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Executive Summary

Active Through Football (ATF) is a five-year initiative managed by The Football Foundation

and funded by Sport England. The initiative is delivered in 25 locations nationwide in areas of
deprivation, with the strategic ambition to ‘do things differently” in order to increase participation
in physical activity. This evaluation focused on 12 of the 25 ATF programmes (specifically the 12
‘phase two’ projects). The primary purpose of this evaluation was to capture examples of systems
change and wider impacts of programmes that have succeeded in increasing participation in
physical activity.

Over a 24-month period all 12 phase two ATF programmes contributed to data collection, which
entailed a combination of interview, workshop, documentation analysis, and site visits. This
fieldwork provided insight into the extent and nature of programme impacts, and their engagement
with systems change. Additionally, a number of ATF programmes were then selected for in-depth
case study on the basis that they would provide novel insights into specific aspects of systems
change and programme impact.

Initial sections of this report provide an outline LBU’s approach to the evaluation of systems
change and programme impacts through ATF. Key ‘systems thinking’ tools are presented

and applied to demonstrate how various levels of the ATF system have been designed and
subsequently interact to produce impact. This discussion illustrates how project managers and
participants’ experience of ATF differs from previous physical activity interventions, and how this
has contributed to desirable and impactful change. The ‘'middle’ of the report is comprised of three
case studies of ATF programmes. Through the use of innovative Ripple Effects Mapping, these
case studies illustrate how ATF’s place-based approach has been implemented in response to
local contexts and communities. The case studies provide an in-depth insight into the workings
of ATF local systems, the challenge and complexity of ‘doing things differently’, and crucially the
intended and unintended impacts of such working.

The final substantive section of the report identifies key system ‘leverage points’ made evident
through the case studies. Such leverage points summarise how and why ATF programmes

have engaged in the processes of systems change successfully, with clear guidance for others
who may wish to emulate such practice. The report concludes that although ATF programmes
were not initially established with system change as a specific strategic objective or focus for
implementation, over a relatively short space of time programmes have demonstrated clear and
desirable momentum towards addressing the complex challenge of reducing physical inactivity in
deprived communities.
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1. Introduction

Active Through Football (ATF) is a five-year initiative managed by The Football Foundation (FF)
and funded by Sport England (SE). The initiative is delivered in 25 locations nationwide, targeting
places identified as deprived (according to the Indices of Multiple Deprivation], with the strategic
ambition to ‘do things differently’ in order to increase participation in physical activity. Leeds
Beckett University were appointed as the national evaluation and learning partner for ATF and
commissioned to provide the following three interconnected workflows:

1. The production of the Active Through Football ‘Playbook’ which provides an instructive toolkit
for those who may wish to emulate the lessons and successes of local ATF programmes. This
is a process evaluation to identify and share critical programme success factors

2. A evaluation of systems change and impact as a result of ATF programming

3. Creation and facilitation of a ‘Community of Learning’ (COL) to provide a peer learning and
knowledge exchange network through which good practice can be shared.

This report is the research output for workflow two on systems change and impact. Please note
that due to the timings in the commissioning of this work, workflow one engaged ‘phase one’
ATF programmes (which began in September 2021) and workflow two evaluated ‘phase two’
programmes only (which began in February 2022). All ATF programmes accessed the community
of learning sessions and resources.

Please note: ATF was not initially established with system change as a specific strategic objective:
it was not a focus of programmes application for funding or their initial implementation work.
This means that this report summarises system changes which have occurred across ATF Phase
2 programme areas which can be clearly attributed to ATF over a relatively short period of time,
often as an unintended consequence of their delivery. The findings expressed within this report
indicate only what can be confidently reported at the end of this research programme regarding
systems change in ATF. Given the time of time of writing, two years into a five-year funded project
and where systems change now has greater strategic importance, it is likely that the degree and
impact of systems change will become increasingly evident.

1.1. ATF Strategic Outcomes

ATF identified the following strategic outcomes and key performance indicators (see Fig 1). The
system change column was an addition to the original ATF strategic outcomes, and reflects the
increased importance of this work over the first two years of programme delivery. Furthermore,
local ATF programmes were, and continue to be, encouraged to work towards developing locally
specific strategic outcomes which are identified as important by each project based on its
community engagement and understanding of localised community needs and context.

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact



Figure 1: ATF Strategic Outcomes

Logic model
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Evaluation purpose
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sustainability plans

This document presents impacts of the Active Through Football investment on 12 of the selected

25 ATF programmes (specifically the 12 ‘phase two’ projects). The primary purpose of this
research was to capture examples of system change and the impact of programmes that have
succeeded in developing physical activity provision within areas of high deprivation and with

traditionally ‘hard to reach groups’.

Evaluation Questions

* How and in what ways has ATF enabled innovative and impactful ways of working?
» How has ATF funding facilitated systems change and impact in different project areas?
» What are the wider impacts (intended and unintended) of these system changes?

» How can complex systems change be documented and communicated to better understand and

learn from ATF programmes?

The ‘Active Through Football’ Playbook:

An evaluation of systems change and impact



1.3. Active Through Football Programme Overview

The ambition of Active Through Football was to ‘do things differently’. Given its aspiration towards
creating systems change and creating opportunities for those currently inactive, ATF committed to
five years of funding to enable programmes to work towards the complex challenge of addressing
physical inactivity. This factor, along with other key programme elements (described below) involve
a set of implicit assumptions that working in such ways could lead to long-term positive outcomes

at the local level.

Table 1 ATF programme characteristics

Active Through Football programme key characteristics

Football Foundation
funding

e Five years funding for ATF programmes.

 Sufficient funding to ensure initially free programing.

o Targeted interventions based on IMD/ Active Lives Survey data

o Flexibility for programmes to select the best tools to engage people in their identified
place (football, physical activity, or other active recreational activities).

¢ An emphasis within the programme on innovation, insight and learning.

e Less initial emphasis on programme KPIs to shift programme’s focus to quality of
engagement and not quantity of participants.

Consortium approach

e Formation of consortium within each of the 25 ATF places, with representation
from a locally agreed cross section of often multi-sector, operational and strategic
stakeholders.

Community
Engagement

e Programmes were granted up to £25,000 for community engagement to better
understand the specific needs, wants, and lived experience of:
e Groups within communities (e.qg. different religious groups in a place)
e Sub-groups within groups (e.g. being a Muslim and a women)
e The community engagement process was also highlighted further possible
consortium members
« Adoption of a ‘Place-Based’ approach,
e An understanding that places have specific contexts that require tailored
programming to meet the needs of local people
A recognition that there is not a ‘one sizes fits all’ model of ATF
o A valuing of local knowledge and gatekeepers in programme design and
implementation
e An emphasis on community assets and co-production

Workforce
Development Plan

¢ A goal for programmes to upskill volunteers and members of the community as
coaches, or other certification programmes

« An ambition for specific sessions to eventually become autonomous and self-
sustained if possible

Learning and
knowledge exchange

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact

e Community of learning for programme managers,
¢ Monthly online sessions
¢ Bi-annual in-person events
¢ Bi-annual regional reviews with Sport England and Football Foundation programme
managers and neighbouring ATF programme areas



1.4. Report Structure and content

Initial sections of this report provide an outline of LBU’s approach to systems evaluation and
systems impacts through ATF. Section 2 details the evaluation approach adopted and introduces
the reader to the methods of data collection and the research activities undertaken over the
course of the evaluation. Section 3 outlines the systems theories and tools which have been
utilised in the analysis of the data collected during the research activities. Section 4 applies these
tools to examine why ATF can be identified as ‘doing things differently’, and how this has shaped
the capabilities of programme managers to work in innovative and impactful ways. The section
presents interview, focus group, and participatory research data to indicate these key differences
and their importance.

The ‘middle’ of the report is comprised of sections 5-7 which provide in-depth case studies and
form the core of the report findings. Section 5 introduces the reader to the Active Enfield project
and examines what how and why key staff members have operated differently as a result of ATF.
As a result, it also highlights the programmes key achievements such as the Women's Wellbeing
project delivered in partnership with London CIC, a Turkish speaking cycling group who have
championed the project. Section 6 focusses on the Active Women project in Leicester which sheds
light on a how the programme has significantly reduced barriers for local female participants,
but also significantly improved participants perceptions of football and physical activity. Section
7 is dedicated to the DE23 Active project which has demonstrated success in increasing physical
activity and alleviating wider community inequalities. This has been achieved through sustained
partnership working to influence local organisations and influence wider system change.

Section 8 summarises the main findings from the research and outlines 10 ‘leverage points’ (see
Section 3.2.1) for systems change which were reported or witnessed across the three selected
in-depth case areas and other Phase 2 ATF projects. The leverage points summarise adjustments
made at both the national level and local level which have been highly beneficial to creating
change locally. Finally, Section 9 concludes the report by answering research questions outlined in
Section 1.2.

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact



2. LBUevaluationandlearningapproach

The list below table provides an overview of the main research phases, purpose, and data
collection techniques utilised at each stage. Broad time frames have been outlined further below.
Firstly, the report will introduce a systems change perspective to evaluation (Section 2.1], it will
then describe one of the primary approaches - Ripple Effects Mapping and participatory research
workshops (Section 2.2) and will close by summarising the main research activities (Section 2.3].

2.1. Adopting a systems change perspective in evaluation

Arnold and Wade (2015) have outlined a set of ‘systems thinking skills" which are indicative of a
systems approach to evaluation. They define systems thinking as:

analytic skills used to improve the capability of identifying and understanding systems, predicting
their behaviours, and devising modifications to them in order to produce desired effect (2015, p. 675)

Arnold and Wade's (2015; 2017) ‘system thinking skills’ outlined below have helped to define,
measure, and assess systems change within the context of ATF. This report has adopted these
analytical categories to inform its methodological approach and subsequent analysis of systems
change within and through ATF.

2.1.1. Mindset: how to approach systemic problems

o Explore Multiple Perspectives
» Consider the Wholes and Parts
» Use Mental Modelling and Abstraction

Adopting a systems ‘mindset’ entails understanding that problems might not be solved by
adopting the conventional or established perspectives or replicating previous approaches. This
report illustrates how novel perspectives have enabled new ways of understanding and alleviating
long-standing problems. The findings presented here demonstrate how a change in mindset has
enabled staff and/or stakeholders to think in ‘whole systems’ [see Section 3.1]. The use of mental
modelling is illustrated via the use of Ripple Effects Mapping techniques (Nobles et al., 2022c)
which ‘models’ the programmes activities on a timeline to better demonstrate impactful activity
through multiple ‘impact pathways’ [see Section 2.2).

2.1.2. Content & Structure: what is in the system and how is it organised

o Identify Relationships and what flows between them
o Identify Feedback Loops and Delays

A system is a set of elements interconnected in such a way that they produce their own patterns
of behaviour over time (Meadows, 2008). Systems are affected by external forces, however, due
to how elements of a system are linked by existing relationships they tend to respond in habitual
ways. To think ‘in systems’ is to be able to critically examine relationships between elements of a
system and the outcomes they produce (see Section 3.7)

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact 5



2.1.3. Behaviour: structure gives rise to behaviour

e Describe Past System Behaviour
e Anticipate Future System Behaviour

By understanding the relationships between elements of a system, this enables a ‘systems
thinker’ to clearly describe past behaviour of a system and envisage future behaviours. In regard
to understanding system behaviour, this report demonstrates how ATF has enabled those

working within local programmes to develop their knowledge of either their local system (e.qg.

the community) or their own organisational system. For example, the Active Enfield case (see
Section 5) highlights how ATF enabled key staff to examine their current organisational behaviours,
the barriers this created for their target audiences, and how they could work in a different and
impactful way.

2.1.4. Understanding Leverage Points
« Understanding behaviour and structure to see how/where to intervene to create effects

According to Meadows (2008) in order to fundamentally transform a system, ‘leverage points’
should be clearly identified. For example, all three cases have demonstrated clear successes

with underrepresented female audiences [see Sections 5-7). These changes have been realised
through, for example, sustained efforts to reduce the stigma attached to sport and physical activity
with the resultant changes in programme participants perspectives that physical activity is ‘for
someone like them’. For more detail on ‘leverage points’ see Section 3.2.1 which describes the
Action Scales Model (Nobles et al., 2022a), which has been adopted as a key analytical tool to
enable analysis. Crucially, Section 8 identifies the key leverage points that appear to be central to
the success of ATF based on the preceding sections.

2.2. Ripple Effects Mapping (REM) & participatory research methods

Ripple Effects Mapping (REM) is a group participatory evaluation method that enables programme
stakeholders to collaboratively map a visual chain of programme activities, outputs, and outcomes.
There are variations of the approach to mapping in a REM workshop, this report has utilised the
Nobles et al., (2022c] ‘timeline’ approach given its resonance with project managers. The timeline
approach can highlight and visualise the chronological chain of activities within a programme and
their contribution to programme development and success; enabling an examination of ‘impact
pathways’ (see Fig. 2 for an example). Previous research has found that the process of conducting
REM workshops is highly valuable for staff to chart the results of their project over time and to
reflect on activities which have had significant impact (see Chazdon et al., 2017; Nobles et al.,
2022b; 2022c).

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact 6



Figure 2 REM impact pathways (in Nobles et al., 2022c)

Impact Pathway 1

) Councillor working
Several people noticed Spoke to a local with the council and
that local roads were H councillor about H local residents to
not safe for cyclists. these issues. improve road quality.

N

Impact Pathway 2

10 people signed up to Two people started a Cycling group has 30

cyc_llr_]g proficiency H local cycling group. % regular members who

training. meet twice per week.
Start 12 weeks later 1 year later

Fig. 4 Impact Pathways

Initial REM workshops with each selected case area was utilised as a way for the lead researcher
to obtain an overview of the programme’s significant achievements and plan follow-up visits to
explore the various impact pathways ‘branches’. From there, conventional research methods
(interviews, focus groups, site visits, observational data, and documentation analysis) were
employed to develop a deeper understanding of the impact pathways and key ‘leverage points'.
Section 2.3 below summarises the data collection phases. For information and guidance about the

process of facilitating an REM workshop, an indicative workshop plan is provided in the appendices
(see Appendices A.

