, and it is not something your evaluation should try to measure directly. 
When drafting your impact statement, you might consider:
· If this initiative worked as intended, what would the culture, behaviour, or experience look or feel like?
· What would show that the problem identified in 1.1 is getting better?
· Who would notice the improvement first or most strongly?
Your impact statement should be short (ideally one sentence), focus on what things will be like, and be clear about who it will benefit.
Example impact statement
“A research culture in which early-career staff experience fair access to development opportunities and feel supported to progress in their roles.”
Why this works
· Shows what improvement looks like: Gives a clear picture of how the culture will be better.
· Identifies who will benefit: Specifies the group whose experience is expected to improve.
· Connects to the problem: Directly responds to the issue identified earlier in Step 1.
· Keeps things flexible: Sets direction without committing to a single solution. 
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Write your impact statement in the box below.
	Your intended impact

	



Notes2.2


Use the space below to record any reflections on how you reached the impact statement above. For example, did you consult with anyone? As in step 1, talking to people who will be affected by the change will help you articulate what the impact should be. It might even change how you understand the need that you expressed in 1.1; if so, you can go back and change the need statement 1.1 now and use the box below to describe how and why you changed this. 
	Notes and reflections
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Outcomes are a way of describing the change or difference you intend to make as you progress toward your long-term impact. Don’t have too many – somewhere between two and five is usually plenty. Each outcome should be simple and only about one thing. Include who is changing, what is changing and how it is changing / the direction of change. 
Example outcome
“Early-career researchers have a better understanding of the sources of support that are available to them.” 
Why this works
It conveys the three key aspects of: 
· who is changing = early-career researchers
· what is changing = their understanding of the sources of support that are available to them
· how it is changing / the direction of change = it’s getting better, it’s improving
Don’t include your activities (i.e. what you’re going to do to make the change happen) in your outcomes. We will think about that later. You can’t work out what you need to do until you are clear about what you want to achieve. 
As you shape your outcomes, think about anything that might make them hard to achieve. These are your barriers – factors that could slow progress, limit engagement, or make change more difficult. You will have space to note these in Step 3.2. Identifying potential barriers early supports realistic planning and will help you decide what activities are needed later.
Check: Each of your outcomes should have a direct link to your Need Statement (1.1). That is, if you achieve this outcome, will you be on your way to solving the problem you identified? If not, you might not have written the most relevant outcome, or you might have left something out of your Need Statement. 
These outcomes will become the focus of how you evaluate your initiative in Step 5. Setting clear outcomes that logically lead to longer-term impact helps you work out:
· what you need to do (your activities) to make change happen
· what you need to measure (your indicators) 
· when you need to measure your indicators to check that you are on track. 
Useful resource: Setting Outcomes

[image: This graphic shows the word action, with the letter T highlighted.]What are your outcomes? 3.1


What two to five smaller changes need to happen so you can progress towards your intended impact? Use the guidance above to help you write clear outcomes with a who, what and how of change. If some outcomes need to be achieved before others, arrange them in order. If possible, you should consider talking to who you have identified that the outcome is for in order to check your outcome is useful and meaningful. Remember to check that each outcome: 
· is only about one thing (the word “and” is often a clue to when you’ve tried to include two outcomes in one)
· includes a change word and a direction of change
· does not include a description of what you plan to do to achieve it (your activities)
	Outcomes 	
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What are the likely barriers to achieving these outcomes? 3.2


Bear in mind the wider context, including organisational history, external pressures, resource constraints and systemic issues. If possible, talking to the people who your outcomes will affect can help you identify barriers that you might otherwise not think of. 
	Potential barrier	
	How might this limit how much change is achievable?
	What can you do to mitigate the impact of this barrier?

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	






[bookmark: _Toc214467069][bookmark: _Toc214462726][bookmark: _Toc214467070][bookmark: _Toc214462731][bookmark: _Toc214467075][bookmark: _Toc214462735][bookmark: _Toc214467079][bookmark: _Toc214462739][bookmark: _Toc214467083][bookmark: _Toc214462743][bookmark: _Toc214467087][bookmark: _Toc214462744][bookmark: _Toc214467088][bookmark: _Toc214462760][bookmark: _Toc214467104][bookmark: _Toc214462763][bookmark: _Toc214467107][bookmark: _Toc214462766][bookmark: _Toc214467110][bookmark: _Toc214462769][bookmark: _Toc214467113][bookmark: _Toc214462770][bookmark: _Toc214467114][bookmark: _Toc214462771][bookmark: _Toc214467115][bookmark: _Toc214462772][bookmark: _Toc214467116][bookmark: _Toc214462773][bookmark: _Toc214467117][bookmark: _Toc214462774][bookmark: _Toc214467118][bookmark: _Toc214467121][image: This graphic shows the word action, with the letter I highlighted.]Identify activities to achieve your outcomesStep 4


