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A Theory of Change is a roadmap that shows:

1.The problem you’re trying to solve
2.The actions you’ll take
3.The mechanisms of change
4.The results you expect
5.The impact you hope to achieve

•It helps connect activities → outcomes → impact
•It makes the logic of your change effort visible and testable



Column 1: Problem / Need

What to write: Describe the issue your organization is trying to solve.
Guiding question: What are the signs of burnout, stress, or instability in your setting?

•Tips:
• Focus on evidence or observation (“increased sick days,” “vacancies,” “low 

morale”).
• Be specific — what’s really driving the stress?

STEP 1: Define Your Problem/Need



Find Your People

Stand up and find 2–3 others with similar or overlapping problems.

You’ll work together as a group for the rest of the workshop.
Combine or refine your problem statement together.

Theory of Change Worksheet: Groups



Column 2: Target Group

Identify the people or teams who experience the problem most directly and who can 
influence change.

Remember to include both internal stakeholders (e.g., nurses, managers, schedulers, 
educators) and external stakeholders (e.g., unions, educators, regulators, community 
partners).

Ask: Who is affected, and who holds influence or resources? How do I engage 
stakeholders? Are there any barriers?

STEP 2: Who Is Most Affected and Who Needs to Be 
Involved?



Column 3: Activities

What to write: Describe the key actions, strategies, or initiatives your organization can take 
to address the problem identified in Step 1. These are the concrete things you will do to bring 
about change.

Guiding questions:
What interventions, improvements, or new approaches could reduce burnout or increase 
workforce well-being?
What can you start doing differently in the next one to three months?
What resources, partnerships, or leadership support will you need?

Tip: Keep your activities specific, feasible, and within your sphere of influence. Activities are 
what you directly control — not the results themselves, but the steps that will help you reach 
them.

STEP 3: What Actions Will Help Address the Problem



Column 4: Theoretical Framework

Describe the theoretical ideas or evidence that explain why your activities are expected to 
create change. These are the principles that connect what you do to the results you expect to 
see.

Guiding questions:
What concepts or models explain how your activities reduce burnout and build sustainability?
Which human, organizational, or behavioral theories align with your approach?
How do these theories show the link between action and improved well-being?

Tip: A theoretical framework strengthens your reasoning. It shows that your strategies are 
grounded in established knowledge rather than intuition alone.
Activities are what you directly control — not the results themselves, but the steps that will 
help you reach them.

STEP 4: What Theories Explain How These Activities Lead to Change



STEP 4: Theoretical Examples

LEADS in a Caring Environment
Focuses on engaging others through trust and shared purpose.
When staff co-design solutions, they feel valued and connected, which builds motivation and reduces burnout.

Self-Determination Theory (Deci & Ryan)
People thrive when they have autonomy, competence, and connection.
Creating supportive environments that meet these needs strengthens motivation and well-being.

Herzberg’s Two-Factor Theory
Motivators such as recognition and growth increase satisfaction.
Hygiene factors like scheduling and workload prevent dissatisfaction and turnover.

Job Demands–Resources Model (Bakker & Demerouti)
Burnout occurs when demands exceed resources.
Balancing workload and providing supports such as mentoring, teamwork, and learning fosters engagement and 
resilience.

Social Exchange Theory
Positive, fair relationships between staff and leaders create mutual trust.
When staff feel supported, they respond with loyalty, commitment, and performance.



Expanded staffing capacity with additional FTEs to stabilize the workforce.

Extended operating hours to increase access and flexibility.

Strengthened partnerships to support education and sustainability.

Engagement and recruitment through collaborative scheduling and staff-driven 
solutions.











STEP 5 -7 : RESULTS

Column 5: Outputs

Column 6: Outcomes



STEP 5 -7 : RESULTS

Column 7: Impact
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