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Abstra t: Everyo e ca  imagi e a situatio  i  which they have put i  cou tless 
hours of work o  a  ew measureme t a d evaluatio  framework a d, whe  it is 
time to get feedback or prese t their ideas, they have bee  met with 1,000-yard 
stares. Co ve tio al approaches ca  sometimes struggle to e gage stakeholders a d 
co vey complex co cepts. To address this, authors of this article propose a u ique, 
visually based approach that i tegrates metaphors a d symbols i to measureme t 
a d evaluatio  frameworks with goals of getti g buy-i , portrayi g complexity, 
a d maki g evaluatio  fu  for everyo e. Termed theory-of-cha ge visualizatio s, 
this methodology emphasizes effective commu icatio  a d facilitatio —two key 
skills authors argue every evaluator should have. The authors advocate for the use 
of metaphors a d symbols that reso ate with stakeholders’ experie ces a d co texts 
to a chor frameworks i  relatable imagery (such as  ature-based symbols or cultu-
rally sig ifica t metaphors). Illustrated through diverse case studies a d practical 
examples, the approach’s useful ess is demo strated across various co texts, 
i cludi g i  both small a d large programs with varied outcomes a d dy amics. 
I sights i to selecti g appropriate metaphors are provided, co sideri g factors such 
as program characteristics, local co text, a d audie ce prefere ces. Additio ally, 
pote tial limitatio s a d challe ges, i cludi g the requisite time, resources, a d 
stakeholder buy-i , are ack owledged a d addressed. I tegrati g visuals portrayi g 
metaphors or symbols i to frameworks offers a promisi g ave ue for e ha ci g 
e gageme t, u dersta di g, a d buy-i  for evaluatio . By embraci g creativity 
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Theory-of-Change Visuals 289 

a d i clusivity i  evaluatio  practices, this approach ca  help  avigate the com-
plexities of program evaluatio  for those  ot i  the field while, at the same time, 
fosteri g mea i gful dialogue a d decisio -maki g. 

Keywords: facilitatio , frameworks, metaphors, symbols, visuals 

Résumé : Tout le mo de peut imagi er u e situatio  où ils o t dû passer d’i -
 ombrables heures à établir u   ouveau cadre d’évaluatio  et de mesure, et, au 
mome t d’obte ir des comme taires ou de prése ter leurs idées, o t été co fro tés 
à l’i différe ce gé érale. Avec des approches co ve tio  elles, il peut être difficile 
de mobiliser les i terve a ts et de commu iquer des co cepts complexes. À cette 
fi , les auteurs de l’article propose t u e approche u ique et visuelle qui i tègre 
des métaphores et des symboles aux cadres de mesure et d’évaluatio , da s l’objec-
tif de mobiliser les perso  es co cer ées, de re dre la complexité de situatio s et 
de re dre l’évaluatio  amusa te pour tout le mo de. Appelée « visualisatio s de 
théorie du cha geme t », cette méthodologie met l’acce t sur u e facilitatio  et 
u e commu icatio  efficaces — deux compéte ces clés de chaque évaluateur/éva-
luatrice, selo  les auteurs. Les auteurs préco ise t l’utilisatio  de métaphores et de 
symboles perti e ts pour les expérie ces et les co textes des i terve a ts, pour 
a crer les cadres da s des images familières (comme des symboles fo dés sur la 
 ature ou des métaphores culturelleme t sig ificatives). Illustrée par diverses 
études de cas et des exemples pratiques, l’utilité de l’approche est démo trée da s 
divers co textes, y compris pour des programmes de petite et de gra de taille, avec 
des résultats et des dy amiques variés. Il est questio  du choix de métaphores 
appropriées, e  te a t compte de facteurs comme les caractéristiques du pro-
gramme, le co texte local et les préfére ces du public ciblé. De plus, o   ote des 
défis et des limites possibles, comme le temps requis, les ressources et la participa-
tio  des i terve a ts. L’i tégratio  d’éléme ts visuels représe ta t des métaphores 
ou de symboles da s des cadres est prometteuse pour l’amélioratio  de la partici-
patio , de la compréhe sio  et de la mobilisatio  à des fi s d’évaluatio . E  
embrassa t la créativité et l’i clusivité da s les pratiques d’évaluatio , cette 
approche peut aider à  aviguer les complexités de l’évaluatio  de programme pour 
ceux et celles qui  e so t pas des professio  el.le.s du domai e tout e  e coura-
gea t u  dialogue productif et la prise de décisio . 

Mots  lés : cadres, facilitatio , métaphores, symboles, visuels 

Everyone reading this can imagine a situation in which they have put in count-
 ess hours of work on a new measurement and eva uation framework and, when 
it is time to get feedback or present their ideas, they have been met with g azed 
eyes or 1,000-yard stares. The authors of this artic e have certain y experienced 
this, and especia  y ear y on in a career, it is easy to attribute this to a distinct 
 ack of interest in the minute detai s of measurement and eva uation (especia  y 
when organizations are “forced” to do an eva uation as a funding requirement). 
This we understand: Eva uation is not exciting for everyone  ike it is for us 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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290 Heimlick et al  

eva uators. Considering the (sometimes) monotonous and “dry” nature of out-
puts, indicators, and eva uation theories to those outside the fie d, it is certain y 
understandab e that there is not a universa   ove for eva uation out there. It can 
a so be easy to push through that disinterest, cha k it up to the sentiment that 
“eva uation isn’t for everyone,” and continue to uti ize tried-and-true processes 
to comp ete projects. After a  , perfect is often the enemy of done! 

But ho d on—as eva uators and as a community of practice, are we not 
trained to be ieve that eva uation shou d be for everyone? That it is in the best 
interest of organizations to use eva uation in decision-making? That accessibi ity 
to our methods, theories, and approaches is the key to their buy-in? By these 
standards,1 does that not mean that the disinterest we sometimes fee  from 
c ients and organizations are us as eva uators? Are our tried-and-true methods 
of creating measurement and eva uation frameworks sometimes at odds with 
accessibi ity and their use? 

It is not an overstatement to say that it is the eva uator’s core job to effective y 
communicate theories, approaches, frameworks, and too s in meaningfu , tai ored 
ways. This imp ies that it is not the audience’s job to bend over backward to under-
stand and use them. Rather, it is up to the eva uator to meet the audience where 
they are at and take them on an engaging journey that they see as worthwhi e 
(engaging being the key word for a process that can, at times, be hard to access). 