Your activities are all the different things you are going to do to tackle the need you have identified (1.1) and achieve your outcomes (3.1). For each outcome, think about what activities could help achieve it. Examples of activities could include: 
· liaising with interested/affected groups
· building relationships
· creating resources
· developing workshops, 
· delivering workshops
· drafting policy documents
It’s quite likely that the same activity could help you achieve more than one of your outcomes. Equally, you may need to do more than one activity to achieve a particular outcome. 
As you come up with ideas for activities, it’s worth bearing in mind any potential barriers you identified (3.2). 
In planning your activities, it is important to think about who they are for and how you will reach them. If an activity is aimed at a specific group of people, talking to them at this stage will not only help with designing an effective activity, but also in ensuring it reaches the right people. 
When selecting activities, consider whether similar initiatives – within your institution or elsewhere – have already been tried, and what you can learn from their successes or challenges. Drawing on existing evidence and experience helps avoid duplication and increases the likelihood that your activities will lead to meaningful change.
As you learn more about what works and what doesn’t, you may find you need to adapt your planned activities to have the best chance of achieving your outcomes. 
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What activities could help you achieve your intended outcomes? 4.1


List your planned activities, explaining how each activity is likely to help you achieve your identified outcomes (3.1). If you are drawing on learning from previous initiatives, are you making any assumptions? For example, is it fair to assume that an activity will work the same for you as it did in a different context (place or time)? 
	Activity	
	How will this activity help you achieve your outcomes? Include any key evidence you have, including learning from other initiatives
	What assumptions are you making about how it will lead to the desired outcomes? 
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Who are your activities for and how will you reach them?4.2


For example, who needs to know about new policies? Who is a new resource or training course intended for?
	Activity	
	Who do you need to reach and why?
	How will you reach them, ensuring accessibility and inclusion?
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How can you ensure the activities will be effective? 4.3


If an activity is designed for a specific group, consider involving representatives of that group in designing and delivering the activity, where possible. They can help you learn how and when you are most likely to be able to reach people, or identify unintended negative consequences that you hadn’t considered. For some activities, it may be that the best people to design and deliver an activity are you and your team, without the need to bring in representatives from affected groups. 
	Activity	
	Who can help you design and deliver the activity?
	When will it happen? When will it start? Is there a defined end date? Or is it open-ended?
	What risks are there? e.g., unintended consequences, external factors
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 What resources are required for each activity and when? 4.4


You need to make sure your plans are realistic: that you can deliver each activity with the resources you have now, and that you can sustain it for as long as it is intended to run. Think about what each activity needs in terms of people, time, money, and institutional support. For example, if an activity has no fixed end point, you might have the resources to start it, but how will you keep it going if funding ends or staff need to take on other responsibilities? 

	Activity	
	What resources are needed and why?
	When and for how long are these resources needed?
	How can these resources be made available at the right time?
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By working through the questions in Steps 1-4, you have devised a Theory of Change: you have considered and recorded how and why your initiative will work. You can use answers from the steps above to create a logic model, which is a clear visual representation of the steps in your change initiative. Sharing this can be a powerful way to demonstrate clarity of purpose and build trust through transparency. 
Useful Resource: An introduction to Theory of Change and Logic Models

	The Need 
	Activities
	Outcomes
	Impact

	The problem that needs to be solved (1.1)
	What you plan to do to achieve our outcomes (4.1)
	The difference you hope your activities will make (3.1)
	The long-term change you are aiming for (2.1)

	
	
	
	

	Assumptions		What (reasonable) assumptions do you know you are making in this model? 	(4.1)

	

	Risks	/ external factors	What risks and barriers might threaten the success of your initiative?		(3.2 and 4.3)
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Evaluation is about finding out what works, for whom and in what circumstances (Pawson and Tilley, 1997[footnoteRef:1]). [1:  Realistic evaluation  Pawson, R. & Tilley, N. (1997). Realistic Evaluation. London: Sage.
] 

