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Introduction to the Theory of 
Change canvas

The Transformative Theory of Change (ToC) is at the heart of the approach 
introduced in this handbook. The Transformative ToC canvas is designed 
to help you contextualise and develop a strategy for transformative 
system change. This strategy can be applied within your initiative (project, 
programme, organisation or other) and accompany it throughout its 
lifecycle, serving as a tool to reflect on its evolution and key learnings. We 
invite you to explore the Transformative ToC, to try it out and modify it so it 
suits the needs of your initiative and team best.

When to use this tool? 

• To develop and/or revise a transformative system change strategy for a project, programme
or organisation.

What are the key features of this tool? 

• This is a co-creation tool that can be used by teams and groups of stakeholders to
collectively develop, revise and reflect upon how an initiative can contribute to systems
transformation.

• It is a formative tool that enables learning by providing a framework to systematically
understand how the project’s goals and desired outcomes are achieved over time.

• It is a reflexive tool as it prompts the users to think about the underlying assumptions that
guide their strategy, inviting them to look at different alternatives and perspectives.

What is needed to use this tool? 

How many: This is a collaborative tool for groups of  2 to 15 people.
Difficulty: Medium-high. It is a time consuming tool that requires iterative exploration in various 
workshops.

How long: 90 minutes to start exploring the tool and as many additional workshops as needed.
What you need: A team or group of stakeholders working on a shared initiative, with a 
shared goal or vision within a well defined context (a project call, organisation, timeframe, 
etc.). You can use this tool in an online workshop with the Miro canvas provided or in an in-
person workshop. In both cases, we recommend that one or two of the team members act as 
facilitator, familiarising themselves with the material and setting up the workshop.
What is next: You can use this tool several times to reflect on the changes of your project. 
Additionally, you can combine it with the self-assessment tool for evaluation.

https://miro.com/app/board/o9J_ltOk9Pk=/?moveToWidget=3074457364955566148&cot=14
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This section presents two examples where the Transformative ToC tool 
has been applied for processes of co-design and implementation at the 
programme and organisational level, in a process of co-creation with project 
partners of EIT Climate-KIC’s Regional Innovation Scheme (RIS) programme. 
These processes have been co-designed based on the needs of these 
partners, showcasing the adaptability and flexibility of the Transformative 
Theory of Change approach to respond to the challenges of problem 
owners (challenge-led approach). The Transformative ToC canvas has been 
used in the context of knowledge services, addressing two use cases of 
the ToC: Joint programming, as the process of connecting different projects, 
programmes and other actions at various geographical levels (Circular 
Economy Beacons) and organisational change to transform a strategy and 
orientation (Transformation for Climate). These have been implemented 
through tailor-made capacity building activities aimed at building skills on 
concrete methods and approaches and applied to introduce new concepts 
such as systems innovation, the policy process and circular economy. The 
target audience was stakeholders from the EIT Climate-KIC RIS programme 
involved in two multi-location projects: Circular Economy Beacons and 
Transformation for Climate. Details of the projects are summarised in the 
Table on the right.

Applying the Theory of Change canvas in 
practice

Participating 
countries

Romania, Serbia, Greece, 
Bulgaria and Bosnia and 
Hersoegovina

Italy, Croatia and Cyprus

Challenge

Introduce Joint Programming as 
a structured process enabling 
multiple levels of governments 
and cross-regional networks 
to participate in joint research 
and Innovation programming 
activities

Fostering the transformation of 
energy agencies into energy 
and climate agencies to 
support the problem owners 
in the joint area of energy and 
climate

Adaptation of the 
ToC tool 

New elements introduced 
to draw pathways through 
innovation fields and objectives 
related to thematic areas and 
impact goals

Pathways developed by 
matching existing and new 
activities in the agency’s 
portfolio by defining pathways 
to more ambitious impact 
goals introduced by the new 
strategies

Inputs and 
additional tools 
and resources 
used in the 
process

• Co-created Value Network
Maps

• Strategic Research and
Innovation Agenda from
H2020 CICERONE

• Co-created Value Network
Maps

• Agencies strategies

Project Circular Economy Beacons Transformation for Climate

These capacity building activities were delivered a) at the programme (i.e RIS) and project 
level through mentoring and co-designing and b) in a flexible set of online activities. The 
learning profile of participants was intermediate in terms of their knowledge and expertise 
in innovation, circular economy and policy process. Figure 29 shows a sample of intermediate 
outputs of the ToC by project and country
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Adaptation for the ToC tool for joint 
programming Circular Economy Beacons

Example: Industrial systems
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Which insights have we gained from the 
implementation and adaptation of the 
Transformative ToC tool?

• The importance of knowledge management. The executive programmes
have been implemented through a staged process, where each stage
contributed to the overall goal of the process. At each moment, the
results, lessons learned and specific priorities drawn from the tailored
elements of each stage of the process were carefully harvested, building
a shared knowledge base for the participants

• Stimulating co-creation all over the process. Each stage has been
designed to generate stand-alone outputs and outcomes such as Value
Network Maps, Theory of Change and Financial resources maps, as well
as collective understandings of the systems relations with the aim of
activating processes supporting ongoing actions.

• Key mechanisms of the challenge-led collaboration. The key mechanisms
of the collaboration are the roles and relations of researchers and
policy practitioners, the structure of the process, its interactions and the
process outcomes and their reception. These mechanisms highlight that
the development of the challenge-led approach is, in its essence, based
on the management of co-learning processes between practitioners
and researchers. It does however not provide final recipes since the
replication of an earlier collaboration does not warrant any success during
the following collaboration.

Use of the ToC tool for organisational 
transformation for Climate 