To us, a sign of an exceptiona  eva uator is one who is technica  y competent 
but who is a so an equa  y ski  fu  faci itator. An eva uator cou d be gifted with 
technica  proficiency, but if they cannot meaningfu  y communicate, gather 
feedback, and tai or their ideas to the organization, they (and their work) wi   
not be as effective. We are confident in that statement and be ieve that we are 
not the on y ones to think this way, as one of the authors once attended a work-
shop by the data visua ization expert Stephanie Evergreen, and on this topic, she 
said that if the audience fee s dumb by your ideas or presentations then it is on 
you—not on them. Using this as a basis, we as authors ho d the core phi osophy 
that eva uation and faci itation are synonyms and that strong faci itation  eads to 
effective measurement. This sentiment has been supported by researchers in 
other fie ds, who have found that using graphics and pictures can tap into better 
 earning outcomes and bring about rich conversation (Comi & Epp er, 2011; 
Epp er et a ., 2013; Espiner & Hartnett, 2016; Hautopp & Ørngreen, 2024; Mar-
gu ies & Sibbet, 2009) 

This spark from Stephanie Evergreen has  ed us to adopt a phi osophy that 
has fundamenta  y shaped the approach we have taken when creating measure-
ment frameworks and eva uating programmes. During the on ine work environ-
ment necessitated by the COVID-19 pandemic, where we found ourse ves with a 
sudden inf ux of requests to make new measurement and eva uation frame-
works, we found it vita  to find new and innovative ways to communicate with 
an audience facing numerous demands on its attention. Through this exp ora-
tion of new ideas over the  ast coup e of years, we have taken we  -estab ished 
measurement and eva uation framework too s and processes (e.g., using  ogic 

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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Theory-of-Change Visuals 291 

mode s to ta k about outcomes) and adapted them to be more responsive to our 
audiences by using metaphors and “theory-of-change visua izations” to get them 
excited and engaged about their framework. In doing so, we have found success 
working toward what our audiences really wanted to do—eva uate in comp ex-
ity. This was especia  y re evant when we worked with many organizations with 
over apping, yet varied, goa s on the same program. The audiences we worked 
with intimate y understood that socia  programming, or any programming for 
that matter, does not happen in a vacuum. It is subject to po itica  change, po i-
cies, pub ic sentiment, disasters, and—perhaps the most pertinent factor—time. 
Using this approach he ped reassure audiences that you can have an effective 
and responsive structure to eva uate within the inevitab e comp ex circum-
stances they are or wi   be dea ing with. 

WHAT ARE THE RY- F-CHANGE VISUALS? 
When we say “theory-of-change visua ” what we are rea  y describing is a dia-
gram, picture, or visua ization of a program, how mu tip e programs work 
together and push for change, or even how an organization wants to operate 
dai y (hence, the theory of change wording). In the past, we regu ar y re ied on 
too s  ike  ogic mode s in our faci itations because we found that they are a good 
way to disp ay mu tip e parts of a program or organization’s path to imp ement-
ing it. Whi e we do not be ieve that eva uators shou d abandon  ogic mode s, eva-
 uation matrices, or other theories to do this job in favour of theory-of-change 
visua izations, we do be ieve that theory-of-change visua izations are better at 
he ping the audience better grasp and ta k about comp ex socia  change. On 
more than a coup e of occasions, we have seen that too s  ike  ogic mode s are 
not great at raising the heart rate of those sitting in the audience and getting con-
versations f owing. Without that excitement and engagement, faci itation 
becomes much harder and, without that, the  eve  of buy-in and amount of qua -
ity feedback you get starts to suffer. The resu t can be a difficu t-to-imp ement 
measurement framework or eva uation. 

However, what did grab peop e’s attention and got them genuine y enthu-
siastic to ta k about eva uation was grounding our frameworks and approaches 
in a metaphor or symbol(s) that had deep meaning to them (e.g., “this program 
can be thought of as a . . .”). Often, this metaphor/symbo  was workshopped via 
a document review and mu tip e targeted conversations (i.e., ones with a specific 
 ens on  ooking for that metaphor or symbo ). This was then visua ized by us so 
we cou d more easi y ta k about what we were hearing and seeing, portray com-
p ex ideas in an accessib e way, and appea  to mu tip e  earning sty es (e.g., using 
written descriptions, visua s, and conversations). This process is certain y easier 
said than done, but our hope is that this artic e wi   out ine how we have success-
fu  y done it. 

There are no hard-and-fast ru es for what the metaphor or symbo  can or 
needs to be. It cou d range from something nature-based (trees, anima s) to 
human-based (a beating heart) to something comp ete y abstract (e.g., circ es, 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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292 Heimlick et al  

squares, arrows together creating something nove ). It cou d be cu tura  y signifi-
cant (assuming you have permission to use that symbo ) or even ref ective of 
the p ace, space, and  and you are working on (e.g., the prairies or mountains). 
The important thing under ying your choice is that it must be meaningfu  and 
engaging to those you are working with. Without that, it is not going to garner 
any more buy-in than  ogic mode s or other processes wou d. This means that 
the metaphor or symbo  idea  y shou d be chosen by the peop e you are working 
with (a though, in our experience, it might he p to come prepared with some 
ideas or examp es, especia  y if the group of peop e you are working with have 
not thought about their organization that way before). 

For examp e, many of the authors  isted on this paper are emp oyed at Te 
Tira Whakamātaki (TTW)—a Māori environmenta  not-for-profit. To he p get 
those we work with and our wider staff on board with the way we eva uate, we 
decided to create a theory-of-change visua . We recognized the need to choose 
the right symbo , as communicating what our va ues and our eva uation strategy 
was as important as the measurement itse f. We  ooked at our va ues, what we 
wanted to embody (our identity as an organization) and decided that the ruru 
(or New Zea and morepork) was an accurate symbo  to represent us. The ruru is 
an expert in the forest and a guardian, protector, and advisor who is  egendary 
in Māori  ore2 as a bringer of news (bad and good) through its connection with 
the spiritua  wor d. This is symbo ic of our name (which rough y trans ates into 
“the watchfu  ones”), the type of work we do where we bring together Indigen-
ous experts to protect biodiversity and communicate vita  environmenta  news 
to Māori and a  ies across Aotearoa. To us, the ruru was the perfect symbo  for 
communicating our va ues and our subsequent eva uation efforts (see how we 
did that in Figure 1). It has since he ped us ta k about what we stand for, why we 
do the work we do, and how we do it. We have found that it is much easier to 
show the diagram in Figure 1 and exp ain the different and unique aspects of 
the ruru and to exp ain what TTW is a   about. It has a  owed us to ta k about 
our work, and our eva uation of that work, in a meaningfu , accessib e way that 
many in our circ es wou d understand at a g ance. 