The ‘Active Through Football’ Playbook:
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2.3. Summary of site visits and data collection

Table 2 Summary of fieldwork and data collection

Phase 1 To design research process and develop an » Rapid review of literature Research
Evidence review | appropriate methodological approach to * Review of existing ATF Upshot data & Questions
and design of examine systems change across ATF projects. programme documentation 1&2
methodology
Phase 2 Initial data collection with all phase two o 16 site visits, including four phase one Research
Site visits and programmes to identify extent and nature of programmes Questions
case study perceived programme impacts and system e Observations of ATF programme bi-annual | 1 &2
selection change. This informed the selection of reviews
exemplary cases for in-depth case study and e Group & individual interviews with key staff
Ripple Effects Mapping Workshops. & stakeholders
o Four online focus groups with Phase two
project managers
Phase 3 Case study selection based on programmes * Nine days research site visits across three | Research
that: programmes Questions
In-depth case a) Success in reaching physically inactive e Two Ripple Effects Mapping workshops or 1,2,3&4
studies & communities in areas of high deprivation other participatory methods per site
Participatory b) Show evidence of impacting wider e 7-9 interviews per site with programme
Research systems staff and participants to explore REM
Workshops c) Show evidence of working in new and impact pathways
different ways * Two focus groups per site with wider
d) Supportive local ATF project team who stakeholders
bought into the research process e Participation in consortium meetings and
e) Presence of engaged consortium visitation to key project delivery spaces
f)  Evidence of ‘systems familiarity’ within
consortium group
Phase 4 Data ‘sense making’ processes Transcription, coding, analysis and data Research
Data Analysis & visualisation of phase 2 and 3 data Questions
Reporting 1,2,3&4
Ongoing As part of their role as Evaluation and ¢ 16 monthly online meetings Research
Community of Learning partner, LBU has managed a monthly | e 4 bi-annual in person events Questions
Learning online session and bi-annual in person e Online focus group with Sport Englandand | 1,2,3 & 4
‘Community of Learning’ events which has The Football Foundation programme senior
given key insights into the development of ATF management
programmes.

Phase 1

Phase 2

Phase 3

Phase 4

COL/MEL

The ‘Active Through Football’ Playbook:
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This section has provided an overview of the key information and decisions that influenced the
design of this evaluation. The following Section 3 will outline the analytical tools utilised to
evaluate practice across ATF sites. The section summarises the key models and frameworks
employed throughout data collection to inform the evaluation.

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact



3. SystemsChange Analytical Tools

‘Systems change’ can be understood in a range of ways. This section provides an overview of
the frameworks used in this evaluation to understand types of systems change and impacts.
The first part of this section introduces the way in which ATF ‘systems’ can understood at two
interconnected ‘levels’: the national and the local. Part two of this section introduces a set of
systems change analytical tools which have been utilised throughout the evaluation to guide data
collection and analysis, and ultimately demonstrate the nature and type of impacts observed
through ATF programming. As per Arnold and Wade's definition of ‘systems thinking skills’
(Section 2.1) this evaluation has utilised a range of analytical tools (Table 3] to capture and
demonstrate how systems change has manifest within and through ATF. The matrix provides
guidance as to the types of situations and circumstances which are indicative of systems change
which aided the process of data collection and analysis of the presented cases in Sections 5-7.

Table 3 Systems evaluation matrix

Systems Thinking Skills

Category & Objectives

Analytical Tools

Mindset
How to approach systemic problems

-Explore Multiple Perspectives

-Consider the Wholes and Parts

-Use Mental Modelling and
Abstraction

-Social Determinants of Health
Model (Dalgren & Whitehead, 1991)

-Ripple Effects Mapping (Chazdon
et al., 2015; Nobles et al., 2022b;
2022c)

Content & Structure What’s in the
system & how is it organised

-Recognise system boundaries

-Identify relationships, what flows
between elements

-Identify feedback loops and delays

-Thinking in Systems (Meadows,
2008) on feedback loops, delays &
system boundaries

-Community Capitals Framework

(Flora & Flora, 2008)

(See Appendices C)

Behaviour
Structures give rise to behaviours

- Describe past system behaviour
- Predict future system behaviour

-Sport England ‘practicalities of
systems change’ (2021)
(see Appendices B)

Understand leverage points

3.1. Levels of the ATF System

- Understanding behaviour and
structure to see how/where to
intervene to create effects

Action Scales Model (Nobles et al.,
2022a)

As outlined in Section 2, a 'system’ refers to people, places, organisations, projects which are in

a relationship with one another and interconnected. To understand systems change within this
context, and as per Arnold and Wade guidance to identify boundaries, the report outlines two
system ‘levels’ of ATF. In reality such distinctions less clearly defined, however, the identification
of these two levels is useful for analysis and evaluation to indicate how a changes in one part of
the system can lead to changes in relationships and structures in another. This is a fundamental
aspect of this systems evaluation; to identify how interconnected elements of a multi-level system
may interact with one another to influence and shape local level practice. The identified ‘levels” are

outlined below:

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact
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1. The ATF national system - the relationships between ATF programmes and the managerial
structures of ATF, The Football Foundation, and Sport England

2. ATF localised systems - the relationships between specific local ATF programmes and their
selected ‘place’, consortium, community, and chosen target audiences.

3.1.1. The national level system

The national ATF system can be identified, in organisational terms, as those who have the
responsibility and power to influence the direction, delivery, and implementation of ATF as national
physical activity initiative. Crucially, examining the relationships within a system can reveal how
such relationships between national and local stimulate individual and organisational behaviour.
ATF programme manager Rich, for example, describes how a ‘traditional’ sport development
programme may make people behave:

traditional Sport Development is: we identify a need, we go in until the money runs out, or people
don’t show up, then we disappear without a trace.

Furthermore, Figure 3 below reflects a common experience amongst programme managers on
how they would typically respond to an upcoming 12-month project in which they must quickly
produce results to satisfy programme goals.

Figure 3 Project manager behaviour high uncertainty avoidance and low innovation

Such reflections were common amongst ATF programme managers and stakeholders, and

ATFs departure from this convention are illustrated in more detail in Sections 5, 6, & 7. Clearly,
decisions about programme design (national level] can either constrain or enable local
programme delivery (local level). It is also important to note that influence within a system travels
multi-directionally, which can be defined as downstream & upstream influence (see Figure 4).

» Downstream influence: individuals and programmes are enabled or constrained by the
programmes national strategic structure (e.g. KPls, timeframes, rigidity around target
audiences)

o Upstream influence: projects communicate back to the national level forming a feedback loop,
communicating project development successes and challenges and reporting on intended
outcomes

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact 11



Figure 4 Upstream vs. Downstream feedback loops
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The feedback loops illustrated above are flow of information or resources exchanged between the
local and national level. While the influence of the downstream flow of information and resources
are clear to understand, how the local level can influence the national, and how or if the national
level can incorporate local level feedback (e.g. to learn about how to improve performance) is
something this report seeks to examine with more clarity.

Systems are also defined by delays, for example, those who are most disengaged from being
physically active may take weeks to respond to a programme offer due to fear and anxiety, as the
example below exemplifies,

In one case, a female participant had described that it took her two weeks just to reach the end

of her drive, and another four to actually approach the community centre where sessions were
being held. While living in isolation during Covid19, she had developed extreme social anxiety but
now she’s a regular participant and an advocate for the project and the centre, but it took over two
months for her to open the [community centre] door and say hello! (Lukas, Gateshead. Emphasis
original)

This quotation provides an example of how the local level system will take a period of time to
produce outcomes, with resultant delays in how the efficacy of the programme is understand at
both local and national level. To summarise, what is exchanged between the national and local
level systems are flows of information and resources such as funding, KPls, and other aspects of
programme management. Furthermore, it is also vital to understand that programmes exchange
information upstream through feedback loops; such as reporting on progression towards desired
outcomes. Such information is vital to all levels of the system as it verifies organisational capacity
to meet local and strategic objectives.
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3.1.2. Local level systems

Local ATF systems are defined by those individuals and organisations operating in a particular
‘place’ with the power and responsibility for the design and delivery of a specific ATF programmes.
Crucially, these local systems include the local community and culture, as well as other local
stakeholders. Figure 5 (below] is an adaptation of Dalgren & Whitehead’s (1991; 2021) Social
Determinants of Health model which outlines five levels that influence health. This model is

used throughout this report to understand how different ‘levels’ of the local system can influence
participation in physical activity. Reference to a ‘whole systems approach’ implies that an
intervention works across these levels to create systems change, rather than only attempting to
influence individual behaviour, which is highly affected by multiple levels of influence.

Figure 5 Adaptation of Dalgren & Whitehead’s (1991) Social Determinants of Health model

Cultural & Policy

Interpersonal

Individual behaviour is an individual's lifestyle choices (e.g., smoking, exercise habits, diet) and
demographics (e.g. age, sex).

The Interpersonal level (friends and family) shape habits that may impact physical activity
levels (whether sport is encouraged in the family or social networks), diet (e.g., cultural
preferences towards healthy vs. unhealthy foods).

The Institutional layer consists of those organisations that shape an individual's opportunities
and social experience (e.g., work, home, the council, schools, local businesses). For example,
having a job with long or anti-social working hours will impact an individual's opportunity and
motivation to participate in physical activity with others.

The Structural layer describes the built and natural environment which can impact health
outcomes. Proximity to green spaces or well-maintained physical activity facilities can all
impact how much exercise a person does.

The final layer, Cultural/Policy describes how wider socio-cultural aspects impact individual's
behaviours and health outcomes. For example, traditional gendered duties within the home
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(household and caring duties), stigma around womens’ exercise, or media preference for
coverage of the ‘men’s game’ has all impacted peoples’ perception of physical activity.

To give an example of the types of issues projects may face locally when attempting to work
across whole systems, Figure 6 demonstrates the types of local systems challenges experienced
by individual programme managers and prospective participants. Firstly, the female participant
comments on the left indicate a number of barriers that span across cultural, structural,
interpersonal, and individual levels. While on the far right, the project manager faces system
challenges to implementation, such as institutional preferences for qualifications. Furthermore,
when aiming to work across system levels and engage with important local organisations (e.g.
faith organisations, third sector developmental organisations) it can be expected that questions
may arise. Making adjustments institutionally to overcome such issues is something that this
report seeks to highlight.

Figure 6 Local Systems create barriers and opportunities
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Local systems are complex due to the range of individuals, organisations, environments, and
cultures which can influence a programmes efficacy and impact. This report demonstrates how
the ATF has enabled local systems change which, as indicated here, can be understood through
five interconnect levels. The next section, 3.2. will outline further analytical tools which have been
employed in the evaluation of systems change and impact through ATF.

3.2. Analytical Tools to Understand Systems
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3.2.1. Leverage Points and the Action Scales Model

Systems change theory is predicated on the notion of ‘leverage points’ as Arnold & Wade (2015;
2017) Donella Meadows (2008) and other key systems thinkers have articulated, leverage points
are crucial to understand when aiming to change a system. Leverage points describe ‘locations’ in
a system in which an individual or organisation can intervene to create long term change. Recently,
Nobles et al., (2022a) have developed the Action Scales Model (ASM] to combine existing models of
systems change into a simplified framework.

The ASM model identifies four main leverage points:

Beliefs - the ideas which underpin programme assumptions, an individual's behaviour and
decision making. Goals, structures and events flow downstream from beliefs which influence
the entire system. Beliefs can be individual (e.g. an individual's belief that ‘sport is not for
people like me’], or organisational (shared beliefs about the best way of approaching particular
tasks and/or overall organisational vision)

Goals - the targets the system works towards and which the structure is designed to deliver
upon (e.g. programme KPIs)

Structures - the management and governance processes of institutions and organisations that
arise to meet programme goals. Structures give rise to patterns of behaviour which produce
events. For example, a reporting requirement of a funding agencies which prioritises high
participant numbers over targeted individualised interventions will change how a programme
‘behaves’ over the duration of the project to meet programme goals.

Event Level - symptoms, outcomes, or products of the system (e.g. reduced physical inactivity
in a specific place) limited project and funding timeframes (structural elements) means that
projects have little time to try new approaches or engage with new groups which is an event
level symptom of the structure above it.

The ASM model is employed throughout this evaluation as one of the main tools through which
findings are interpreted and summarised. Section 4.4 provides an initial application of the ASM

model to evaluate how ATF has enabled local programmes to ‘do things differently’.

3.3. Summary

This section has provided an overview of the analytical tools used to conduct the evaluation of
systems change across the ATF ‘phase two’ projects. The following Section 4 begins this evaluation
through an analysis of how ATF is viewed and operationalised across national and local system
levels, how this is distinct from previous football-based physical activity interventions, and how it
has stimulated programmes to ‘do things differently’.
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4. Examplesof achanging system

According to many of the project managers, strategic leads and wider partner organisations who
have been interviewed as part of this evaluation, ATF is a decidedly different type of programme

in contrast to their past experiences. This section examines the differences between ATF and past
programmes which managers have experienced. Following the guidance provided by Arnold and
Wade (2015; 2017) this section highlights how an understanding of system boundaries and shifts in
perspectives and mindsets have produced key differences in system behaviour.

As further outlined in Section 3 the report has indicated two levels of the ATF system 1) the
national level 2] the local level. To examine this in detail, Section 4.1 identifies the specific changes
made at the national level which were intended to have ‘downstream’ impacts. The section draws
from a focus group held with ATF programme designers and programme managers to examine
their perspectives about the early shaping of the programme at the national level and what they
have learned from the process. Section 4.2 then examines how programme managers and wider
stakeholders at the local level have responded to ATF. Section 4.2 draws upon results from focus
groups with ATF local area managers, as well as interviews, workshops, and site visits conducted
during the ‘second phase’ of data collection [see Section 2.3]. Finally, Section 4.3 summarises the
type of system changes via the use of the Action Scales Model (Nobles et al., 2022c).

4.1. Programme design

4.1.1. Key Programme Differences

Adopting a place-based approach was a new direction for many of the key stakeholders involved
with establishing ATF. This shift reflected, as a result of other research and learning, a change in
perspective from within Sport England and The Football Foundation.