This means analysing evidence about the extent to which you are achieving each of your outcomes, and whether some of your activities are making more of a difference than others. The aim is not simply to measure what you are doing (your activities), but instead to evaluate what difference you are making - i.e. to what extent you are achieving your outcomes as a result of carrying out your activities.
Before you start your activities, you need to plan how and when you will collect evidence about your outcomes. If you only think about it at the end, it may be too late. Moreover, by gathering and reviewing your evidence as you go, you will be in a better position see what is and isn’t working, to spot any emerging problems and amend your activities to have a better chance of overall success. 
To be able to fully understand the changes you are making in context, you will probably need to gather both quantitative and qualitative data.
It is important that your evaluation is proportionate, purposeful and – where appropriate – participatory: you should only collect the information needed to assess progress, you should choose methods that can genuinely show whether the desired change is happening, and you should strive to involve those affected by the change both in deciding what to measure and in reflecting on its impact. By taking this approach, you can make sure that your evaluations make sense for the context and people involved. By gathering a range of types of evidence from different sources, you can increase your confidence in your findings. 

Useful resources: 
General guidance on evaluation
Five principles of good evaluation
INORMS SCOPE Framework for research evaluation

[image: This graphic shows the word action, with the letter O highlighted.]
 What indicators do you need to measure? 5.1


[bookmark: _Toc211272264]For each of your outcomes you need to think about what you need to measure to find out if you are being successful – i.e. your indicators. Draw on your common sense, experience, imagination and available research. What kind of things would indicate that change is happening?
Unlike outcomes (which are all about change), it’s helpful if you express your indicators in neutral language. This means that, if appropriate, you can measure them more than once to see the degree of change over time – so you might need a measure early on to provide a baseline from which you can see if things change. For example, indicators often include phrases such as: “amount of…”, “number of…”, “feelings of…”, “knowledge of…”, “ability to…”
You might find that some indicators work for more than one outcome. This reduces how much you have to measure.
Useful resource: Working out what to measure (setting indicators for your outcomes)
	Outcome (3.1)	
	Long-list of possible indicators
Write down as many potential indicators as you can think of for each outcome. Make sure they each have a direct link to the outcome.
	Key indicators 
Choose a few from your long-list to measure routinely. Ones that are particularly important, likely to occur and easy to measure.
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 How will you gather your evidence? 5.2


Next, consider what methods will help you collect evidence for your key indicators. Choose approaches that are proportionate (appropriate in scale and burden), purposeful (clearly linked to what you need to learn), and participatory (involving those affected by the change, where appropriate). For example, these could include surveys, interviews, focus groups, observation, or feedback forms, and consider how often and when each method needs to be used to provide meaningful data.
Useful resource: Designing evidence collection methods
	Key indicator (5.1)	
	Information collection methods. e.g., observation notes, surveys, training feedback
	Why are these good methods for this indicator? What are the limitations of these methods and indicators?
	When and how often should you use these methods?
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 Who will help you interpret your evidence?5.3


Involving people who are affected by, or closely connected to, the initiative helps ensure that the findings are meaningful, contextualised, and trustworthy. 
Before you begin your initiative, consider who should be involved in making sense of the evidence you collect. This could include anyone who experiences the culture you are trying to influence. List one group of people per row in the table below. Think about the specific role they will play – such as sense-checking early findings, offering interpretive insights, or helping identify unintended consequences – and how you will support their involvement. For some initiatives, there may be less need to involve others in your evaluation; you and your team may be best placed to evaluate and interpret the findings, and this can be documented below. 
	Who will be involved? e.g., students, professional services staff, research leaders, partners
	What outcomes or indicators will they help interpret the evidence for? e.g., will they help with all outcomes, or specific ones, or specific indicators?
	How will they contribute to interpreting the evidence? e.g., reviewing emerging findings, providing contextual explanations, identifying practical implications
	How will you support their involvement? e.g., meetings, facilitated sessions, commenting on summaries
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By working through Step 5, you have developed an Evaluation Plan for this initiative. Sharing this plan openly can support learning and accountability. Therefore, we suggest you think about making your evaluation plan available to others. It is important to be transparent so other people can know how you are deciding whether your culture change initiative:
· has been successful or not 
· should be rolled out / sustained. 