At the very  east, the metaphor or symbo  chosen shou d be deep y rooted in 
how peop e are ta king about the program or organization. We have done this 
by starting out with a conversation about how everyone “sees” the program, 
initiative, or organization and by  istening intent y for any mentions of phrases 
such as “we are  ike a . . .” or “I’ve a ways seen us as a . . . ,” or even “I’ve a ways 
imagined us as a . . .” These are c ues to a potentia  metaphor. At this stage, it is 
important to note that this process takes time to get right but that it a so forms 
the foundation of the rest of your work (e.g., trust, re ationships that  ead to 
meaningfu  and engaging eva uation processes). We have found that it usua  y 
takes severa  conversations and drafts of the visua  to get right. The bonus to 
doing this, however, is that it gets peop e ta king, thinking, and excited about 
eva uation. It does bring us back to our origina  point, however, that faci itation 
ski  s are key to un ocking the potentia  for this approach. 

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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Figure 1. Te Tira Whakamātaki’s values-based measurement diagram 
featuring the ruru 
Source: Te Tira Whakamātaki  

WHAT D  Y U NEED T  F RM THE FIRST VERSI N  F THE 
THE RY- F-CHANGE VISUAL? 
Whi e we acknow edge that we are sti   experimenting with this approach,3 we 
have a so discovered some common factors that make a big difference for this 
approach. As we have said, eva uators are as much faci itators as they are co  ec-
tors of data. It is a so not surprising that it can be hard for some to direct y ta k 
about programs or organizations in a more abstract, metaphorica  way. How-
ever, your job in this, as a faci itator of this approach, is to ensure everyone can 
be inc uded in it, regard ess of the resistance you may face when starting the pro-
cess. To do this, you shou d have a great dea  of time bui t into the process and, 
a ong with that, patien e to he p bring everyone a ong and wait for the metaphor 
or symbo  to revea  itse f. There is a so a  ike ihood that those you are working 
with have not seen eva uation and measurement done this way, meaning that 
you may need to convince them that this is a va id and worthwhi e approach 
(either through a response for proposa  [RFP], interna  conversations, or by 
demonstrating it). In our experience, some in the room wi   be immediate y 
excited and “onboard” with this approach, whereas others wi   need to see the 
process and be convinced of its usefu ness and, u timate y, contribute to it. Either 
way, it takes time, patience, and—perhaps most important y—a wi  ingness to 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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294 Heimlick et al  

be creative. After a  , you are trying to create a visua  that shows how a metaphor 
or symbo  meaningfu  y represents the program or organization, a   the whi e 
trying to demonstrate the comp exity of it. Therefore, the necessary creativeness 
shou d come from both the eva uator and c ients and the easiest way to do this 
is through a co  aborative group process. Think of yourse f as a vehic e for the 
ideas of those you are working with. You can certain y suggest ways theory-of-
change visua s can be disp ayed, but your goa  is to portray their ideas in ways 
that can be measured and wide y understood. 

The diagram in Figure 2 is one examp e of this process. It comes from an 
organization based on the Treaty Territories of Saskatchewan. They commis-
sioned us to he p revise their eva uation strategy, and we proposed that we use 
their va ues and a metaphor meaningfu  to them and the  and they were on as a 
backbone for that revised strategy. Important y to this process, this organization 
a so had a strong desire to deco onize its programs and organization. After read-
ing through many years’ worth of materia s and thinking about where they 
wanted to head as a group, we conc uded that a   the e ements they needed for a 
good eva uation experience were a ready there. They had so id interconnected 
va ues that the organization and those they worked with  iked; they had good sys-
tems in p ace for data co  ection and previous evidence to show what outcomes 
they had been ab e to faci itate. What they were missing, however, was a way to 
connect those pieces and communicate that work (interna  y and to the pub ic). 

Figure 2. A Canadian example of a values-based system for measurement 
Source: Micheal Heimlick, Two Bridges Consulting  

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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This is where the theory-of-change visua  made a difference in the process. 
To ref ect how their va ues worked together as one and to show their commit-
ment to deco onization, we proposed using an image of the bison on its natura  
territory—the prairies (Figure 2). This was part y inspired by Wanuskewin’s 
reintroduction of bison to the prairies, which, to many, was and continues to be 
an act and symbo  of deco onization in a co onia  p ace (see a so Gardiner, 
2023). It was a so chosen because of the bison’s importance to the environment 
around it. Bison are a keystone species in the prairies and introducing them has 
obvious and subt e positive effects on its wider environment (see Byington, 
2023). It is a symbo  of the comp ex ecosystem-sty e impact and accurate y 
ref ected this organization’s aims, intentions, and purposes on the  and they 
worked on. Important y for the eva uation process, having the diagram in Figure 
2 he ped spe   out assumptions peop e had about their organization’s va ues and 
identify what they wanted to measure (i.e., revita izing and sustaining their 
environment through connections and emphasizing cu tura  strength). It a so 
shows the ways in which they cou d do that (i.e., revita izing and sustaining 
through responsibi ities as a funder, respect for peop e and p ace, accessibi ity, 
and equity of programming). Fina  y, it gave them a way to systematica  y under-
stand their intended impacts and how they inf uence one another. 