So, specifically we had the target around shifting the dial on people from lower socio-economic
groups. We were thinking, what sort of activities could help to do that? At the very top level, football
had come out as an activity that was appealing to those audiences. But then, where this was
different was that as an organisation we were starting to develop our thinking around place-based
working and the consortium approach, which was quite new to Sport England, also we understood
that people wanted doorstep sport and a more recreational offer. Patrick Brosnan, Football
Strategic Lead, Sport England

From a Football Foundation perspective, this was very different for us. [...] This was an opportunity
for us to manage a revenue programme that would provide a lot of learning for us about trying to
work with priority groups we wanted to engage with. So, for us, setting up this programme was
totally from scratch. There was no tried and tested model that we had in mind. Jack Matthews,
Head of Delivery, Football Foundation

Throughout the development of the programme learning how to develop a place-based
programme that does not start with a predetermined programme of activities was a source of
unease for many. However the advantages of such an approach have become more evident to the
organisations involved, especially The Football Foundation.
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Sport England and The Football Foundation are both grant distributors, you get very set ways of
developing programmes. Whereas with ATF we were more focussed on getting the steps right.

So gathering lots of insight and in-depth understanding of communities and then when you start
talking to people your approach will evolve. So from a funding perspective, that’s quite different to
how we would normally work. [...] It's safe to say there was a healthy dose of scepticism and people
asking ‘why do we need to do this?’ Patrick

I think scepticism is absolutely the right word. Now, after seeing the project come to fruition, we've
probably challenged that. The consortium led approach, giving community engagement grants, etc.,
we hadn’t done this in any shape or form before. Was the community engagement grant normal?
No. It was very much something new and we wanted to incentivise people, we wanted as many of
those 50 areas as possible to go through the journey. [...] But now we've used these concepts to
inform everything we're doing from a Playzones perspective [new capital development initaitve]. So
a community led approach, driven by a consortia, going into communities of high need, developing
the workforce, all of that is very much informed by what ATF has taught us. Jack

It is clear that the ATF approach was a departure from the norm for both Sport England and the
Football Foundation, but also more significantly for the sector more broadly. These key design
differences can be summarised as: taking a consortium led approach; place-based approaches
and the awarding of a community engagement grant; the emphasis on a responsive and flexible
delivery model; and a specific focus on local workforce development for long-term sustainability.
The above noted approaches are all underpinned by what can be generally identified as a ‘bottom-
up approach’ to programme development.

4.1.2. ‘It's gotta be bottom up’

ATF was influenced by existing projects such as the Local Delivery Pilots and the Recreational
Football in Parks Pilot. As Patrick described in the interview ‘we were hearing from the LDPs that
its gotta be bottom-up’. The insights received from other programmes indicated that, in order to
get new results, new groups needed to be involved.

| think we had [in the past] a tendency to go to what | think we could call the ‘usual suspects’. You

want to talk about football? You go to the County FA, or maybe you go to the CCO based there. But
they immediately have a way of thinking ‘oh that group, you're wasting your time” or they’ll say ‘we
know how to reach that group and its THIS programme.’ Patrick

This is a key part of the place-based approach in regard to systems change. A bottom-up approach
to programme development benefits from cycles of learning and processing feedback which in
past models has not necessarily been possible. Patrick’s comment indicates how entrenched ways
of thinking within organisations can get in the way. Past efforts to engage with specific groups

or communities have been limited because of a delivery model that did not have the capacity to
respond to local contexts, leading to a resignation on behalf of those delivering programmes on
the potential to engage with underrepresented groups. The capacity for learning, responding to
feedback, and adapting or evolving as projects engage with groups is essential in place-based
working. As an example of a bid that did not succeed, Asad Qureshi, who at the time was working
with the County FA in Bradford describes how their group initially responded to the ATF bid.

Within the County FA the project landed like ‘ohh here’s potentially some money for us to do some
delivery. We just need to deliver something by speaking to a group of people we already know". |
think it was a struggle for them [the County FA], because nobody was actually talking about place-
based working. Asad, Relationship Manager, Sport England
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While a bottom-up, place-based approach were recognised in theory as being a promising new
avenues for engagement with inactive and underrepresented audiences, in practicality there were
multiple hurdles which needed to be tackled internally for The Football Foundation to be able
actually employ the approach. A crucial example is found in adjustments made to the way in which
incoming applications for ATF were assessed. An atypical system feature was the invitation for
unsuccessful projects to be able to re-submit their applications after a round of feedback from The
Football Foundation. Anna Sheils, Relationship Manager with Sport England describes the initial
evaluation process below.

The initial applications came in and we rated them green, amber, red. So those we felt were ready
to hit the ground running, those which needed a bit of work they had the concepts and ideas but
just needed more work on certain elements, and then the ‘red willows’ who hadn’t understood the
principles. We went back to Sport England to request more funding, so that gave us the opportunity
to go back to amber areas and say 'if you do XYZ' within a strict time scale, then they can be
approved. Anna, Relationship Manager, Sport England

Again, assessing a bottom-up, place-based application was something that The Football
Foundation did not have adequate capacity for at the start. This was a competency needed to

be developed completely from scratch for ATF applications. An example of an issue is that the
funding assessors themselves were used to applications that emphasised match funding and
KPls. Because of this, The Football Foundation worked to upskill the assessors internally to be
able to properly evaluate the applications. Below, Asad describes some of the traditional ways of
assessment thinking, while Jack describes the process of developing a new assessment criterion
within the foundation.

Jack was battling a bit with ‘old school’ vs ‘new school’ assessment. So for example, the old school
is looking at 'value per person’ so dividing the investment by the total number of participants. That
or, ‘hey well you could have better value in this area rather than that area.” Asad

We received 49 applications and had to compare and contrast them against a single assessment
matrix which we use to assess projects, but that needed to be developed entirely new from scratch
for ATF, because the old one wasn't fitting. So we had to educate our assessors on what we thought
good looked like. One point that was really difficult was that we purposefully wanted flexibility and
creative freedom. | think the whole process of developing ‘new school criteria’, if you like, was a
completely different way of trying to do things. Jack

The original project assessment matrix used to evaluate incoming projects did not adequately
account for the processes within place-based programming. This is an example of how system
distortions can be created by the internal goals and structures of an organisation, and how they
have been adapted through ATF. Adjusting the matrix and upskilling assessors means that The
Football Foundation can now accommodate different types of programmes in the future as The
Foundation will retain the processes and human capacity which can properly assess a place-based
project. This knowledge now informs the significant investment in ‘Playzones’ through The Football
Foundation. To summarise, two key highlighted differences in this section are the adjustments
made to be able to properly evaluate a place-based project funding, and the processes for projects
to improve their applications and resubmit after a period of feedback.

4.1.3. Embracing discomfort

The flexibility that has been intentionally built into ATF has been an unusual part of the
programming for all involved. The ability to adapt to community wants, such as non-football
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activities, has been both a problem and a benefit to many programme areas. For more traditional
football focused organisations, organising non-football activities has been a source of contention.
However in some project areas this has eventually led to engaging with a core group of participants
who after some time may play recreational, walking football. As Anna remarks below, she was
surprised about how ‘traditional’ the football sector was at the start of ATF which explains the
discomfort with place-based approaches.

I was surprised coming into the football sector to see how traditional its delivery of programmes
was. You know, they were used to getting cash and delivering programmes, not doing the
engagement and getting to know the communities and not place based working. Anna

The ATF programme began with a focus on football as the key engagement tool for the

targeted socio-economic group. However over time ATF has shifted towards Sport England’s
emphasis on physical activity which is more movement and health focussed. This has been a
challenging process and many programme areas who were accustomed to delivering football-
based programmes had to re-learn how to develop their programming placing flexibility based

on feedback at the centre of what they do. In the past, this could have been interpreted as an
abandonment of programme goals, however, in this instance, it is a clear indication of community
engagement and that programmes are responding to the needs and wants of local communities.

To facilitate learning across the 25 programme areas, Leeds Beckett University established a
Community of Learning (CoL) for ATF project managers. The ColL has occurred throughout ATF’s
first two years of operation, with twelve online meetings and four in-person events in total. Over
time, this ‘culture spreading’ mechanism has informed key staff and stakeholders of the primary
approaches of ATF and worked towards aligning the values of the programme across multiple
areas. Patrick and Jack, both reflect on the aspirations of the CoL and ATF more broadly, to
establish ways of working and the sharing of learning.

We are hoping that people don't have to do what we did, go back all the way to the start and have to
completely redesign something from scratch. And then have to go out and convince partners and
stakeholders that this is the way to do it, because they should have built up all that learning and
understanding on their journeys. So for me, its about a base level of understanding we are trying to
develop. Patrick

The community of learning we set up, the network of project managers, has been really successful.
Pretty much from day one they have been bouncing ideas off one another, so that’s been real
positive. Jack

Section 4.2.2 delves deeper into the impact of the CoL describing the elements of a learning
support system which has been developed for ATF. The CoL and its constituent components have
helped to transfer learning across the programme, however, it has also managed to effectively
permeate the program culture across the 25 project areas. Moving on to Section 4.1.4 the report
will highlight some of the key reflections thus far by the programme designers.

4.1.4. Key reflections at 18 months

| think one of the things we are learning is that [1] we can't just have a consultant parachuting in
to develop a glossy application, then departing, ok that’s community engagement done and dusted,
just like a 'tick box exercise. We know its absolutely not, and [2] we're now in more of a position

to be challenging, like asking if the community has been involved in the development. [3] We have
in our own workforce now people who are more comfortable and confident, and they're looking
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to challenge that way of thinking. [4] It all comes back to the point of having key individuals and
community influencers and organisations heavily involved. It stands out like a sore thumb if not, and
we want to do more now with this. So that’s a direct result of what this programme has taught us.
Jack

In Jacks statement above, the four main learning points and changes within their organisation

are clear. It has been chosen above other similar statements for the way in which it succinctly
highlights changes in beliefs and behaviours as a result of the process of developing and learning
from ATF. Overall, the statement asserts that the organisation is more confident in recognising
applications that lack true community engagement, and that because of internal system changes,
they are much more willing to be challenging than in the past. Being more challenging is a key
behaviour outcome of the process for ATF within The Football Foundation. Asad described he is
starting to feel more comfortable asking the question “"how do you know that’s the best way? Show
me the research”. Further to this point is the underlying belief that “key individuals and community
influencers” (Jack) need to drive the process and be heavily involved. It is clear that the ATF
programme has significantly altered the mindsets and approaches of key staff that have high levels
of influence and responsibility to shape the programme.

4.1.5. Summary

The original programme designers wanted to design a programme that worked differently,
engaged with communities in a different way, and lead to more effective practice. This section has
explored how ATF was intended to be different from the outset, and some of the processes that
needed to take place in order to make the change possible. Moving to Section 4.2 the evaluation
analyses how local project managers and wider stakeholders have responded to these changes.

4.2. Local system level response

4.2.1. Taking on the challenge: it takes more than ‘easy wins’

When | started, | thought, ‘'oh no problem, we will just do xyz" but then as | got going everything
changed. Now, and | learned this from Naomi [Stoke Project Lead], she and | share a hatred of the
term ‘easy wins'. People say all the time ‘oh | got a quick win for you’. When someone says that to
me, | think no chance. Rich, Project Lead, Liverpool

Developing a place-based programme has been considerably challenging for many programme
areas and workers who were used to working in more conventional ways. The problem persists
when project managers reach out to wider partners who have yet to fully understand the remit of
ATF. As Rich’s comment alludes, his attitude has significantly over the course of his engagement
with ATF. This is a sentiment reflected in comments from several programme managers. Other
key differences afforded through ATF is the recognition that community engagement takes time,
flexibility, and building of momentum. Again, this is a departure from the ‘'norm’:

Traditionally there isn’t a lot of time for reflection and learning or community engagement at Sefton
Council. Our coaches are billed directly for each session, so doing community engagement just isn’t
something we've been able to do. Helen, Sefton Council, Derby

A key point of reflection that many project managers had is the impact of the length of funding.
Clearly funding has a significant impact on programme design, but crucially here, five years
funding provided programme managers with the time to develop strong relationships and build

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact 20



trust within the community, and to trial new approaches to address the more complex challenges
of engaging those not currently physically active.

The duration and flexibility of the funding as well as the emphasis in the programme on testing,
learning, and community engagement has impacted the attitudes and behaviours of key staff.

The result is that many ATF workers now feel more supported and able to address the challenge
of developing provision for audiences with complex needs. This is a start contrast opposed to the
past where pressures to meet participation targets may have meant that programmes would forgo
engagement with more complex audiences and instead find ‘easy wins'. The above indicates a
shift towards a learning-based programme, in which increased time has led to the possibility of
innovation through providing the systemic tools to take risks.

4.2.2. A culture of openness and learning

Something that has made a big difference for me are the internal reviews and the community of
learning. | come looking for ideas and leave with 20. It's helped me to feel more confident. Actually
coming down and speaking to other project leads helped me to see how we need to be flexible in our
approach and it gave me the confidence to say actually right should we do this, should we do that....
It's about the culture, it's all about learning. You feel encouraged to be open and talk about our
challenges. And that culture comes from the top. Lauren Flaxen, Sunderland Project Lead

The learning component of ATF has played a significant role in the development of the program.
This plays out in three ways: 1) the Community of Learning; 2] Sport England & Football
Foundation relationship managers; and 3) a system of bi-annual reviews where projects share
practices together. These learning-related functions have significantly impacted the perspectives
and behaviours of local program managers. As Lauren describes her interactions with other
managers in the CoL helped her to slow down and not rush towards solutions that may not work
for the community.

Organisations, communities, individuals and systems, without effective tools to navigate
uncertainty will struggle to innovate over time (Wenger, 1998). It is clear that the length of time
provided, the social support to encourage a process of trial and error, and the ‘'safe spaces’
provided to openly share reflections about the process, has significantly impacted many
programme managers practices. Themes of learning, capacity to reflect on practice, and adapting
to the pace of communities are clear hallmarks of the ATF programme, and these themes are
highly evident in the cases explored in depth in sections 5-7. The next section will describe some
of the unanticipated impacts that ATF has had on programme areas.

4.2.3. Unexpected impacts

Across project areas, many programme managers and stakeholders reported unanticipated
impacts of the ATF programme. For example, Val a community centre manager in Middlesbrough
described that | the past she had spent considerable time applying for funding to do PA sessions.

