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Introduction 

What is this Framework about? 

Sport Unites is the Mayor of London’s flagship community sports programme designed to achieve his long term vision to make London the most active 

and socially integrated city in the world.  Spanning an 8 year period (2018-2026) the programme currently includes around 300 projects (see Appendix 

1), all focused on enabling young Londoners to improve their physical and mental wellbeing, safety, educational and employment outcomes. At the same 

time, these projects vary enormously in their focus, size and scope; and in the type of evidence and data they collect to show the impact of their work.  

Evidencing the change that comes about through opportunities for sport and physical activity is key to the success of Sport Unites and future sport for 

development opportunities.  We know that for large, complex programmes such as Sport Unites, traditional “measures” based on things that are easy 

to count won’t give the whole picture of change, nor explain how that change has come about.  It can therefore be harder for projects to learn “what 

works, for whom”, or just as importantly, what doesn’t work and why.  

As a result, the GLA Civil Society and Sports Team and organisations funded through Sport Unites, have agreed that a consistent impact framework and 

evidence base is needed, that can speak to the range of projects and diversity of perspectives involved, and provide a rounded picture of change 

including how it comes about.  For this to happen, there also needs to be a shared understanding and approach to evidence and learning, including 

identifying what different kinds of evidence exist and how to collect them.  

This Evidence and Learning Framework has been drafted by NDTi (Sport Unites’ evaluation and learning partner) to provide this consistency, using an 

overarching yet flexible structure and guidance on evidencing impact.  It has been co-designed with members of the GLA Civil Society and Sports Team 

and organisations they fund as part of the Sport Unites programme.  It is not intended to replace what is already in place and working well, e.g. at an 

organisational or project level. 

The Framework is built upon the Sport Unites vision and outcomes framework, which was coproduced with funded organisations and the GLA team 

over the summer of 2023 (see Module 1); a process that was both collaborative and unifying in terms of agreeing a shared, strategic direction and 

priorities for change (the outcomes) over time. 

https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.london.gov.uk/programmes-strategies/sport/sport-unites
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How should this Framework be used? 

The Framework can be used flexibly; people can dip into whichever Module or section they need, in any order.  We recommend, though, that everyone 

is familiar with Module 1, The Foundations, as this describes the broad approach to evidencing impact and clarifies the terms used throughout. 

What does it contain? 

 Framework

Module 1: 

The Foundations 

Vision and 
Outcomes

Key Definitions

The five layers of 
evidence triangle

Module 2:

Tools and Approaches

Evaluation 
Questions

Evaluation 
approach & tools

Generating 
Evidence

Data Collection 
Methods

Evaluation Checklist

Module 3:

Worked examples

London VRU

London 
EmpowerHER
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Who is the Framework for? 

This modular Framework is aimed at delivery organisations, directly funded organisations and all the partners involved in making Sport Unites happen, 

including, of course, young people themselves.  It will be most useful for people who are responsible for evaluation and/or data collection within 

organisations, but will also be relevant to staff delivering activities as it will help them to capture and track the impact they see sport having on young 

Londoners in a consistent way.   

It is also intended to be useful to the GLA, both the Civil Society and Sport Team and across the wider organisation. 

Why is it important? 

Having a consistent and accessible approach to and guidance on evidencing impact and learning about what works is important for everyone involved in 

Sport Unites, in particular: 

 

For organisations funded through Sport Unites … 

• Guidance and ideas on evidencing impact in a consistent and relatable way 
• Focusing on measuring meaningful progress against agreed outcomes 
• Understanding the options for capturing impact 
• Being able to make the case for specific activities/opportunities as a result of demonstrating their impact 
• Tracking progress and sharing this internally  
• Knowing and understanding the bigger picture across London, and feeling part of this change. 

And for the GLA … 

• Showcasing the achievements of Sport Unites 
• Building a coherent overview of impacts across the Programme 
• Ways of collecting and sharing learning 
• Helping to shape future priorities, gaps and areas for investment, so GLA teams can make evidence based decisions 
• Ensuring data is high quality, robust and validated from the start. 

 
 
 

https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
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Module 1: The Foundations 
Module 1 describes the broad approach to evidencing change including key 

definitions, and introduces some core models and ways of thinking about 

evidence and learning about what works. 

Sport Unites is cross-cutting, complex and ambitious in its purpose and 

remit– with diverse projects and funded organisations working separately 

and together to support the diversity of young Londoners in myriad ways.  