Above a  , this approach requires that the eva uator adopt a certain lens. You, 
as the main faci itator of this process, wi   oversee the identification of potentia  
metaphors, symbo s, or even va ues that are usua  y taken for granted among the 
circ es you are entering. In our experiences, it is not uncommon for projects or 
organizations to have an estab ished, but imp icit or under ying, understanding of 
what they are trying to achieve (often tied into their organizationa  cu ture). We 
have found that it is natura  for individua s to have varied perspectives on how 
they view a program, initiative, or their organization. However, it is a so  ike y 
that they have simi ar  ong-term goa s or impacts they want to achieve (e.g., sys-
temic change; environmenta  sustainabi ity), despite (possib y) different ways of 
getting there or approaching the issue. When this is the case, it wi   mean that 
those  ong-term aspirations are taken for granted and spoken about casua  y or 
even cryptica  y. A   of this means that it is your job as the faci itator to adopt a 
detective- ike  ens and search for c ues about what symbo s, words, va ues, or even 
metaphors peop e are using to ta k about the program or organization. We have 
found that peop e wi   often use them in everyday conversations and not rea ize 
that they are. Initia  y, we were surprised about how often metaphors, simi es, and 
the same words or  anguage are used to ta k about a given program or organiza-
tion. It is your job to gather those words, thoughts, and comparisons because they 
wi   be vita  to ensure buy-in for your theory-of-change visua . If you are ab e to 
identify and use these portraya s it wi   go a  ong way in he ping you forge the first 
version visua  that you can use in the rest of the process. 

Concrete y, you wi   a so need severa  too s to he p you communicate ideas 
and form the theory-of-change visua . The first thing you wi   need is a p atform 
that you can use to draw and test your ideas. There are many avai ab e, but we 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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recommend beginners to the process use a p atform  ike Canva. At this stage, we 
wou d  ike to point that we have yet to mention “artistic ski  ” as a requirement 
for this process. This is  arge y because the authors of this artic e are distinct y 
 acking this ski   and, because of that, re y on on ine p atforms to he p them draw 
something that  ooks good. Canva is recommended because it is re ative y afford-
ab e and has pre-bui t assets that can be modified to suit your purposes. We have 
used it to create near y every theory-of-change visua  we have created to date. 

One fina  piece that is usefu  in this process is accessing existing data or 
gathering nove  data meant for this specific purpose. Data is defined broad y 
here but, using the  ens we spoke about ear ier, it essentia  y means having some-
thing to read or inform you of how peop e are ta king or thinking about the 
program/organization. Having this wi   go a  ong way in he ping you create the 
first draft of the theory-of-change visua  because it wi   be ref ective of those 
around the tab e. In the past, we have re ied on document reviews (anything that 
speaks about an organization’s aims, va ues, or goa s here is particu ar y usefu ), 
semi-structured interviews, and surveys to gather this type of information. Speak-
ing to an ear ier point, we find it is difficu t for some respondents to answer direct 
questions about a program’s or organization’s va ues (because they are often 
taken for granted) but have had success in asking tangentia  questions  ike these: 

• What motivates individua s to work on the program or in the space 
you are he ping design the visua  for (e.g., environmenta , business) 

• When you hear the tit e of the program or when you think of how it is 
supposed to work, what imagery or symbo s immediate y come to mind? 

• What shou d guide the imp ementation of the program or organization? 
• What impacts (or outcomes) shou d the program or organization have, 

and for who? 

The under ying point of this is that it is important to engage often and get your 
hands dirty in the human side of the program or organization. The more conver-
sations, active  istening, and questions you ask, the easier it wi   be to pick up on 
the c ues you are  ooking for and “so ve” the visua ization. Not on y that, but 
doing this wi   a so he p bui d the re ationships necessary to he p the creativity 
and estab ish trust in the process (inc uding in you as a faci itator). Once you 
can answer some of these questions, you can use word ana yses, thematic ana y-
sis, or even quantitative means to uncover which way is best to visua  y represent 
the program or organization. As another bonus, having this information can 
he p provide you with the confidence that your first draft wi   be re evant and, as 
a resu t, idea  y mean refining subsequent versions wi   be smoother. 

A W RD  N VALUES-BASED MEASUREMENT4 

To he p assist you in the detective work we are advocating for, we wanted to share 
our experiences in exp oring va ues as a starting point for forming the “parts” for 
your theory-of-change visua s. During data-gathering stages and when having 

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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conversations about what this visua  cou d  ook  ike, we have often found our-
se ves  ost and overwhe med with possibi ity. Whi e this is exciting to some 
(inc uding us), we recognize that it might be off-putting for others. Therefore, we 
suggest narrowing that detective  ens and  ooking specifica  y for the va ues that 
are being used to ta k about, imp ement, and report on the program or organiza-
tion (note that this has some theoretica  backing in princip es-focused eva uation; 
Patton, 2018). We find that, by focusing on exp oring and naming va ues, the 
faci itator can better frame and ground the metaphor or symbo . Another advan-
tage of using va ues to form the visua  is that they can crafted to be specific enough 
to serve a purpose in the eva uation, but broad to a  ow for everyone to see how 
they fit with it. This he ps to increase buy-in for the eva uation. 

It is important to note that we are defining va ues and princip es different y 
for the purpose of creating theory of change visua s. The two are comp imentary 
and often inform each other, but when we refer to ‘va ues’ we mean the qua ities 
or standards that govern behaviour and are hard to change. They are often one 
word in  ength and can ref ect the reasons for the things we end up doing dai y 
(e.g., honesty). Princip es are formed from va ues but interpret them as ru es or 
be iefs that a so govern behaviour and can be changed over time (e.g., I’   never 
 ie, even if it is to prevent harm). Va ues inform princip es and are often the 
‘why’ to the ‘how’ that are princip es. We recommend seeking the ‘why’ by seek-
ing re evant va ues and using that as the starting basis for creating the working 
parts of the theory of change visua . 

H W T  CH  SE THE RIGHT METAPH R  R SYMB L T  
VISUALISE 
Now that you have the right state of mind and too s and have gathered a   the 
necessary data, the rea  fun starts. It is time to choose what you are going to visua-
 ize. Unfortunate y, there is no step-by-step guide on how this works. Fortunate y, 
however, this affords you as the faci itator comp ete freedom to use your creativ-
ity to make something meaningfu . That said, we do have some guide ines that 
cou d he p you identify the best possib e metaphor or symbo  to visua ize. 

Overa  , the metaphor or symbo  shou d ref ect the characteristics or qua ities 
of the program or group. This may seem obvious, but understanding this at the 
start can he p narrow down the possib e choices. Ask yourse f what the program 
is designed to do and how it is being imp emented and use that as a starting 
point. For examp e, if the characteristics of a program are that it is adaptab e, f ex-
ib e, and ab e to quick y change directions then perhaps something sma   and 
 ight might be a good choice, such as a hummingbird (i.e., an anima  that can not 
on y hover in p ace but a so change direction in an instant if needed). If the pro-
gram or organization is offers  ong-term sustainab e funding to participants then 
a we  -estab ished ( arge) tree might be a good choice (i.e., a tree that supports the 
forest ecosystem around it with its canopy and own ecosystem—something that 
shou d be around for a  ong time). Using these crude examp es, you can see how 
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choosing a metaphor or symbo  that ref ects the characteristics of what you are 
working with means that you can begin to te   a story (e.g., our program is  ike a 
hummingbird because it is adaptab e and ab e to change direction at a moment’s 
notice—just as the hummingbird can f y to a new f ower in an instant, we can 
a so change what we are offering to meet the needs of participants). 