So what do you do with your time now that ATF has come along and has this free up your time to do
other things? [Researcher]

Well, we've recently been able to obtain £40,000 worth of funding to revamp our kitchen, now we can
be doing cooking classes and events, Its really going to help with the long term sustainability of the
centre. | don’t think | would have ever had the time for that before! Val
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In Derby (see Section 7] the core ATF team has further obtained multiple grants to deliver work in
Normanton, the core area. There are many examples of situations where the support provided by
ATF funding has enabled programme areas to ‘upscale’ their funding to further compliment their
work. Anita Rao, the community centre manager at Wesley Hall in Leicester, reflected that ATF

has helped her to focus more on the centres vital services and let ATF handle the physical activity
provisioning. Furthermore in Section 6, Anita Rao describes how her mental health and wellbeing
programme at Wesley Hall has benefited from Active Women (their local name for ATF). Further
examples can be found in Sheffield where one consortium member SOAR who provides high-
demand social-prescribing and intro to physical activity services indicated that because of gym and
exercise sessions provided by Sean (Sheffield ATF project co-lead) they have been able to clear a
considerable back-log off their waiting list. SOAR’s waiting list for services is over two months, ATF
sessions have enabled them to signpost participants to a trusted programme faster than in the
past.

Thereare many such examples of unintended impacts across the 25 ATF programmes. These
impacts can be categorised in three ways: enabling the reallocation of time and resources;

sharing of expertise with key partners; and reducing demand on vital partner resources which has
improved partner capacities to focus on other complex issues. To elaborate these impacts further,
section 4.2.4 presents findings from participatory workshops conducted as part of the Ripple
Effects Mapping sessions. These results help to provide an insight into the range of impacts across
a range of provision.

4.2.4. Indications of system change

This section presents results collected from workshops with session participants held in the
case study areas: Enfield, Leicester, and Derby. The exercise utilised the adapted Dalgren &
Whitehead's (1991) social determinants of health model described in Section 3.1.2. The model
indicates the level of influence that local systems may have on the behaviour and health of
individuals. In this instance, it has been utilised as a tool to help categorise systemic levels in
which the ATF project has impacted upon. Figure 7 presents responses to the following question

(Q@1):
In the past, what barriers have you experienced to participating in physical activity provision?

The results of this process were thematically organised in Figure 7 (below) which collates
responses from across all workshops to give an indication of the types of reported experiences.
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Figure 7 Thematic analysis for Q1 responses
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What about ATF has helped to overcome these barriers or issues?

Figure 8 Thematic analysis for Q2 responses
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Cultural & Policy

seeing ~ educational Added Value:
positive programs help organised
Using Trusted Spaces & Developing Mor female role to change session on
spaces models perceptions about cooking and
‘women like women’s access to nutrition and
creating safe spaces - - us’ physical activity others

escorting women LCFC
helped them to feel safe and X rks, Structural

welcome

use of community buildings has helped to feel Improved partner
comfortable and acceptable for target audience Working

N\

Trust gained

affordability - free local activities

through community local sessions to in every area
/ \ organisations eliminate cost - walking
. transport barriers distance
Developing and sharing and
Having Role opportunities with

Models partners - more
collaboration

signposting &

/ Culturally Knowledgable

[ oy Social prescribing
adaptable breaks
during between
/Bet er Understanhding Lived Realities \ Interpersonal religious prayers
festivals —
Social ' ~ ‘comeas
Connections TGS youlare]
only -
creates group spaces and free to wear
connections encourages sessions headscarf
which you and —— -
support empowers staff and partners that speak
each other our language
opportunities to share K \ /
/ stories and lived experience

\

ncreased feelings of trus

[

Education & Opportunity
build genuine bridging gaps
relationships and (language &
sense of care for representation
communities matters)

N A

volunteering educational programs
opportunities gives ELLIT

sense of purpose PA awareness,
nutrition, cooking

understanding authentic delivery
community - doesn't feel
priorities + life like a “tick box’

commitments = exercise X .
developing Percieved Self Efficacy

creating achievable | built self
goals confidence and
self esteem

Individual

a flexible offer

Figures 7 and 8 shed light onto participants experiences of physical activity. Crucially, the changes
in experience noted in figure 8 reflect changes made the ways through which ATF has been
designed and delivered. It is clear to see that ATF has been effective in engaging such participants
because programme managers have adjusted their practice to respond to community needs:
participants’ positive experiences come as a result of systemic adjustments made because of

the focus on community engagement and learning in ATF, which as Figure 7 indicates was not as
possible in the past. As such, it can be asserted that the improvement of participant experiences
as represented by increased feelings of trust and cultural knowledgeability as well as the impacts

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact 24



upon participants’ perceptions and beliefs (e.g. ‘physical activity is for people like me’) is a result of
the ATF system in its entirety.

4.3. Section Summary

Section 4 has provided examples of how ATF local areas have responded to the changes made at
the national level of the programme. To enable this, programme designers made adjustments

to the structure of ATF and as a result this has significantly facilitated the adoption of place-
based and bottom-up approaches. The case studies [see Sections 5-7] provide further in-depth
detail about local level changes and impacts, enabled through changes in both national and local
systems. To summarise Section 4, Table 4 collates findings into the Action Scales Model, thereby
highlighting lessons for key leverage points for systems change.

Table 4 Summary of Section 4 findings

From To

e Professionals understand the issues and have the e Understanding that communities need to be co-

answer; ‘we know best’ produce the process of developing programmes
e Perception that some groups and communities o Starting with questions, not answers
cannot be engaged ¢ Understanding the need to start with trust building
e Thinking that communities can be changed without and engagement activities
needing a wider consortium and engagement e The ‘old ways’ of working may be part of the
strategy problem

Understanding among key staff that organisational
documents and policies can distort how projects
are implemented

Start with engagement in mind
learning as a key goal/focus of the programme

Starting with predetermined solutions
Set timelines, KPls, milestones, and targets from

the outset e Develop community specific programme goals,
e Reporting on impacts and evaluation at the end of a targets and schedule through community
programme engagement
o Evaluation as a performance measurement e Learning and adjusting to feedback throughout the
o Collecting data that shows value for money and process

numerical targets Collect stories that indicate depth of change or
Long term planning and visioning at community could point to long term change

level not a stated goal/outcome Develop local workforce and build up capacity
Limited representation from community at higher within a Place

strategic levels - not a stated goals Reflection and learning from mistakes encouraged
at a strategic level

High flexibility to adapt and adjust to local needs
Community engagement grant provided to conduct

Limited flexibility in session design and delivery;
‘one size fits all’

e Structured time (direct billing for coaches), no initial research
community engagement or learning capacity e Opportunities to form relationships with new
o Transactional relationships and lack of opportunity groups and support them to customise and
to form trusting relationships with existing and develop an offer
new stakeholders e Length of funding overcomes issues of ‘delayed
e Centralised decision making - information from participation” and helps to sustain momentum
local level does not relay to higher levels Limited e Community of learning helps to process and
community voice, participation, ownership or transfer knowledge across the programme and
empowerment in process within wider stakeholders

o Development and deployment of new tools (e.g.
assessment matrix) and upskilling of internal staff
to adequately assess place-based projects
Invitations for projects to resubmit and improve
their bids based upon feedback
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“Talking to who you already know” or engaging
with existing sport audiences

‘parachuting’ predesigned programmes into
communities

‘box ticking’ evaluation and learning
Non-reflective practice

Short termism

Low trust in system between communities and
organisations

Lack of understanding lived experience and local
context

Risk avoidant / low penchant for uncertainty
engagement (no learning)

“Telling them [the community] what we think”
“doing TO not WITH [the community]”

Local benefit limited to passive consumption of
provision

Limited learning transfer across project areas
without a dedicated learning function across the
programme

Resigned and defeatist thinking about ability to
engage some community groups

Increased feelings of trust among local community
members

Increased courage among employees to ‘push
back’ at assumptions, ineffective practice and to
challenge existing beliefs about groups

Improved staff attitudes towards tackling complex
challenges; ‘no easy wins’

Increased capacity for interpreting community
needs and responding with appropriate offer
Learning functions, increased time allocation,
and bottom-up focus has led to increased capacity
to innovate and take calculated risks in many
programme areas

Increased capacity to adjust to community needs
and/or complex needs

Increased capacity for organisational self-
reflection

Stronger relationships between partner and
stakeholder organisations who have experienced
unintended benefits from the programme

Table 4 summarises the changes across the national and local level systems and indicates key
leverage points for change. The above list of leverage points is not exhaustive, and the Action
Scales Model is be deployed across the following section 5, 6 and 7 to analyse findings.
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9. REM1, Active Enfield: 'Time to Learn Ourselves'

5.1. Enfield Case Introduction

Over the space of one year’s delivery, Enfield has engaged with 142 unique attendees (as of
September, 2023), 140 of these, 98.5%, are repeat attendees and average attendances across

the programme amounts to 19.15 attendances. Across the 12 Phase 2 ATF projects, Enfield has
managed to establish one of the highest repeat attendee records across all Phase 2 ATF projects
with only one other area having higher repeat participation rates. This high repeat attendance rate
is driving Enfield’s overall attendances (over 2600) which is again one of the highest among Phase
2 projects. The focus on numbers is not to pass judgements on programmes, each programme has
a specific set of contextual factors that determine locally specific goals and outcomes. What the
above numbers highlight is the programmes ability to engage with and build a strong core group
of participants across the various streams of their work. Furthermore, the fact that Enfield did

not begin to fully initiate its programming until February, 2023 (roughly 6 months after the project
officially began) makes this data worthy of deeper evaluation. Roughly 47% of participants are
female, 44% of whom are from the most deprived wards, of the women, 44% identify as are from
the Turkish/Kurdish audience.

As Strategic Lead Tim Harrison at Enfield Council indicated, women from the Turkish/Kurdish
audience typically in the past have not really engaged with their programmes or wider public
services due to specific language or other cultural barriers. Reaching and building trust with
this audience is one of the key points of the insights gained from this case and a reasoning

for its inclusion in this evaluation. According to the strategic and project leads (Tim and Frank
respectively) their project is engaging almost entirely with “groups and organisations that are
totally new to them” and as well that working with the specific approaches they have adopted
(identified below] is something that has been a totally new way of approaching their work.

The focus on Enfield is of course to single them out for their achievements, however, what is
more important than this is to take a closer look at how managers such as Frank and Tim have
responded to the new resources offered by the ATF stream of funding, and how they have used this
programme as an opportunity to learn and explore new ways of working. Their reflections, found
within the case, are representative of the types of experiences of many programme areas across
ATF.

In response to national level systems change, the Enfield REM case demonstrates that they are
reflecting more deeply on their work than in the past, they are exploring new ways of working, and
they are achieving different outcomes and results than they have in the past. The ripple effects
map highlights key points which indicate how the programme has evolved, and what managers
have learned along the way. It will highlight significant, yet often subtle shifts in mindsets or
approaches which have developed as a result of the ATF system. All REM maps can be read
generally from left to right, and a colour-coding scheme has been applied to help the reader
navigate the various streams of work.

5.2. Enfield Case Summary
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ACTIVE
ENFIELD

Enfield/Edmonton

Enifield is 8 borough of North London which is home to
roughly Z30.000in 2021 putting itin the top 15% of the
most deneely populeted boroughe of Londuon [ONS, 20231 In
2021, 12.1% of Enfeld residents identified their ethinie group
within the " Bther” category [Arab® or "Ary other ethric
groug" ) whila, 521% of peopla in Enfield identified their athnic
groupwithin the "White" category [compared with BLO0%

in 20M] withB.3% identifying ae “Black, Black British, Black
'Welah, Caribbesn or African” [ONS, 2023]. Acroas its Esstarn
bourdaries, Erfield has high levels of deprivation. Two aresa
wiere chosen ee primary target ereas for the ATF project 1]
Ponders End ) Lowar Edmonton & Edmanton Creen

e Ways of Working For Enfisld Council

“Becuae you never get funding for this, andyou heve imited
time, wou just end up telking towho you're elready telking to,
orwhioyouve shways taked to So the resut of thia iayou end
up submitting your applicstion without heving done any true
commurity engagement gt all. Thie funding reslly allowed us

o seriously coneider the bottom-up place-baeed, o-design
approach which we woudn't heve reslly been ebleto do before.
Now =g a result of this project, mest of the organisationawe
are working with are totelly new to us or were urkniman to us

inthe past"

Tim Harrizan, Enfisld Council

ey Achievements of this period:

L Improwed/esteblished relationship with EVA opena
doore to naw community groupe to collsboratewith.

2 Improwed linka to presiously unconnected groupa.

g Claer formulstion of the idea towork through
commurity groupa rather than be e deliveny
focueeed project.
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Ponders End

Lower
Edmonton

Began community engagemant
with eva jan, 2021, with Eve'a
e=tablished relstionships and
other groupa.

Targat sudiancas chemen after

o make lozal level dacisione

'Wee realized thet we had to change the registration
forme to make it eagier for people ard reduce the
barriers they experience, 80 we tranelsted the forme

Yo that adde = layer of work for ma | need to translete
the form muttiple times from English to Turkish and back,
burt thia project ian't sbout me; ita sbout the participants
and reducing the barriers for them totake part. hthe
paat you'd never realy have been eble to do something
Ik this for aure.

Frank Kain, Enfiskd Project Lead

Impacts:
L Incressed aceesebiity for participenta
2 Helps to owvercome |ow trustfhigh guard barrier

Thoes with mantsl health,

or haglthissues ralated
to isnlation and inactivity.

& Turkish/Kurdizh Women
Hain Fertner London CIC
Coals:

- Improvewo

BASIC OUTLINEOF THEPROGRAM INENFIELD
BASED ON TARGET AUDIENCES

1. Cammnunity Rahsh

Team - deals with

theas living undar 1 Beesio 1: Womer(s
24 bour aupenvizion anly gym houre

Wain Partner NHS Trust S [Janusry 2093)

Main Dola:
2 Locality Tearmn —

« Pronita physical & social actidly.  workawith thoae lhing

intheir own homee .
= Work towards social

reintegration/zocidl skills.
* Learn teamw ark.

2 Gession ;
Open Foothall
sassion [fpri, 2027]

3. 8tep 6 Thrive team
— bridge bebwean
community hoepital
[for thosa gtil in
heepitalisstion]

* Experianca structurad activity.