	Outcome (3.1)
	Key indicators (5.1)
	Evidence collection method/s (5.2)
	When / how often will evidence be collected? (5.2)

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Who will help interpret the evidence? (5.3)
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By completing steps 1-5 of this workbook, you have planned your initiative, developed a Theory of Change, and created an Evaluation Plan. The next step is to put your activities into practice. Things won’t go exactly according to plan - they never do. You will learn as you go and tweak your plans accordingly. Deciding to stop, pause or tweak activities should not be seen as failure, but as learning, and is an important and expected part of culture change. Capturing the reasons behind these decisions will help you and others learn from your experience. 
Use the table (6.1) on the next page to log what happens after you launch your initiative. It is important to capture what you do, your thoughts and what you learn at the time, otherwise it’s all too easy to forget why you decided to change your plans and that makes it harder to report on your progress and the difference you are making. For some of this, you might want to set yourself checkpoints to see how an activity is progressing, for others, logging progress might be more ad hoc. 
By completing this log, you will effectively be pulling everything together that you will need to be able to report back how successful this initiative is (e.g., for funders, annual reports or committee updates). Your log will become an important source for evidencing the work you are doing in your initiative. The kinds of things you might want to note down include:
· what you did when and who was involved (e.g., how many people attended an event, and who were these people?)
· what feedback you have received from different interested/affected groups
· any unexpected issues that have come up and how you responded
· any changes that you have needed to make to your planned activities and/or evaluation 
· what you are learning as you go (remember sometimes it is the smallest things that are most significant)
· what advice you would give someone else who was considering doing something similar
· what difference you are making
· who you have told about what
· who you are reaching
· what is working better than expected
· what hasn’t worked as well as you hoped (this is often where the most important learning is to be found) 
This step will also help you structure any reports (6.2) and think about how to share your learning (6.3). 
Useful resources: Making sense of your evaluation

[image: This graphic shows the word action, with the letter N highlighted.] Progress log6.1


	Date
	What does this log entry relate to? e.g. an activity / evaluation / sharing learning…
	Details
	Actions arising

	    /   / 
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 What difference have you made?6.2

In order to understand the difference you have made, it is important that you reflect on your evaluation from Step 5. You might find that 2/3 of people you gathered evidence from feel that you have achieved one of your outcomes. But what does that mean? Is that more or less than you expected? Why? Did some activities have more of an impact than others? For each outcome in turn, reflect on what your initiative has achieved. Doing this is not something that only happens at the end of the initiative. You might want to build in checkpoints for reflecting in this way to help plan – and if needed refine – ongoing initiatives. Similarly, you might do this if you are asked to update a committee about your initiative or inform a funder how things are going. Replicate the table below for each of your outcomes.
Useful resources: Advice on understanding and reporting your evaluation.
	Outcome
	

	What has changed? To what extent?
	

	How do you know it has changed? 
	

	What activities supported this change?
	

	Reflections (e.g., did some activities work better than others? If so, why might this be?)
	

	What are the next steps? (e.g., do you need to change any activities? Update your evaluation plan? Stop the initiative?)
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 How will you share what you have learned?6.3


Disseminating your findings helps others learn from your experience and supports a culture of openness and shared learning. It also provides a transparent account of whether your activity was successful, what evidence supports that conclusion, and what might happen next. Consider who needs to know what and how best to reach them. The tables you filled in for 6.2 are a good start for what you might want to share. 
NB: You will need to revisit this regularly, as new audiences might emerge once you know what learning you have to share. 
Useful resource: Helping You Share Your Learning

	Target audience
	What might they be interested to learn about and why?
	How will you reach them?
	When do you plan to do this?

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	





Final reflections

Recognising what you have achieved

Reaching the end of this workbook means you have completed a significant piece of work. You have taken a structured, transparent approach to planning, delivering, and evaluating a culture change initiative. Irrespective of the extent to which you achieved your outcomes, this has helped create a shared foundation for understanding what happened and what it means. That is meaningful progress, regardless of whether the initiative delivered what you first imagined. 

Culture change is rarely straightforward, and progress can take many forms. By working through this process, you have:
· Taken intentional steps to address an identified need 
· Built a clearer picture of what supports or hinders progress 
· Developed insight that can inform future decisions and practice 
· Created learning that others can benefit from 

Looking ahead
Carry forward the insights you have gained. Share them and celebrate with the people and groups who can use them. Let them shape your next steps. Each initiative – however large or small – contributes to building a healthier, more effective research culture over time. 

Thank you for the part you have played in this work.
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