Another tip to use when choosing a metaphor or symbo  is to try and root it 
in a  oca  context and, just as important y, understand what imp ications it has 
(i.e., the same symbo  can mean different things across the wor d). In our experi-
ence, the metaphor/symbo  chosen for the theory-of-change visua  needs to be 
tai ored or tied to the environment in which the program or organization oper-
ates. For examp e, using the same metaphor in Saskatchewan, Canada, and New 
Zea and might have vast y different imp ications and degrees of re atabi ity.5 

Therefore, we have found the most success when we can root the metaphor or 
symbo  in  oca  environments re atab e to the peop e  iving there. Not on y does 
this he p ref ect the comp exity of the program in its natura  environment (i.e., 
the program does not exist in a vacuum), but it a so idea  y he ps the viewer 
instant y situate the visua  in something they are fami iar with. 

The  ast key factor to consider is the fie d in which the program or organiza-
tion is based. If you are working with an environmenta  organization, it might 
make sense to choose a nature-based metaphor or symbo  (e.g., a p ant or an 
anima ). If you were working with a program that focuses on bui ding and pro-
viding affordab e housing, then perhaps a house metaphor might make sense. 
These are obvious, but our point is that the more you can estab ish a p ace and a 
space for the metaphor, the more re atab e it wi   be to those who are going to be 
using it. This a so means that it wi   be easier to faci itate the rest of the process. 
Your goa  is to portray comp exity in an instant with something recognizab e 
and meaningfu . This is a cha  enge, but it is achievab e with the right  ens, con-
text, and re ationships. 

To better demonstrate these key considerations,  et us turn to a theory-of-
change visua  we recent y created in Aotearoa New Zea and. This was created 
for a group of community and government organizations within the Predator 
Free 2050 movement.6 The movement itse f is environmenta  y based and aims 
to preserve biodiversity across the country by eradicating introduced species 
(the three main targets are rats, stoats, and possums as they are the main ki  ers 
of native endemic birds,  ike the kiwi). Termed co  aborative groups, these were 
brought together by the Department of Conservation (DOC) under a co  ective 
impact mode . They a   have unique and varied expertise (e.g., scientific exper-
tise, socio ogists, experts in Indigenous know edge, communicators, connectors, 
etc.) and often are the ones on the front ines imp ementing programming and 
are the know edge ho ders needed to carry out the vision of Predator Free 2050. 

Though conversations, a documents review, and a short survey with co  a-
borative group members, we found that the group prides themse ves on being 
community-based, agi e, and ab e to adapt to changing circumstances (a common 
theme in environmenta  programming). They a so saw themse ves as having a 

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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‘birds eye view’ of the conservation system as we   as an abi ity to act when they 
saw necessary. We asked what imagery, symbo s, or metaphors came to mind 
when they heard the words ‘“Predator Free 2050,” and the word c oud shown in 
Figure 3 emerged. 

Using that same methodo ogy, we a so asked what va ues shou d  ead the 
co  aborative group work, and Figure 4 inc udes those mentioned. 

Using these methods (in conjunction with our own experiences in the co  a-
borative groups and a document review), we had the information we needed to 

Figure 3. Survey data for the question “When you hear the words, “Predator 
Free” what imagery, metaphors, and/or symbols immediately come to mind?’” 
Source: Te Tira Whakamātaki  

Figure 4. Survey data for the question “In your opinion, what values should 
guide the work of the PF2050 Collaborative Groups?” 
Source: Te Tira Whakamātaki  

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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300 Heimlick et al  

choose the right metaphor. It is not hard to see in the first word c oud (Figure 3), 
but it was c ear that the metaphor needed to be a bird. It cou d not be just any 
bird, however, but the right bird. It needed to have characteristics such as agi ity, 
speed, inte  igence, and be native to Aotearoa New Zea and. Assessing our 
options, the c ear choice was the kārearea, or the New Zea and fa con. This bird 
is one of Aotearoa’s top natura  predators, is endemic, and is one of the fastest 
birds known to this  and (reaching speeds up to 220 km/hr), but it is a so extre-
me y agi e, adaptab e, and maneuverab e. It is known to take high f ight, scan its 
surroundings, and make decisions on which prey to pursue. In other words, it 
gets the definitive “birds-eye view” and uses that information to act. Fina  y, it 
hunts stoats. These factors made it a near-perfect metaphor to describe the 
va ues and work of the co  aborative groups. It represents what the groups stand 
for, how they do their work, and—most important y—why they do the work. 
Working with co  aborative group members, we mapped the va ues they chose 
to different parts of the kārearea (using a picture of it we created on Canva), and 
it was used to have effective conversations about what the groups wanted to 
achieve as we   as how and why they wanted to. Figure 5 shows the visua ization 
of the metaphor, and the concepts in it were used to create a fu   eva uation fra-
mework, comp ete with outcomes, indicators, and outputs. 

Figure 5. The kārearea diagram stemming from the analysis of the 
Collaborative Group Process 
Source: Te Tira Whakamātaki  

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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A REACTI N T  THE RY- F-CHANGE VISUALS—EXPERIENCE  F 
AN END USER 
We thought it was important to have an end-user’s perspective on this approach. 
One of the authors of this artic e experienced this approach from start to finish 
whi e it was sti   being deve oped. Here are his experiences with it: 

As the former executive director of the Network Environments for Indigenous 
Hea th Research (NEIHR) Nationa  Coordinating Centre (NCC), I was invo ved in 
the co-design and imp ementation an Indigenous approach to frame the perfor-
mance and eva uation components of the programme. This invo ved considerab e 
on ine meetings that were a necessary response to the COVID-19 pandemic but a so 
the on y way that researchers, administrators and federa  officia s cou d discuss the 
framework across severa  time zones. 