Parimar - NEXUE

2.Whola Communitias >

Kery Partnars
Identified: tepping irtn
established networks

Dzgur & Henaska
teke tha lesid
Women's Walbaing
program Launched
Herch, 2021

of key audiances

Fret masting batwaen
Frank, Qzgur &
Hanakea Dt 2022

Halp women integrate into Engliah life.

Wiork to Estebizh
Wornar'a orly
Dyrra houre
[previoualy
unaveilahle] alo
open and avalsble
1o public.

Open Foothal
ssasion

= Dug to low
sttendanca
sassion movadto
Edmontan Leisura
Cantra Dot, 2022

Wallbaing Program
Leunch - Momthly
eduestional defverad
In Turkish by Turkish
=pasking specialata
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Falationship-based vestment:

Legs structured ima demands and KPI constraints meana
project menagers cen devote attertion towider partnare
to improve relationehips edd walue to partner organisetion

Immediats leaue: nowomen's only gym hours.

'Women aaked for femele only gym sessions
[unarsileble st the time). The progrem started
with footballin mind, the women did not feel

ATF ke & Catalyst
"Wa had previously
done researchtn show
that womenwented
& women's only space

Reported Impacta of
‘Woman'z only sessionz

= Improwed seif corfidence.
# Increeaed feslings

proces=es, helping tham to mest key outcomes. Approaching comfortabla playing. inour faciity. But wa of comfart.
work through a rel stionship- focusssd, seest-bazed spproach, hadrt been sbisto « Improwed experience.
erebles opportunities for learning and innowation which are The program works with FUSION LIFESTYLES to start this yet. Than ATF » Chenged perceptions
not otherwise permitted with more rigid delivery modela estabizh women’s only gyme houre. cama glang and it reslly of fitness.
Uiee Kirty i o ‘Women'a only gym hours are now also eveilabla auted =3 & catalyst to -?smnn Enysicel eetieity
®| hed had this idea to eet up & sporte progrem for some of our dients, tothe generel public and RJSION is working on getthis started” .:nanaﬂ;ﬂ;}
which are peoplew ith acute and enduring mentel health conditione. women's specific leizure peages ::;::; inge
Mariy of our dierts don't consider themaehves to hewa & mental health :
cordition, =0 we needsd something that ddn't put rehabiitation of Unacpectad Impact. Fugionhes sica sian
hedth cantre stage where it fett more informal” . 5
Somewomen who began with thess gym introduced womar's only
Canyou tell me sbout some of your cients? Whet are their lves like? geaaiona are now regulary aterding waking ewimming houra. *This
fontbell sesmions with the mixed group. hea proven super popular,

ce. But morethan amy
wing the project ®

One peraon that eomes o mind, for example is Luese hes heen coming
far years now. He hag |ots of thinge he wente to do, but = ok of thoss
thinge aren’t materiaiaing for him. He iz on long term medication and

eepecially with Mualim
women" Dominic

Ay k=y orgenieational tekeswsys inregards to this proje

ite really difficult for him to work, form reletionships, he hae edrama Have you changed
difficulty being ndepardant: Thi ie the thing with some of cur dients, We are startin anything sbout how And what about the
thewy may only just menape to eat, gt dresead and wash themashies. you coach becauss "Itz regllyimpartant for the participanits, hag

Sorme may be justwaiting around to uee druga. 3o, they don't really
henve any =ort of structure or positive validation in their feea. But for
aomeane like 8almen, ahwsys now he hae the fortball And hewving thet
tn Inok forward to has made & huge differenica in hia life.

tintt.arru.plin-:l 0 f o‘f_jul.rirndrnmurrt partitipants to fasl 8 sansa of anything changed
urtunity for us to sese with ATF? acoomplishmert. We don't want for them?
them to go ewsy faeling like & . .
failure. | had to adjust, ard really ;:‘:::ﬂ;‘;“
focus on the socisl side ofthe g sty
=e=sion and keep it achievemant i

2 impacted after
focueead. | think my imwoheemant:
7 the come tothe
in this program hea really changad ion. e beve
the way | think sbout looking gt e R
outzomee thet aren't footbal T N e
relatecl Have they participsted fnJrLuum “"m
more? Heve they angaged with het ::-;
thair paere more then last wesk? At
Things ke that * Eam hes the confidence

o da thet But he

atill doae his best:
to come to the

Liea

NH8- Sociel praecribing route Two Beasions Devaloped ToSupport

with HHE Truat

1. Community Aehab
Team- dealawith
thosa living urdar
Projact had bean in-development bafors ATF, howeeer 24 hour supervision/
ATF came glonp to provide & significant source of support.

funding to meke the project 8 reelity and sustsin it till
now. Within the NHE there are 3 main teeme.

T18eeaion 1 - Womer's only > Waorktn Estahizh Womnar'z only Oyma hours [pradously
gy hours [Januarg, 2023] unizvaiabie). 5till apan and available to pubic

2 Locality Team-
works with thoae [ing
in their mwn homes

) Seasion 2 - Open Foothal
eeeaion [April, 2022)

2] Bem=sion 2 - Dpen Foothall aeeaion st

Hein Dost Edmiontan Leisura Centra Oct, 2022

= Provide physical B socid activity.

3 Step & Thrive taam Lucsg, one of origingl semsiona” Cam
* Work towsnde eocial reintegretion/social shille. ~ bridge for thnaa still participants jons from
in hospitalisation but the outzet

* Learn teemwork. cloge to leavin
Il- Refiectione on persenal changs & Quslity Assurance

» Expariance structured activity. = how orgenizstion barriers get in thewey

2 orders End i L *| think you hit the el on tha head tha other dey whenyou ssked if active through footbsll was a sport project
or & commurity project For me, etraight sasy, ita community firet We are hesring shout the difference this
ia making, that ita really helping toimprove & senas of community and ite really managing to bring people

Communities together. That'a the c==ewe are definitely heering about our Intergenerational Session in Pondera End " Frank

And how do you think sbowt Quality Aesurance now?

Friday Might " Inte: rational’ Seasi
bt e e Hes smything changed?

Partrer— KEXLE

#&n ertity inthe

coureil thatworks

with young people cultural backgrounds
sroured enti-gocial i wome : LE : pular. Upehat data gh
behzviour r.

16l partners, who ere
might rot be
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TURKISH/KURDISH

Contextual Issues Around
Engaging the Audience

Tui urdi
and don't feel co

Leck of language c
them to navi

"Wefwe ahwaya had difficulties engaging with the
Turkish/Kurdish Communitiee. The contect ie that,
higturically, thes=s groupa don't sccess publicfheetth
related senvices”

Tim Harrizon, Enfiald Council
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Community Engagement Process identifies potential
key partners, London CIC stood out in the process,
&nd was ina good position for the project

eritifid: tapping into established n
rat meeting withLondon G2 Dch

"We begen “wak and talk’ seesiona sbout 2 years ago end had
irest interes=t from famale participants, wew era just doing thia
ourzshy e with no funding, s0 wa only did 4- 5 sesaions mver tha
apace of 2 years. Already it wea 8 good success, 58 women came
to our fret evert! S0 we knew therewse huge demend from the
women for something like thia”

Gzgur, Londen CIC

Ozgur & Meneske @ London CIC

Sterted London CIT, & cycling focuseed group, Syears ega Wall known and
trusted smong Turkish/Kurdish diaspora in Morth London, strong presence at
Alewi Cutturel Certre.

- 'Well positioned to engage target suderces

g Strong social media profile. (e .g. Est=blished what's spp chet
groupwith over 250 wormen from the community]

- Docd connections with Turkish! Kurdish epeaking cosches
and apecidista.

» Ingider understanding of community chellenges and barriera to

Bnfaging with PA, apart, or wider public provisiona.

The British Alevi Faderation & London CIC,
an ‘Aeast Rick" sevironmant

TargetAudienca Famiiarity
High Dagres of Trust
Centre Pint of TurkishiKurdish Community

SHAPING THE PROGRAM

Eritish Alewi Fedarstion

i Federation is anumbrella

but could rot find funding
tn support the scaling

"The majority of the participants are nct confident their English
language skille. Andthe othar thing ia thess people are being more
clezed and not like open to other outzide of activities thet much.

Sn thet's why wewanted to provide these physical activities ina
community placawhich they alreaty feel familiarwith or aafe sothey
=N come more essily. And we do thia becauss we know our sudisnce,
wa know already whit they are gonna say, beceuss we know what
ther chellenges ere”

Qzgur

Czgur
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HOWBESTTOENGAGE ===
THIS AUDIENCE? 8. SHAPING THE
PROGRAM

Wi understand our participants, w e know their needs and their chiellenges. We tailor our
progrem around &l that And it looke fked LOT of encouraging them, apending & lok of time with
therm, meking them feel good. So firet of al, we empathize with them. How do they went to hear from you, by whom,
who dothesywent totalk to? Do they want it to feel formal? Thenwe just focue on making them comifortsble, ghvetrust
anid resporeibility over time. make them fesl good and pesitive.

RECOCHEZE participants for their effarts [applaud, elap, give thanks and certificates] and give positive regard

'We gawe them thesa carificats in front of the cther women eo they wers recognized publicly. Some women hawe noa
framed their parficipstion certificatas [—] You have to understand, they heve never received e certificatein theirlives. God

Turkish speaking coaches, and appropriate individuals chosen to engage
with the female participants.

"Ir our community, women don't think of themaebves. They ara wife, mother, they forget themeehes When
we go to the forest, we forget all that! They say to ma, “we just reslised we are not just & mom, we era
humenf For & couple hours esch week, we can just be friendz. Now they sre discovering 8 new world. They
trust themaelves mars, they have more confidenca. They have found that they ean go to the forest slona
Thay hewe hopas now, ita totaly 8 naw world for them."

I¥the program ended todsg, do you think the women would continue?

"Yes sbeolutely, mery of them yee. They heve friends now; they heve support, thets probsbly the most:
importent part But alag they resliss noa thet ite mportant to teke cans of themaehes, they need to maka
time for this Thia ia the biggeet change in tham, they see how important it is, and they heve some frisnds to
aupport them with that

theywere erging! They havent got & ot of achisvements, their husberd and children sne understandabla. Thay dort ever i

tearthankyow So it felt lke a really meaningful moment for everyone. “lhil‘ln Prngm'l'alual.ddad Sessions:
Key program Hessages
. Deaper Integration Intn Public Lifa

i ' Obesity  diet (in Turkish] "For women in our community, the
One of the ledies said tome “we heve lesrmed cycing, end learmed even foothell end other exercize, whets neet? How they i ‘famiy ard children are sways firet.
are asking for computer skils and other work akills training. Sothis is becoming a new geal for us, to help the women * Cauges and symptoms of obesily & related Th;‘:llu-rttaixnara nfhaa:;*m,
integrate into Engliah life. S0 we arevery hopeful that they wanit to take thie new confidence to other things. Sowe h“nh,'“”“ . thiy akip maals, they eacrifice slaep
encourege them aloktotry naw things end build their confidencs and we tell them o support esch other What wewart i E"“':'m around heatthy gating end or sareise hecause shaeye averyona
ia 8 whole new world for this women, so that's why we reslly focue on this messege sxercies poda . alee comee firet: §othe firstand

" * Howia ek ha_ulﬂu Tu-lm_ahrnais moet besic meeeage ie thetwhen

. The Fractice of Seff Cere products) prectices to evoid. wiomen take care of thamsslves, they
o . . . . » Inigtiling them with the belief that “you ‘araALSD teking cara of the famie.”
! o what ife is Tke for these women, |h1.Dﬂﬂ'B]'dJﬂtEkEtmEfnl themaekeg, like for their heath. S0 thet's nurmnat must teks care of your self and take tme
importert message, that they need totsketime to care for themeekes. And mamy of them, they never thought ike this foryoursel® ——
before, a0 that's the higgest change | think: Thiz is 8 totally new thought Former nutrition coach for 2012
* Keap it Fun ard Relmead Mher frpas af bomiene: Turkish Dly mpic Wrasting Taam
The women warted a veriety of sctivties, [ke a rots, something different to keep it fur. They didn'twant it o feel too o m:.;drulmantd health specilist
organised and irtimideting, not et the start. 8o thet's wihy we focuesed on things fle oycling, many of them wanted to go
awimming for the first time. or just to go for awalk in the part. But now we are dning things ike playing footbal, but ot e

first, itwae just relooed to start

[zgur & Menesks take the lead Bhaping tha Program

WOMEN'S WELLBEING

PROGRAMME

Football

Monthly wellbaing
workshaope by
Turkizh apacialists

[Ozgur end Menieeke are given

ressr full control of theirwoments
welbeing project; Jan 2023 I . - - = -

mEr--
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*l juat hewve to ==y, thia team is amezing! | heve beenworking here for
yeare. | have seen thess women coming here for aoma time Usually
they don't get todo eo much outside the houag they srevery ieolsted
At best they go to a friende houae for tes or coffee. But now lock st
them! They're going on neturewalks, riding bikes, eveny wesk™

«Jem, British Alevi Federstion Tressurer

"Dnce per monthwe heve 8 well-being, e, specialst comain
whoia from the Tutkdah/Kurdieh community who apeskes Turkish
Thie women reslly asked for this, and they are ususlly very acitad
ahoutthees eeesions. They peay sttention, they tehe notea. Many
of them never got to finish echool or go to univ eraity, eo they ere
Juet wery happy to leam end fesl like they can improve themeshes.
People with authority end ecpertise are highly trusted in thie
community, 80 the advice i3 highhywalued and has led to many
women changing the way they cook ortshe care of themaehven ™

Mareske, London CIC
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Irpacts:
[Helped har to meke new friends and conr

ienlated and depreesed than before. Leee ehy, f
to go out and mest new people,
er 36if. Increesedw ilingneee to try new thinge thet in

knowle
il & improwed diet for children. | have
cycl and e do exarciss together. Increese:
chidren]

Participant Profiles:
Yusra

xperiencea unhappinees, lonelne
Sipnpoeted via eocisl med: B year
of participation.
Impacts
[8he Beperia d confidence and
foalings of poeiti Yuera bringa many
icipants/friende along with har end

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact

IMPACTS ON PARTICIPANTS

Wihiet wia= my fewourite exparience in the program?