This cross-cutting remit and desired impacts means a coherent impact 

framework and evidence base is needed, that can speak to a range of 

projects and audiences. Having a shared understanding about and approach 

to evidence and learning across the Sport Unites Programme is key. This 

includes agreement about approaches for collecting different kinds of 

evidence and associated data.  

The Vision and Outcomes Framework for Sport Unites reflects this broad 

reach and comprehensive coverage of different its projects and data sources. 

Vision and Outcomes for Sport Unites 

The Vision and Outcomes Framework below sets out the shared vision for change and direction of travel for Sport Unites’ projects and funded 

organisations. Coproduced by the GLA Sport and Civil Society team and funded organisations involved in Sport Unites, the shared vision statement 

embodies the long term aims and aspirations for the Programme and all those involved in funding and delivering opportunities for young Londoners to 

participate in and benefit from sport and physical activity.  The vision is underpinned by 5 outcome areas, short-medium term goals that reflect the key 

priorities for change which will ensure movement towards these longer term aims. Each outcome area has been “unpacked” to identify the signs of 

change and sources of evidence that will show whether these things are happening, for whom, and also that they are working well.  

https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework


 

Sport Unites Programme | Evidence and Learning Framework | NDTi | September 2024  Page 8 

Introduction  Module 1  Module 2  Module 3 

 

 

https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework


 

Sport Unites Programme | Evidence and Learning Framework | NDTi | September 2024  Page 9 

Introduction  Module 1  Module 2  Module 3 

 

 

 
 

https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework


 

Sport Unites Programme | Evidence and Learning Framework | NDTi | September 2024  Page 10 

Introduction  Module 1  Module 2  Module 3 

 
Key Definitions and Language 

The following provides an explanation of the key phrases and language used throughout this Evidence and Learning Framework, as a way of developing 

a shared understanding of and language about change across Sport Unites.  

Vision – a short statement reflecting the big societal changes that local stakeholders want to achieve; inspirational goals over a 5-10 year period.  

Outcomes – the specific, short-medium term changes that partners agree will take them closer to the longer term vision. They usually reflect 

the key changes that partners commit to working towards over a 1-3 year period.  

Signs of change (or indicators) – agreed measures that indicate movement towards the outcomes, usually a mix of things that are easy to 

measure and those that are more complex and require a range of approaches to capture what is changing and for whom. In our five layers of 

evidence we talk about objective (more easily measured) and subjective (more complex to measure) outcomes and indicators.  

Outputs, inputs and processes – these terms refer to important ways of making change happen. They cover the resources invested and 

initiatives developed or introduced to help achieve outcomes (inputs and processes); and some of the short term deliverables that may be 

required (e.g. by funders) to know that these investments are being used effectively and efficiently (outputs).  

Inputs and outputs are often confused with outcomes, and often form the heart of many monitoring and evaluation activities. They are 

important, but do not constitute the change themselves. A robust evaluation framework needs to combine all of these elements and achieve a 

balance that is fit for purpose, i.e. that reflects the aims and ethos of the programme or project(s) being evaluated.  

The diagram below helps to summarise the difference between these key terms, and to demonstrate the importance of keeping a focus on 

outcomes, the change that is happening and being experienced as a result of the developments taking place.  
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Evidence – a range of sources of information and data that can tell us whether the above indicators (or signs of change) are happening or not, 

and if so to what extent. We know that just one source of evidence is never enough to give a complete picture of what is happening and 

changing for people, hence the development of the five layers of evidence triangle to guide local developments and evaluations.  

 

Five Layers of Evidence  

The five layers of evidence triangle is a tool that can be used alongside the Vision and Outcomes Framework to think about different sources of 

evidence that will give a comprehensive picture of change for individual projects as well as the programme overall.  The triangle is below and we 

describe how it works in greater detail in Module 2. 

 
 
 
 

 

 

 

 

 

 

 

 

 

 

Stories

Subjective 
outcomes

Objective outcomes

Numbers with Meaning 
e.g. who did you reach/not 

reach?

Total Numbers:

e.g. how many people?
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Appendix 1: The Programme Projects Overview 
  

https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework


 

Sport Unites Programme | Evidence and Learning Framework | NDTi | September 2024  Page 13 

Introduction  Module 1  Module 2  Module 3 

 
 

 

 

 

https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework
https://www.ndti.org.uk/resources/evaluation-project/sport-unites-evidence-and-learning-framework