Working in a cross-cu tura , cross-continenta  space of Indigenous hea th 
research, I quick y saw the benefits of chunking down our approach to first identify 
appropriate metaphors and then a ign these metaphors with images, terms, and 
short narratives to he p us communicate the key aims and then the progress of our 
networks. Whi e the images may appear to be simp e, even simp istic, it is important 
to understand the se ection of an image, and why one is preferred over another for 
reasons of re evance and provenance. Whi e bears and eag es are keystone species in 
important ecosystems in which Indigenous communities continue to exist, they are 
a so ancestors and re atives, and this fami ia  aspect of many Indigenous metaphors 
e evates them in terms of cu ture, identity and responsibi ity. 

The process of se ecting an image for Indigenous groups draws out interesting, 
indeed I wou d argue unique, conversations based on traditiona  teachings and mod-
ern aspirations. However, I’m reminded of a warning: “the price of metaphor is eter-
na  vigi ance” [Rosenb ueth and Wiener, cited in Lewontin, 2001, p. 1263]. We had 
the foundationa  support of hard data, arrayed in spreadsheets, but this enab ed us 
to easi y track and refer to discrete scores of various qua itative and quantitative indi-
cators and a so to groupings of indicators, and for each individua  NEIHR network. 
And in my ro e as executive director, having to speak regu ar y to the framework 
and its messages to federa , research, and wider network supporters and participants, 
I had c ear and arresting visua s to support any presentation, particu ar y when com-
municating our partners’ contributions to understanding the progress of mu tip e 
research projects taking p ace “coast-to-coast-to-coast” across Canada. 

H W T  CREATE AND FACILITATE USING THE RY- F-CHANGE 
VISUALIZATI NS WITH  RGANIZATI NS 
Now that the rationa e and benefits of using this approach have been detai ed, it 
is appropriate to show a guide on how you may create and use the theory-of-
change visua s. The process of creating and using these visua s wi   be heavi y 
dependent on the context you are working in (inc uding who you are working 
with). Therefore, we recommend you take the steps we out ine next and make 
them yours. Treat these as a set of princip es that can he p you get started on key 
parts of the process. The detai s and nuance wi   re y on your creativity, patience, 
effort, and abi ity to be a faci itator. 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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Step 1.  ather the necessary information to understand your context 
We covered this step ear ier, but it is important to reiterate as it forms the foun-
dation of your visua . Take the time to gather the information you need to confi-
dent y create your visua  (inc uding nove  data co  ection). Use any research 
ski  s you have and app y a “detective  ens” to your interpretation of how peop e 
are thinking about, ta king about, and imp ementing a program. 

Step 2. Pick the right metaphor or symbol and create it 
Once you have the information you need, it is time to se ect the right metaphor/ 
symbo . Notab e to this process is understanding the  oca  context and picking 
something that wi   resonate with your audience. 

To he p with this process,  ean on the data that you have a ready co  ected 
and start drawing out ways that it a   works together to te   a story. We have a so 
done the opposite, where we start with a metaphor/symbo  that is common y 
mentioned and map our data or parts onto that metaphor (as was the case with 
the kārearea examp e). This is akin to creating a  ogic mode —some peop e pre-
fer to work from  eft to right, and others prefer to work in the opposite direction. 
Do what makes sense to you but ensure that your metaphor/symbo  is in the 
p ace and space it needs to be. 

Pick a p atform  ike Canva (or anything equiva ent) and create your visua . 
We recommend adding some minima  text to the diagram to he p readers 
understand why certain parts are mapped onto the picture where they are. These 
p acements shou d be purposeful and there for a concrete reason. As with a 
 ogic mode , the reader shou d have a   the necessary detai s to get the big picture 
on a sing e page. Tips and tricks for this stage inc ude the fo  owing: 

• Pick something common to the area or fie d you work in for quick 
re atabi ity (e.g., an anima , a p ant). Draw your own if you have artistic 
ski  , pay an artist, or use a premade asset on Canva. 

• Use the parts of what you chose to te   a story of how the individua  
parts/data you found combine to te   a bigger story. The who e of the 
metaphor is more va uab e than the sum of its parts. Emphasize that 
each part work with the others and push in a positive direction. Be ow 
is an examp e of a metaphor using a wharenui,7 which was specifica  y 
chosen because it is composed of different parts. Each part p ays a sig-
nificant cu tura  and physica  part of the entire bui ding, meaning that 
it was a perfect way to demonstrate the five different va ues that encom-
pass good research with Māori communities. 

• Do not be afraid to add backgrounds to your visua s. This he ps add 
another  ayer of depth to the theory-of-change visua ization and a  ows 
you to communicate how the program or organization interacts with 
its environment. Figure 6 is an examp e of using a background to add 
to the visua , as was the visua  with the bison ear ier in the artic e. 

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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Figure 6. An example of a values-based diagram that shows how different 
parts of a metaphor can be mapped on to individual values 
Source: The Marae Framework from Te Tira Whakamātaki  

• It he ps to think abstract y. This is not on y where creativity is necessary 
but a so where the beauty of the method occurs. The first cha  enge is to 
see how the parts you identified map onto a symbo  or metaphor. The 
second cha  enge is to demonstrate how these can be used to show how 
the parts perform different, yet contributing, ro es and form an overa   
narrative back to the ro es, intentions, and purposes of a program or 
organization (e.g., the protective fur on a bear can be used to demon-
strate survivabi ity and sustainabi ity of an initiative). 

• It is he pfu  to create the visua  with those you are working with. Whi e 
you do not have to sit down for hours with them, bouncing ideas of 
potentia  metaphors to gauge their reaction can save you a  ot of time 
down the road. This is where re ationships are important and he p faci -
itate the work. 

Step 3. Use the right method to present your visual 
At the start of this artic e, we argued that being an eva uator is as much about 
faci itation as it is about measurement. With the previous two steps comp eted, 
you shou d have the theory-of-change visua  ready. Now, however, is the time to 
show off your faci itation ski  s and present your visua . 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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304 Heimlick et al  

Picking the right method of presenting the visua  is crucia . This wi    ook 
and fee  different each time, but we have found success in using both YouTube 
and PowerPoint (noting here that Canva a so has a competent presentation sys-
tem). Regard ess of the p atform you choose, it is important to present your 
visua  one “part” at a time.8 You wi   notice in the previous kārearea examp e a   
the parts are disp ayed (i.e., va ues such as responsibi ity and accompanying 
text). In our experience, we have found that sometimes presenting everything at 
once can inhibit effective storyte  ing. Rather, having each part of the visua  pop 
up one by one and using that to present he ps you bring your audience on a jour-
ney (e.g., one part of the metaphor per s ide). It a so gives you an opportunity to 
ta k about each part individua  y to emphasize its importance whi e p acing it 
within an overa   narrative. 