The day we did the oycing and picnic. | rever thought | could ride &
‘hike, but now | can! That day, | mede & ceke, | contributed, and the
women applaudad me, they eaid *thank you, it wea sowonderful®
‘W ore hae ever noticed me §ke thet before, it waa my farourite day
of the whole progrem.

How hiae this projact impactad me?
Well, | fesl more poaarful now and we all sharain that axperience
togethar. Thie project hes helped me to make rew fiends, and
ahare, women towomen what we ara lsarning. We are like 8 famiy
o, Bnd we help each othar with meny thinge. 8o, this project
Fese helped me to become mare opan, | feel like | can share mors

of myeelfwith others end | feel like | can support others ton | fesl
o lika | an try othar things that in the pest|would heve svoided,
lika learning Englishy, or computar skila. it fagks like things are more
poesible now than before.

Hows did | Find out: shout the programi?
| found out shout this project beceuas | wae already coming to
thedlewi Federation. | already knew thie plece, eo | felt more
comfortable coming hare, it wes essier for me.

Wihat is comfort for participants?

= 3ame commurity cuttursfgroup
“Lesming to oycle mads me feal 0 =Frierds and supportie
powerful like | could do arything for Reletionahips.
miyzelfl Mow | want to lesm swimming, = Spaces where one can express
1 feallike | cen try 80 much more nos.” #nd meplain oneself witheut

Difficuthy.

=& genge of being understood.

= Safety.
"Wa gave her B certificata for har
cooking 8he brought something so Enauhln;][;uh?nml:nf mrt
nics, end we al geve ber applauza @nan ot i s
Afterss ards she cameto me and LIEEES
2sid ' ong hem ever noticed me like =Increased faelings of Brawery
thaet". S that'a the thing, many of the and Couraga
wnmen heve never heard “thank you® =Increasad faglings of poaithity &
or wal done® befora, eowetell them positive cutiock, & sense that

that. Afterwerds, she told me ahe hes
framed thia cartificste and put it on
thewell, so it reslly iz e0 meaningful tn
hertn b noticed like that™

Menaska

thinge are poasibla
=Increased willingress and
openneza toleaming.

| was heving a very long term anti-depressant trestmant: But my
doctor was always recommending ma to go out and be eocial, to
make new friends, but | struggled to doiit. | wes freid beceuse its
not 80 eszy to go places when you cant epesk Engizh. But then
my frianda started coming here, =0 | camewith them and | just falt
comfortable hars when | came. Now since | have started coming
regularly, | heve stopped taking the anti depressant medicetion,

| feed like | hawe sterted to lova my=slf sgsin | can eleep now, my
=leep hee reslly improved And | just fieel =0 happy to be meeting
e peopla”

Participant Profiles:
Elmi

l Before | used tothink thet making other people happg that thet
ing guity for sating w3 happinesa. But now | c=n sea thet | need to taka care of mysalf
t harsalf for eati and do something for myself. Before |was just thinking of other
peoplg, listening to their problema, but now | know | heve to make
time far myaelf, to help me love myaalf, to tehe care of my hestth |
can gee now doing aomething for my health is the most importent
thing. When | do the mencizes end go home after and heve 8 ahower,
| feel like | have done something for mysalf and it just makae me feel
& needs to do =0 B0 heppy.
rher hesth and wallbeing.

Inactive audiences need s comfortable safe space, to buid the capacity towards facing discormfort. How eeer, this must begin
from & place of comifort, safaty, welcome and"schievernant focus”. Provision tergeted et inective eudencee should placs comfort,
wielcoming, belonging and consiztent schiseement 8s its higheat: priority, snd buld capacity for *discomfort in perticipants over time.

Key messageswith high traction among female sudiences include the belisf that its ok to make time for oneself and & support
structure neads to be deweloped thet normalises eelf care snd reduces guilt.

Hewaa to build positive faedback loope within provision through rewsrd:

» Participarts requlerly succesd at t=aka B0% of the time.

Ll Perticipents are publicl recopnissd for their efforts, echievements, and contributiona to the group.

. The program builde peer-to-peer reinforcement of positive messaging whare participanits both gve end teke
mitheation or other forme of support

Ll Thia can auccasefuly stimulste perticipents dopemine reward pattwsys end create positive

connection bebween exercize and positive reward

[her time, the program cen akso focue on the development of key ekils, such ae the ebility to fece discomfort erd endure through
8 challerge of the right level Howeser, programe should orly deliberately puahi st ONE aepect of dizcomfort st s time. For ecampls,
pairing an Englieh |eeson with s<enciae for inactive groups can be too much discomfort on &l fronte.

Congistert exparences of success are empowering for participents, which can ensble a mindset shift poesibly leading to an
increased senes of confidence. and a mindsst of 2elf development and wilingneas to engage uncertainty (such = new challenges,
or leerning  new akilll

Try fostering & culture of positive regand end pearto-peer encouragemant which can buid "positive faedback loops” whers
participantz benafit from both giving and teking motivation, empathic liztening, or other forme of support. Experiences of both
CIIN and RECIEYING are importent for the development: of physics, mental end emotions empow erment.

Participarts May Need Comfort To BEQN but not to continue.
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ATFAS ALEARNING RECONNAISSANCE:
KEY LEARNING REFLECTIONS

"Thie project haa really taught ue to isten. It truly ia a learning projact
for us W r»-«ﬂnnt on thatword 'auth:-r'rtj" 8 Iot; a8 inwe ame the coundil

d opportunity for ue to :ayihatwed:rrt know the best
wi gy, and to et other people ehow ue what worke best for them®

Tirm Harrison, Enfeld Council

"For us, thera is abig reslisation that
ey use. Previously there w
gh msﬂ ua the power of goirg
nhwawunthn:ntn ou il facdi ELER kriow e batter heatth and eafety
hioarwra can usa that for bettar
they've nlrmﬂjt re mayhe for dfferent events, not

down |'m sure if weto segaion int ar, the sttendance

would heve been temible beceuse people aren't ueed to that ervironment. i migh wohie 8 little bit more trarel. Tim

"l think the hig thing ia that wae ara thinking more from the perticipants side of things, sbout making s program thata
er than something thate right forue A goc ple of thie is the regietretion forme. We had the form
trsrd.s e it Turkish, | then need to hawe the responaes trarslsted beck to English & 1 uploed them to Upshot. That
my wiorkinad yes, but the program ient al me. Thia ig about the participants we ere working with and finding
areek down barriere within our orgeniestions to maka it easiar end mona ible for them " Framk

" Prewiouslyw e would s aye heen ! gat money in quickly™ without reslly thinking J:nulwhst':
right for the participant: Then, if w ] [ project apai
athe opportunity to b thought ful about how we apply for funding in the future Not for one minute sm !
henve done g right, there hawe been mis ong thewsy, it hes been e leeming process. But| think what we
w i8 8 move towards a much =usteinabla and participant focuszed mo Frank

Success with new
audiences:Wha cause we've bean
7 " et we heve shueye
is best to engage e with We have found people from within
and how canwe munity ,lrh-:! ;a'a\:uslllmuu!':;anﬂ
o B in, ora leieurs provider tn came
'mpm".“d add in.and dakiver thia directly, there's just no way it would work "
value to them?
Frank
"e bean uaad, inthe past, to hamq 1 the ground runring thinga. But me
being gt thess sessiors, ad role in their development isn't helping
really. 8o now | am juet thinking of who the best person is to be out heving
thoee converestions, and how with them or help them do enmething
1ge to ua in terme of quality
on eternal partnare now
But nows | just think, is every rmlm:l..mh"myhmng oo e peeri
Frank
Expanding Place-based work -

Sharing knowledge & experience within Enfield Council

rtad dning zome place-based work now, and they ara refarring to our tesm becsuss
Lilt some exparis i g trection, and 8 ahla to spread what

wi'va leamed within the council, but it still has some friction_ There's atill thie kind of ehadow of the K system

henging arourd in the bac il The reslity of workin

that thia stuff etil mettere. How doyou

0, for ecample, we might etart with some place-based thinking, but then there ie 8 went
that. Whereas wi =3ying that ite go longer than you think.

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact

Host Significant Change -
Reflexive & Self-aware practice

“Now whenim daunnhlngtl‘upmnraml sayitam

with Turld‘u wiomen would b we Eaid we would we

London CIG ard i itweas sucesesful going fonwand we!

if thare wea weys we couldwith other 18 Bomisthing we are

Iooking forwerd to doing is wanting to replicate thew ork we're doing

herewith diff munity groupe or if thers wes Bway toimvite
& into the work we're duing hera”

"The iritiel conguttation rewealed & number of groupe who wers
intarested S now we nieed to teke v think of what wae would
replicats and how in terme of maving ard Wa know what that
wiould |ook like, 88 in empowering & community group, for ecmple,
Damar has expressed intenest. But w 8 heve to think about hmw much
Tim and | need to be inwobved in stages and whether we
wiould get in the way, like thinking orie thing ia right, but it might nok
ba right for them. They might just agreawith ue. 8o we need tn take
8 gtep beck and uaa tha ATF spproach agein to actualy see what's
guing to work ineide these new community groupe that we could be
wiorking with™

Frank
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As described by the programmes strategic lead Tim Harrison the lead organisation, Enfield
Council, has traditionally had difficulty in approaching programme development utilising place-
based and community engagement strategies. The result, he describes, due to limited time
frames is that “you end up talking to who you're already talking to”. As a result of the ATF systems,
however, Enfield Council has used the opportunity to explore uncertain and often uncomfortable
new ways of working. The case quotations and
examples are full of reflections by either Frank

Kain (project lead) or Tim Harrison, about Active
Through Football as being a ‘learning project’, or an
opportunity to test and try out new approaches. What
was evident throughout the process of engaging with
the programme whilst conducting site visits, was
again this sense of unease. Some of this unease was
founded upon: the length of time to get programmes
established due to the shadow presence of a KPI-
based system, quality control over sessions, and
safety issues when offering services outside of
Enfield Council's preferred sites (such as leisure
centres).

The key point and reflection of this particular i .
ic the ch . f both E k and Ti Figure 9 Mayor Suna Hurman presents ‘Women
case Is the changing nature of bot rank an Im of Inspiration 2023’ awards (Left Meneske,

understanding of the programme, and especially Suna, Irene)

in relation to the London CIC managed Women'’s

Wellbeing programme. The Women'’s Wellbeing programme is central and provides the most
compelling evidence and examples of place-based working with exceptional results of consistently
engaging a core group of between 40-50 women whose participation rates and repeat attendances
are now high. However, what has been emphasised within the document, is that the knowledge
of how to shape a ‘participant centred programme’ is a prominent outcome. A participant
centred programme considers firstly the lived-realities of the target audiences and then works
to strategically place provision directly in their paths, within trusted spaces, and delivered by
appropriate and trusted individuals. Learning how to embark on creating such a programme
taking into account Enfield Council’'s organisational limitations and preferences has enabled key
staff to develop an awareness and understanding of how these tendencies (in the past] may have
created unnecessary barriers for participants. As Frank had described, ATF has “provided us
time to learn ourselves”. This assertion can be viewed in two ways: 1) it gives both Frank and Tim
time to reflect on what works, and 2] the programme has given them time to reflect on their own
practice, and organisational preferences and tendencies. This case shows how the ATF system
has stimulated a ‘reflexive process’ for those working directly with ATF and over time, possibly
within the wider organisation. Enfield Council has taken notice of ATF's place-based approaches
and are increasingly interested in recruiting Frank’s knowledge internally for wider projects. As
Donella Meadow's discusses (2008) you can change components of a system, but as long as the
relationships between components and the rules that govern such relationships stay the same,
then the same old results are highly likely. In this regard, working on ATF has increased the
‘systems thinking skills’ (Arnold & Wade, 2017) of key staff members. For example: the ability

to clearly define the past behaviour of a system and predict future behaviours; working to see
problems from multiple perspectives; and understanding key leverage points which can reduce
barriers (e.g. utilising trusted spaces and people].

What is also clear within this REM case is the workings of the local level system to make and
shape provision. Enfield, of all the Phase 2 projects, provides one of the clearest examples of

The ‘Active Through Football’ Playbook:
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‘co-creation’ across ATF: the project hands high degrees of trust and control over to a local
delivery partner who is best situated to engage the target audience, while Frank and Tim work

to facilitate the interests of firstly Meneske & Ozgur, but more indirectly, the female participants
themselves whose feedback travels through Meneske to higher levels of programme management
management. These system feedback loops are highly effective and would not be fully realised if

it were not for the very flexible model of local goals/outcomes that the ATF system has enabled.
Some other key themes from the case are further summarised utilising the Action Scales Model
below.

o An understanding within Enfield Council that staff may ‘get in the way’ or that
during the community engagement process individuals may tell the council
something different than they would a local representative; develops the belief
that local individuals with lived-experience are best positioned to engage specific
audiences.

e An increased respect for local knowledge and understanding among key workers
at how to employ place-based within their organisation.

¢ An increased sense of self-efficacy and confidence among female participants
who describe being more open and willing to try new things.

o Increased focus on relationship building as a result of the process - strengthened
relationships with new and key partners

e To test a ‘replication’ of the CIC managed Women’s Wellbeing programme with
another community organisation to see if the process focus of place-based
approaches can achieve similar outcomes in different contexts.

e An awareness of organisational tendencies and an increased understanding
among key staff of how preferences and policies can create barriers for
participants, adjusting organisational policy structures, or finding work arounds
are important steps to reducing barriers for participants.

* Enfield has shown an increased penchant for engaging uncertainty and taking a
‘test and learn’ approach.

* Female participants show increased interest in physical activity, awareness of
health issues, and importance of taking care of oneself as a priority.

» Increased understanding among key staff of target audience lived-realities and
how programmes can be adapted to reduce barriers for participants.

The ‘Active Through Football’ Playbook:
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6. REM2,'Active Women'Leicester: Bottom-up, Community
Driven Change

6.1. Leicester Case Introduction

99.81%, of Leicester’s participants in the Active Women project identify as female, of which over
85% are from ethnic minority (Global Majority) backgrounds such as Black/Caribbean, Pakistani,
or Indian. According to data gathered through the Upshot system, ATF Leicester alone makes up
over 30% of participation by Black/Caribbean, Pakistani, Bengali, Arab, Indian and ‘other Asian
backgrounds’ across the entirety of the 25 ATF programmes. One of the most crucial factors that
makes Leicester unique is the appointment of locally trusted staff. Across the entirety of the 25
project areas of ATF, only one has hired into a project manager role a Muslim, Pakistani woman:
Rukhsana. From the outset, as is evident when viewing the REM storyboard, this was a priority for
the strategic team at Leicester City in the Community, the lead organisation of the Active Women
programme. Rukhsana is also just one woman who works in the programme, coach Aura who
lives near the predominantly Black/Caribbean community of St Matthews and is a member of that
community, was hired originally as a part time coach and eventually moved to full time. Crucially,
having ‘the right person’ (local, culturally appropriate, someone who can empathise with the core
audience) out within the community and building relationships, has been an absolutely vital part of
Leicester success story.

However, the success of the programme cannot be attributed to a single individual, rather how

the entirety of the programme has taken many innovative and novel approaches throughout.

For example, when granted funds for the community engagement process during the Covid-19
lockdowns of 2021, Alison, the Director of Leicester City in the Community, convinced Leicester
City Council (then the lead organisation on the funding application) to give the funds directly to food
banks and community centres within the target communities so they could restock their supplies
during a time of social crisis and social need. The deal was that, eventually, these food banks,
given their depth of trust with participants, would conduct a detailed community engagement
report which the programme could benefit from. The results of the eventual consultation
recommended the following: 1) women wanted to exercise and socialise with other females, 2)
they wanted doorstep sport, 3) they wanted childcare and cultural barriers to be considered, 4)
they wanted to engage with people who looked like them, spoke like them, dressed like them,

and 5) they wanted support with their mental health and overall well-being. The following REM
illustration captures how this has been achieved and the subsequent impacts on people and Place.

6.2. Leicester Case Summary

The ‘Active Through Football’ Playbook:
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"¥ou know people from this area, mestly women, they dor't go out,
they're just in their home and moet of them even don't gointo the
city centre. 3o it's just High Fielda ie theirarea end they"ve newer
been taken part in any ectivitiea. You know, aporta activities, but:
alzn other things. But alan in the background, you know, thers's

a0 much domestic violenca happening too, eo mamy of the woman
are etruggling. Mery women don't fesl safe out walking in the
ngighbourhood, especidly et night, 20 many of them don't get =0
much tima out of the houae. 8o here, in this ares, we heve & veny
unhestthy population becauss of 8l this inactiity "

Anita Ran, Cantra Managar, Warslay Hall Community Cantra

"We becama swere of & national funding bid (A TF) three year=s sgo now. Wewers working with
Leicaeter City Council and voluntary and commurity groupe in areaa of high need and we fett that
ATFwem something thetwe could end should be lnoking st &= avisble addtion to our cherity. 3o
wa bought some partrers to the table Leicester City Counci wea reely keen tolead on this asrea
ofwork and the firet stage of the spplication was to do some reel, detsiled, in-depth consultation
with enmmunity mambera. The Council waa realy keen to bring in an edtemal consuttant to do
thet consultetion, and | wea totally apsinet thet. | werted the funding thet we had availshle
forthat conauttation piecs which was sbout B grand fo alan contribute to making s differenca
rather than juet peying somenna to fiy in and out egein and take the money.

[Twu project areas chosen

based on IMD data “Women in this in this neighbourhend, they just look after their
, M cnob o it

families. There's nothing elze they think sbout. You know how to
feed therr families. Look after their husbend end children. That'e
it They don't look after themaetres. They reslly strupple end they

. . hewe g0 mary heelth issues, diabetes, cheeity, depression, but
80w sls0 had to grapplewith the challangs of how tn do coneuttetion during EOVD
A2 leches I8 IR the chatinge e thay dur't gatothe O becsuss they don't have tima. Thay put

lockdowna. S0 whatwe presented to the Counci waa thatwe wouldlike to spend the 3 5
£8000 on supporting the food berks in Leicester, they could uee the money to restock their ﬂ‘;T“ e h:rthal:::::‘” a‘:n]n nnm:ﬁrat E:::h
food banks, which wes the hugs need st that moment in time. But in return theywould :u;mm’“;gi H: 'ﬁ‘ful_m:m“f "“"’”““!:’

complete do the in depth commurity research/engagement for ue. We knew that our main i nthirs Hal's the ewpavtatian st nnﬂlm‘

foeua userswould b utilising thoss food banka and thet wae one of the only pleces they

were gaing. 8o we distributed the £FBID0 pounds smongst: four or five smaller volunteering Shirazs, Voluntsar
community sector organisstions thatwera running food benka and engaging with participants
andthen in return theywere able to faciitats the completion of questionreires. Thoss
organisstions eupported potentiel participants to complete them You know, uzing Community

lenguapes end beceuss thees ere trusted organieetions, they were sble to pull together &
reslly deteied consultetion repart shout how we could deliver ATF. The project today i
& direct result of thet conautation

Alizon Tripney, Community Director, Consultation Result

“Thers were B number of reslly positive q o
outcomea from the conautstion process: Leicester [:lty InThe

g wis that we wers shie in support food Community Takes
banke during that difficult time. Lead Role For ATE.

Twowes thatwe were sbletn get realin

depth and quality consultation which we are
atil using for other funders and programa. 8o
-ackivewomen ia just one result of thet report.

Community

Threewe wers ablethrough this spproach to
perauads Leicester City Council that we might
b better placad to lead on thia project ™

burt alen support Alisan
al-baing.
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Bpring 2021 - "It all Btarted with &
gama of Rounders in the park”.

"The preject originaly westo
enpgage Moma sbout knife crime in
youthe. Mary women in situationa
of domesticwinlenca cannot do
something ke meke & phona call
Sowe asid" hey why dor't we just
mest in the park end people can
come and 8ee ua if they want™.

ukhasna

®| had come out of & 21 year OV relstionzhip
whanwe started mesting up for roundare.
Thiz wae pratty much my firet adutt
friendship, | was in & eitustion of coercive
contral, 20 | couldi't see miy family or
friends. It falt lke littls eefa epece, somaenne
wea gerunaly interested in me and doing
somathing together. Ard wi met many othar
women in the sama circumstance. Sowae all
started building up each others confidence,
Empowering ore another because we

"To be honest; whan | first aaw the
job advart; | alraedy falt abarrier.

But Iwrae really ercouraged and they
helped me to eee that theywere
authertic with their intentiona. The
factitwes Syeara mada a dfferanca
ton If the role was only for onayear,
I wouldr't heve applied. | would

feel & zenes of responsibility tothe
participanta. What heppene to them

The "Right Parson
= Rukhzana Husssin

d ool
* Foundar of Out:
beged in Highfel
BErB ECPETIENCE Engaging
ity and working around

underetnod each othera chalenges aftarits =l over®™
. ProjectVoluntasr

"Previcushy we didnt hawe much visibifty smong South
Agien audiences sowe've had 8 dfficult time reaching
thern. We eleo reelly struggled with repreeentetion within
our orgeniestion. We decided to change the job titke, and
alan the neture ofthe contrart to make it mors appesaing
‘o someona from our terget audience. Historically we
would hare hired baged on quelifications, ao this i a big
chenge and ATF hes played 8 key role in thet Wewanted
o bresk down the barriere to employment and empower
the parsonwho hed the right ettributes. Sowe really
wanted to heve someore who livee ineide the community
o be out having thess convereetiona®

Barah Jones, Leiceater City in the Community,
Community Development Menager

Community Cantrad Focus

Candidetes applisdwho had strong ] Active Wormen Full Leunch,
footbell-based e peri but Rukhsana it i September 2 22

the opportunity
Langtt of Time - B montha just

Target audiencas choaan ‘tm bire tha ‘right person.

uth Asian women
engegement meetinga

SN i svsicpiegsell <1110\ THE PROGRAM

ErTa o be ful time hours
raferences
4 e ‘W knews that w e nesded to recruit someone from the
ares thet we were delivering in becauss that's what
the ineight wes telling us, and that's whetwomen
in &t Metthews and Highfieldswere teling ua. 8o the
intarests in mind. teamwe have today ia reflective of what was asked
for. We recruited baeed on those demande of haring
Bargh mantal heslth secountad for, and having =omeone
“Eiparything et Iis thay wers being ;rm;dﬁlnh:muﬂh_'rhll'uﬁlmaln point.
truly autherttic. They mads sure ow the learninga from thie consultetion hewe bean
tharawes space fur prayar, and hugely beneficisl to the project you see todey but aleo,
ateam iz the abaolute priority. Having the right pecple working averything we neadsd far thst Alsg from miy perspective, it is hugely beneficial in termes
in 8 placs and alongaidethe commurity and myaelf to deliver the i b sl el ot of how we move forward with other projectz inthe
project i abeolutely fundamerrtal Now | fael prapared to kind of far braaking the fast ™ future. For my part, | knew it would work, but lwes
stick to my gune with thet one beceusa| think the wrong person reslly surprized at how wel, ftworked, and how fast
runring a project can changs evenything " [Fatimah tha women cama to trust us.

iswed se B barriar
d pood knowledge "This wea akig opportunity for ua to
areaflangueges/cutture ete. learm, build rapport and get 2 better
understanding of whywomen dor't
ECCEEE OUT programa”

"Ong thing thet surprised me was thet we struggled to reeruit 8 coordnatar,
it took much longer than expected We made some really simple mistekes
really. In hindzight, | think we emphagized theword foothall ton much

Burt you'l row notice that we don't refar to foothall ard we changed the
name to Ackive Women. Albeit eimplistic, thie wes fundamental for both

the recruitmaent of our now steff, but aleo participants for the program.
‘Secondly we decided to be more flesble in our spproch to recruitmentin®
terme of fiedble working; part time, term time onbyworking end 2o fourth®

"What have |lesrnad in thie project? | think recruftment around

Aligon ) Sersh Mison

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact



ITS THE HOW THAT MATTERS!
RUKHSANA HUSSAIN ON PROGRAM DESIGN

Comels Youhre & Checking In

How wa Dalivar

THE WIDER PROGRAM

Beesions Teilorad to Woman's
neads end interests:
= Dut Heslth
= Healthy Minds
LTEC]
eremnnies basad on Club Values

Tournamante:
»Bagketball end

Health and
Wallbaing Evemts
[re-necurring]

rtj.d Jamp etraight |ntuth~»-e ﬂ.'l'l'! -

Come 88 you ars, thet doesn't mesn just how you by g e

d, dthnugh thet's importart. We kneanwe
January & , thatyou can pley

W really believe thet you have to be socially acti
Baptambar dhi b '

how wa view participat
ant thing forus ist:
retaining o

Cattursl

Workehops e i haeg
H NHE Peer Suppart T —— :‘:E'I':'_IFI?;{;LT
Program Oct 2022 mantal heslth s dariad e

wiays. Aukhsana is devaloping her own and partnare.

"1l thek ita nok just shoa up and play, we
dotha check infirst, and thef & & riceway
tn atart, | foel ik it givas a thanpato make
aconnactionwith the others. If lve had
beeel g 30meone caneskme about i later:
Itslia that, wa aupport ssch other”

Hedia & FAukheans nemed one Rukhzana rited

Dutreach of 8 finalizts for BEC
Bporte Parsonslity
linaung Haro Award

Dec, 2022

fnr Mualim Sporta

[P F e aming dowr. Reslly |
s just iy to eserthern and meka the fl com fartsbie.
iti-eocial bahawiour

linderetanding the Audisnce

=Woman gan chonag e

Allprogramming is on the door step of women from Highfielde and
Bt Mattheaws with prowision spiit equally between the two areaa.

Ag Activa Women haa increasingly developed trust within the
‘community,women heve begun sttending eseeiong in the other ward

life and prayer

encineed, lkethe home. knows bows bard it ie for

wt firat point
or their situstion and

Upakilling & Workforce/
Volunteer Dewalopmant

11 SESSIONS PER WEEK

"What really surprized me? How quickly tha women truated

about childran
= They learn sbout hesith issues disbetes, obeaity.

municate that they
&g welome

Celabrate their armivel -

Fridaye are an importent day for us cutturally Respect how hard itisto

ite sort of like Sunday roast dinner. Sowoman
‘have alot of duties to teke care of for the
family, cooking, cleaning. things ke that,
‘hecausa of this everything needa to wrap up

cur tearm, hut alsn how quickly they sterted playing footballl
| think thet eomes from the trust; and aleo how rel=tsble our
coecheg ere. We heve one coaches who eren't foothallers,
bt thay'rs wiling to give it = go, then others sre foo.®

hefore 12 Sowe given tham a full mormning of
anthvitythat day, hecauss wa know then for Barah
the rest of theweskend, they have nathing
and tataly everything ia for their familize.

all Baged Activitioe
[Wednasdays]

Multi-Bport & Exarcias:
= Mondaye after heatthy

als workshopa
= Tugedeya in t que
= Wedne=dey eveninga
= Thuradey Morninga
B Thuradey evening (Baskathall]

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact

Foothall [18+]

Exerciza means more to our
women than sctive does. Your
COP will tell you to be socid, or
‘o get some exercies. o we
henve reslly trind to elign our
meeeaging with the type of
thing the wornen might hear
from & OP.

Tha Reachable Homent & Esteblishing Boundaries

1 You hewve and hethens when they reach out,
when they the firat time.
which they
ace, theywil make themeehves
paazion build rapp:
amfortahle.
- prowide structure.

part, 80 everyb
het We have toth
pley foothell, they heve thoes boundaries andwa haverto re
wrient when they meay ba wiling totry, they
ou heve to lnok for it

realiag aome of thet
with that Ourjoh

ves and ﬂ'm;nunthp

ow the anaaers, it to help th engwere in themeshves.

Takethe first stap.

Let them ==t the pece-
Lonk for tha reachsble moment:

"One of the ressors | wanted

the Peer Support Program to

be part of the Active Woman Crecte = sensa of welcoming and

wag bacauga| leamed so much
from it myzelf_ | esw that eveny
WOman, arery peraon, needa to
o that program It really helped
me tounderstand boundariee.
Like. w hen you livein an encloged
ernironment for 30-40years,
then suddenbyyou have this
freedom, sometimes you dort
know how to beheve Becausal
underetand the communities | am
winrkirg in, | krew this needed to
be part of nur program right sway
beecaiz | knew this wes & fyps of
aupport thetwoud be reeded =
wemoeed glong”

helonging - come aayou &e.