If you are presenting to many peop e, consider creating a YouTube video of 
your presentation that peop e can view on their own time. The goa  here is to get 
peop e excited about the eva uation and buying in to the process. The second 
goa  is to obtain as much feedback as possib e so you can ensure that you picked 
the most effective metaphor/symbo . Ensure that you have bui t in amp e time 
and space, and emphasize accessibi ity so you can get qua ity feedback. 

Step 4. Refine your visual and metaphor 
After you present your visua , it is  ike y that you wi   have to refine things based 
on the feedback you receive. This is an expected and positive part of the process, 
as the more feedback you receive, the more engaged your audience may be. The 
more engaged they are, the more  ike y they wi   care about the eva uation yet to 
happen. Be open to changes and remember that this visua  needs to represent 
their words, thoughts, and actions first and foremost. 

Step 5. Use the visual as a basis for the rest of your evaluation 
Once consensus is reached on the theory-of-change visua , you can proceed with 
the rest of the eva uation and use it as a strong foundation. The theory-of-change 
visua  shou d do exact y as it is named and provide an overview of the theory of 
change. It can he p give you guidance on what methods, outputs, indicators, and 
outcomes you can inc ude in an overa   measurement and eva uation framework 
(especia  y if you use va ues as your “parts”). It is a so  ike y that, during your dis-
cussions on the various drafts of the visua , you wi   have had in-depth conversa-
tions about what outcomes the group want to achieve and how you cou d 
possib y measure that to fit the phi osophy in the visua . 

Most important y, however, this process shou d have garnered excitement 
and buy-in for the rest of the (sometimes tedious) eva uation. Instead of present-
ing a  ogic mode , eva uation matrix, or 14-page document you wi   have given 
the group something that is more engaging and bite-sized to introduce the rest 
of the process. In our experience, this is a major factor in a successfu  eva uation, 
and it is worth spending time to get right. It is even possib e that you did not get 
the same “eyes g azed over”  ook you wou d if you may have gotten in the past. 

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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Figure 7. An example of how values can translate into full measurement 
frameworks (outcomes, outputs, indicators) 
Source: Te Tira Whakamātaki  

Concrete y, you can a so use the “parts” of your visua  to bui d out a 
fu   measurement framework. As you identify and ta k about the parts of your 
theory-of-change visua , you start to define what they mean for that specific con-
text. This definition  eads to the creation of  ong-term and short-term outcomes, 
as we   as outputs and indicators. An examp e of this is shown in Figure 7, where 
we used a va ue (whakakotahi, or inc usivity) as a singu ar “part” of our diagram. 
Heading down the  eft side of the figure, whakakotahi is defined and specified by 
the  ong-term outcomes, short-term outcomes, outputs, and indicators. In this 
case, the va ue of whakakotahi a so represents what the organization u timate y 
wants to achieve (i.e., its intended impact), meaning it is the piece that you wi   
end up measuring (in a  ot of different ways). Therefore, as the diagram be ow 
indicates, as you head down into the detai s on the  eft-hand side, the va ue gets 
more and more defined. As you head back up toward the va ue on the right-
hand side, it shows how you wi   know whether progress is being made toward 
the intended impacts. This is one way in which you can connect your visua  to 
more conventiona  eva uation thinking and approaches. 

WHEN T  USE THE RY- F-CHANGE VISUALS AND WHEN N T T  
Up to this point, this artic e has been written as if theory-of-change visua s are a 
si ver bu  et and wi   he p so ve any engagement prob ems you may have had in 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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the past. Whi e we be ieve in the power of this approach, we a so know that there 
are certain circumstances in which it shou d be avoided. We expect these factors to 
evo ve as we continue to take this approach in our projects, but we be ieve that you 
shou d consider using theory-of-change visua izations in the fo  owing situations: 

1. You are evaluating  ompli ated and  omplex situations (see Patton, 
2010) 

a. We wou d argue that this is most often the case in socia  y rooted 
programs and initiatives. 

2. You have many stakeholders, organizations, or partners involved in 
designing and implementing the evaluation. 

• This approach is usefu  if those at the tab e use different approaches 
or activities to achieve the same  ong-term goa  (e.g., environmenta  
sustainabi ity). It  ends itse f we   to deve opmenta  eva uation, 
princip es-focused eva uation, and co  ective impact approaches. 

3. You have adequate built-in time to  omplete the pro ess (in luding 
the ability to build relationships and trust) and  an transfer it into a 
measurement framework. 

• In our experience it takes 2–3 months of creative effort to make 
the theory-of-change visua . 

4. You believe the audien e would respond well to a visual approa h 
(e.g.,  ommunity not-for-profit) as opposed to a written one (e.g., 
government departments). 

• This is not a hard-and-fast ru e, as we have done these with gov-
ernment departments. You wi   have to use your judgement as a 
faci itator to determine if it is a good fit. 

5. You are an internal evaluator and  an spend your time doing this 
pro ess (and following through with it). 

• Being an interna  eva uator may a so he p you pick up on the cu -
ture of the program or organization quicker, a though you shou d 
be aware that you can a so take things for granted being an insider. 

Instances where we recommend not using this approach inc ude the fo  owing: 

1. You are evaluating in simpli ity (see Patton, 2010). 
2. You have limited time and a small budget. 

• When you combine this process with the need to  ink it to a mea-
surement and eva uation framework and then do that eva uation, 
this process can be time-consuming and, therefore, cost more. 
Remember that this process is about getting peop e excited and 

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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engaged in eva uation, and if you spend your budget creating the 
visua  and do not end up co  ecting any data, it might have the 
opposite effect. 

With these factors in mind, you can see that it is not wise to take this approach 
in every sing e eva uation. We are encouraged as emerging eva uators to main-
tain a  arge too box of methods, approaches, and theories, and we suggest that 
this be one approach that you cou d add to yours. 

WHAT HAPPENS WHEN Y U CANN T GET EVERY NE T  AGREE 
 R THERE IS N  C MM NALITY BETWEEN GR UPS? 
One comp ication that you may encounter using this approach is that it can be 
difficu t or sometimes impossib e to find the right metaphor or symbo  to base 
the visua  on. This has happened to us when working with mu tip e groups or 
projects under an umbre  a organization such as a government-funded program 
with  ocations across the country who are meant to be communicating and 
working toward common goa s, despite imp ementing it in their own way. In 
these cases, it might be difficu t to find a  oca  y rooted metaphor that you cou d 
use (e.g., there are no pine trees in northern Canada and no turt es on the 
prairies). 

You can sti   create a theory-of-change visua  in this case, but the approach 
wi   need to be modified. Gathering data, reading documents, and uncovering 
what the “parts” of the visua  are wi   sti   be the start the process (e.g., va ues, 
impacts, outcomes, processes, etc.). However, to remain re atab e to different 
organizations or spots across the nation you may need to either choose multiple 
metaphors or symbo s and, as a resu t, create mu tip e visua s. Remember, with-
out that instant recognition and re atabi ity, the theory-of-change visua  wi   not 
be as effective. The trick is to ensure that the same basic information is being 
used no matter the metaphor it is featured in. In other words, the “parts” you 
identified shou d be present in a   visua s you end up creating. The advantage of 
using va ues or broader impacts as your “parts” is that you can more easi y trans-
fer them across metaphors because they work in mu tip e ways. This is why we 
prefer to use nature-based metaphors, as it is easier to transfer parts between 
metaphors, meaning we can te   the story we need to in the p aces we visit whi e 
sti   providing rigour to the process. 

For examp e, the two pictures in Figure 8 represent the theory-of-change 
visua  for the Oranga Programme, a suite of four Kaupapa Māori– ed projects 
aimed at restoring forest hea th in Aotearoa New Zea and. Whi e a   projects are 
working toward simi ar  ong-term goa s (i.e., increased forest hea th and revita i-
zation of mātaura ga Māori [Māori know edge]), each project had different 
activities (they inc uded seed banking, using soundscapes to assess forest hea th, 
using Māori ro goā (medicine) to he p infected trees, among others). Therefore, 
using one theory-of-change visua  was not the best option, as it wou d re ate bet-
ter to some projects than others. Therefore, the so ution we came to for the 

doi:10 3138/cjpe-2024-0028 CJPE 39 2, 288–312 © 2024 
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Figure 8. An example of a values-based diagram using a) a kauri tree and b) 
a tohorā (whale) to portray a story 
Source: Te Tira Whakamātaki  

© 2024 CJPE 39 2, 288–312 doi:10 3138/cjpe-2024-0028 
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projects was to use two visua s that had the exact same “parts” to them (e.g., 
va ues such as know edge, recognition, re ations). One features the kauri tree 
and, the other, a tohorā (wha e); both symbo s are instant y recognizab e by the 
projects and, more important y, meaningfu  to their own projects. By taking this 
approach, projects were ab e to champion whichever version resonated most 
with them, and we, acting as the eva uators, cou d use either and sti   have con-
sistency in the measurement and eva uation framework. A YouTube video (Two 
Bridges Consu ting, 2022) was created to he p exp ain these visua s (as per the 
best practices out ined ear ier) and they are sti   in use today as guides for how 
the projects want to work and what impacts they want to make. 

C NCLUSI N 
Guided by metaphors and symbo s rooted in the va ues, experiences, and  an-
guage of those we work with, the theory-of-change visua  approach can he p cre-
ate and faci itate dia ogue and ref ection necessary for effective eva uations. 
P atforms  ike Canva provide accessib e too s for bringing these visua s to  ife, 
enab ing the integration of text and imagery to convey a cohesive narrative. The 
presentation of theory-of-change visua s becomes an opportunity for faci itation 
and to get excitement about eva uation. By te  ing a story by unvei ing each com-
ponent of the visua  one by one, eva uators foster engagement and dia ogue, 
encouraging stakeho ders to ref ect on their ro es and contributions within the 
 arger ecosystem of change. U timate y, theory-of-change visua s are more than 
just pictures. They are powerfu  too s for getting on the same page, decision-
making, and, important y for us, faci itating a meaningfu  and re evant eva ua-
tion. After a  , it is on us as eva uators if the audience fee s dumb when reading 
our materia s or hearing us ta k. Let us use every too  avai ab e to make eva ua-
tion accessib e, exciting, and innovative and ensure we bring peop e a ong with 
us on a path toward evidence-informed decision-making. 

N TES 
1 Appropriate y backed by the Canadian Eva uation Society’s Eva uator Competencies 

(especia  y the situationa  and interpersona  practice domains). 
2 See Keana-Tua a (2015) and Wingspan Birds of Prey Trust (n.d.) for more 

information. 
3 At the time of writing this artic e, we had used this approach 22 times since 2020 (in 

various forms). The authors wou d  ike to thank Reciproca  Consu ting and the Net-
work Environments for Indigenous Hea th Research Nationa  Coordinating Center 
for a  owing us to progress these ideas. 

4 We are a so working on a short artic e that better describes what “va ues-based mea-
surement” is to us as eva uators and researchers. We intend to pub ish it and share it 
wide y to he p accompany this artic e. 

5 For examp e, using a tree is a perfect y acceptab e symbo  to portray in a visua . How-
ever, choosing the right tree based on  oca  context matters. If you use a pine tree, it 
makes sense in most of Canada. They are common, native species that are instant y 
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recognizab e. If you use a pine tree in Aotearoa New Zea and, an instant y different 
thought comes to mind, as they are invasive species that are often b amed for ki  ing 
native forests and used for economic purposes. Instead, a kauri or pohutakawa tree 
might make more sense to viewers in Aotearoa New Zea and because they are iconic 
and native species (but again, that depends on which part you are from). Both are 
trees, but depending on which you choose to use and where you choose to disp ay it, it 
wi   have significant y different socia , cu tura , and economic imp ications. The goa  is 
not to choose just a tree, but the right tree. 

6 For more information, visit Department of Conservation (n.d.). 
7 A whare ui is a Māori meeting house, or the main bui ding of a community. It is a 

representation of significant cu tura  and socia  princip es and is the main gathering 
p ace of each community. It is fu   of stories and is the heart of the community. 

8 For an examp e, see Two Bridges Consu ting (2022). This examp e is a so featured 
 ater in this artic e. 
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