Pragtica unconditional
Positive regard.

Build socidl ackivity first.

Show empathy and
understanding for their aitustion.

Tesch 2 narrakive of ealf care.
Establich boundaries.

Extablieh e program to buid
salf confidence.

Eetablieh e program for
Peer-to-peer support.
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"The long term vision ia to be in a place where we can support WUMENS 2
if neseded, but actually the community iz ==lf sufficient. Sowhat
doee that look ke For me that'a making aure wa hars emough

participants, peopletreined in the communits and a cohort of WE LLB EI N n
chee or quaified peoplewho weve develnped who can reely

‘t=ke on the torch and then paee on the baton to future generetiona”

“Bowra have 8 cohort ofwomen now who are "“"r,'n o
ready for thair Lewel 1 coaching or other typea of 3
qualifications. And because we know money i an

izsue, we are looking stthings lkewelk keadar

training or run leader training. *

“Taking part in the program, phyaically and mantslly, there
e besen & ot of changee. In my skin theraia a dffaranca
For me it feels ke & virtuoue circle: you practice eport soyou
fael better, you feel bettar eo you eat better, you take batter
care ofyourself Dtherwiee, it is avicious cycle, and | heve
experienced thiz befora. But Active Women gave the firet step
in thia wirtuoua circla for me. My confidenca has improved so
much, | get to practiza my English, and | have confidenca to
try new thinga. | am now in Leicester collage doing my GCSEa

WORKFORCE DEVELOPMENT e e

&m now ready totake the Flay Makers coures. After that, |will

&LOCAL OPPORTUNITY SR

3 RIPPLE
EFFECTS

“Tha whale motto here ia thet it is a0 incluaive, | hava Iovved the
“coma 83 you ere” messege, it ie en important for thie sudiance.
Thiz program has changed my future, it changed how | see my
role in the community. Mow | 8m thinking more widely sbout how
| e=n help other peopls and what support 1can provide to others.
The rolathizs program plays in the community now is huge. It
givea 8o much support; | em eo proudto be a part of it

Cive structured development to increase
professional opportunities for muslim
women in sport.

#ura - recognising potentisl
end devaloping opportunities
for lopal women.

Hajara

Training & Developmant Completed
ing ancouragament.

= FA coaching level 1
jeda will soon begin aMBe in 8port and Community

Building beliaf and stiong, ampower them to elimbup.

Seaing oth rolemodels who inapire.

Create 8 community - meake eure they ere not dona
"sarimming egainet the current.

IMPACT ONORGANISATIONS & STAFF —>

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact



WOMEN'S WELLBEING 9 FAMILIES & COMMUNITIES (e o —

- CGendered Burnout At Home

Thay Lift Each Other Up - OnAgancy & Empos srmert

“BoinActive Woman, thay started helping each other not just with the sporte in
mind, but thenwhen they come here they talk about different thinga in life, 2o
they support each other. ite really that they lift esch other up when they come
together like thie, and the program hies allowed this to heppen. 13 rot only their
physical and mantal hestth, it has halpad. But it has helped the whols famiy.
Thay come hera and they make naw friends, they get mothvated, they improve
thair confidenca, endthat effects thair whola famiy. They learn sbout heslthy
cooking end sbout the benafita of activity. Reslly, when you hear their etories, ite
shocking. 1t'a lke they heve changed their lifewithin juet one or two year=. When
you talk to individusl case etudies, you ean == the impact hes been tremaendous ™

W e have one participsnt, Amine, at the & the kst Hestthy Onals workshapa wa ran, we wers
shering in the group. When it came ta har turn, she said:

Atthet mament, she epoke for every
re okd, sha haa B children. Herwh

= | ke nabady
a8 her morning preyars
P ha firet time in
p zomathing for hersetf, for her own hesth

Anita e=an adult, she's done ONE thing for heraelf, and its f an hourwalk in the parkin the morning.

r the women is the

35, that they need to take
. e lves, that they need to take
"Farzana"z daughter suddenly stopped walking and the stress causad
Fer daughter to fail her DC3Es, and as & result she feiled to get inko
university. So ahe weas extremely digtressed st this point and redly
deaing with & Iot gt home Farzena came to Active Women bacauss
ahe knew me, she just wanted to talk to me pareonally realy shout her
daughter, because shathought Iwould understand her_But then quickls
ahe found other friends in Active omen, and they heve helped her ton.

She dosen't feel comfortable going tothe Cricket Club, becsuss they f—
don't offer the zame apace, the eema support that we do, and its not:

reslly 8 Bpaca forwomen”

e OF THE YEAR 2023

Locale Care Best Manisha s a survivar of Demestic Viclence

®| fieed Ik | owing thes comimurity |live in has made all the difference. [fthay would . Left this situatinn during Active Women
have hired somenna dae from outaida the communiy, | think they would have st = Previougly had rnections or friendship
least G monthe behind where we are now. Why? s becaues | have thoas locsl L Mo prior eperienc

conrectiong, | heve thet inider understanding, | already know what theissues
are gonna be But ite also becsuse | care sbout and lovethiz community. | have
3 dauphters, | want to crests more opportunity and more epaces for them in the & oo o
future. tts shaut changing percaptiona ofwhet Muslimuwomen can doandthatwil mpleted her Aun Lesdar training through Ac
change what tha futura Inoks lika for the women of tomorrow from this aras” [ rtium partniar]

AotiveWomen of the Year 2023

What Is An Active Woman?

11 High Imvalvemant & Sen=s of balonging
“Inthe home they are not part of the circle butwith sctivewomen,
they =it at the table end ane pert of the circle” Rukh=ana

21An Active'W oman Carries The Hesaage
‘Womnen hielp to relsy information and esteblish positive feedbeck loops.

31 Treneformational Contagion, An Active Woman Lifts Up Her Peers
#&n Active Womean supports and (it up her pesra and helpa others a2
much ag she raceives help.

4]An ActiveWoman Dosen't Head To Ba Aeminded
Sha maintaina the"wirtuous oy cle’ on her own

5] An Active WomanWorks At Devaloping Forme Of Cortrol
She makee epace for herzelf.

6] An Active Woman SEES Hereslf
An Active Women understanda that s=if cers is not setfishness, itis
an act of self preeenvation which alzo bensfits others arourd har.

Banafits to Mantsl & Phy sical Heatth

"We heve a narrstive of 1 thie program
which is trtally ahape
8 paired with mantal hest

Rukhzans

*Thewomen are more physically active, they heve
more and improved informetion diet and
thay ara loeing weight, their preasurs is
women have man

omplee
't avenwant

gh the support of Acti
ow coming to avenyth ding the mon
auaa soma of tham apai
ome off thosa madications.
differance for them.

An empowered community will create its own e § awhat that was lie,
positive feedback loops that generates momantum i f = : i rpeople. Sothis wes one of the

Anits

) firat things we naad i ing i ce after trauma, you justwant to
within local systems. hida thara all the time. 80w heve reslly rk h her. In the past, & coachwouldirt reslly ko

T e e i e g e st w1 e it ke ment: 3 l:nrr.:t-nd'_fthst|ntw4t:-fsﬂ'|s-ta I.]I'l they might be turned swsy if they . IHP" cT nN

and build trust with them, but then they alzo become eo enthusisstic = 2 2 : g
SpACEWE b E o
ahout the program, so they start to bring their frienda and mathers. 8o Matth 2t Highfields wrare saying they really needsd thet type of supp n Hu n"l snTIu N s

:::'tuf-rrymthln mes=zage within the commurity. e & sT" FF
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IMPACT ON

ORGANISATIONS & STAFF

WESLEY HALL

Wesley Hall
Community Centre

Q

Anita Rao,
Wesley Hall Centre Manager

Alleviating Burden on High Demand Services

ia alone, sha has otherwoman to ehare her i ith, and they ahars together.

But the most importent part for usia that, inthe pest, meny woman wers acceseing theas senvices, and we
hed to spend a kot of timewith them Noa, n gignpest thamits

g thet many women stop needin ices, they find th
llowe ua to focus more on thoss = because we dor't hare

Impacts on Wesley Hall:

'Wealey Hall has been eerdng the communities of Spinnay Hils and Highfields
gince 1803 The community cantre is situatad in the old Weslay Hal Methodist
Church in the hieert of Highfielde. Todsy it provides menta heath serices, &

food benk, physical and socid activity programming, among other senvices to
members of the community.

1 (Can bamars targeted with their support for thosawho need i moet.

2 Time sevinga not having to constantly apply for new fundng for
provision aleo allows them to focus more on giving better support to
thoeethaet need it most.

3 Incrassed quality of service, and incressed fasings of gratitude end
trust towards them as en orgeniestion

Sustaining Momentum & Keeping Trust

Previoualy, we did heve
funding But i

itum, bt we elao loga their trust like thie. So they think
short ti |wont bother™. Butwith health issues,
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LEICESTER CITY IN THE COMMUNITY

Do you feel as though you will continue with this approach in the future?

Yeah, | do | ganuinely meant what | said earier around the modal or approach we used for this and how
that ie really belping to ehow ue Bwsy forward for other progremming. 8ow hat that lookes like: conault
and engaged organiestione in en eres end collect reaponess and reslly understand the lived exqerience
of ourtarget sudence in thet area. Then develop a project againet thet intel and done eo through deliveny
staffwho are from tha area inwhich we srew entingto work if sl of our projects operated like thet,
thenwe would ba in our next |avel of development: Sowe are goingto usa this model and we are using
this model in other areaa. Simple ae it may sound, but this can ba replicstad, upacaled, for any apecific
commurity in ery erea of high need. It's my belief a0 it's already made & difference to ua. 5o yesh, thie
muodel and thie eppresch of werking with consutstion evidence is now something we will be repliceting
SCIOBE OUr Nea Etrategy cyclke.

What Would You Replicate In This Process?

» Beinp Authentic & True To Your Commurity

. Make people feelincluded

. HAwoid” box ticking'

. et ewsy from focuseing on numbere

. Build eincere reletionships and empowering loca people to make the differences they want to zee
. Irest in local capacity and opportunity

. Communities need to retain velue that is gererated

. Sirivetowerds diveree representation st higher levele of strategic authority

. You e to ENE befiore you can CET

. Cive the support thet wes ssked for, ot the support thet's more comvenient to give

. Keep listening to communities, stay flecble and don't stop adapting

. Build me=ningful relationships and make eure you activete Catekeepere at all kvela and layers of the system
. It bk to be ebout community every step of the way

IMPACT ON ORGANISATIONS & STAFF

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact

Working With Partners & Future Projects

of leesona. Like me pereonally, the taem, but aleo kind of
and its tranaferring outwerds
& with othe B th
examiple, we'ra part

we're saying, "how
the participanta
these comveragtio

Fy baolute feith in thewey thet it works,

projact that I laad on nimw hag thie s

then brirging it back and designing with tham and don
B d

Changes To Organisational Strategy

. Policy: Brow Your D
aeaaions- ATF wag a hig part of making this chenga

Ineressed Facus On Qusality:

| think ATF wil change the way wework on p o we write bide in the future. Wheress in the paat we might hey
pote come up ard then i ieuttation to get the furide and than gone out to try ande
now we'ra Hind of for funding to suit that rether than the opposte way round

Increased Cepacity For Community Besed Working:
S0 now we are our strategy around community besed working, eo thet's steff based in
ound there. They don't wiork hare, they don'twi
ard eeeinp them, getting to know them and they
Foothall haa hed & real imps

Trust Tranefer:
Another big thought iz just h = ity we iggest help. Juat hei
onehipa with them, wi ity pe and g i ] i epe Il give W

Barsh Jones, Leicestar ity in the Community,
Community Devalopment Haneger
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What makes this case informative is the degree to which Leicester City in the Community (LCiTC)
has taken novel approaches to conduct their community engagement research in the first place,
giving directly to foodbanks, and then eventually followed very closely the results from that initial
community engagement. The response from women in the communities of Highfields and St
Matthews to the programming (over 3400 attendances as of September 2023, in approximately

18 months of delivery] is indicative of the power of co-producing provision with communities.

This report has worked to place an emphasis on the subtleties of the programming in Leicester
which are finely tuned to the need of the core audience - women - whose daily lived realities
needed to be understood. The importance of hiring the right programme manager, which took
over six months of steady effort and an adjustment to internal human resource policy, can not

be understated. In regard to systems change, the programme has been shaped in a ‘locally
intelligent” way. This is one of the most significant impacts from ATF system changes: the capacity
of the programme to respond to, adapt, and develop provision aligned to the needs and challenges
of a very specific target audience. Project Manager Rukhsana is the embodiment of this particular
approach, and with her input the project has been shaped in a way that responds to the extreme
circumstances such as realities of domestic violence at home, low levels of trust and high

levels of deprivation and alienation from public services in general. Utilising the Actions Scales
Model below we can consider how the Active Through Football national system has enabled the
programme to operate at a local level. The table below categorises some of the reported system
changes which have been reported by project coordinators, wider partners, staff, volunteers and
participants.

e The BELIEF that this was the right approach is not a new thought to Alison
Tripney, Director of LCiTC, however, as Sarah Jones had described, due to
previous forms of funding and limited time horizons, LCiTC did not always have
success or sufficient time to entertain this approach. Given Rukhsana’s own
barriers towards the job role, considerable effort was needed to recruit her and
multiple candidates were turned down in the process.

e Using evidence to impact wider partners (NCS targeted work, Premier League
projects, Football Welcomes project with Amnesty International) beliefs and
encourage them to adopt place-based approaches, and start with questions and
engagement rather than answers

o Adopted the approach across the entirety of LCiTC’s new strategy cycle

¢ Impacting beliefs of women who now see the importance of physical activity
and taking care of their physical and mental health + the understanding that PA
spaces can be for them, and their families

» What we see is that the GOAL of hiring Rukhsana, based upon the pre-existing
belief that this was the right approach, was not made fully realisable until a
programme such as Active Through Football came along.

¢ To increase the ‘cohort of coaches’ by upskilling local women (volunteers) and
working them into paid roles over time

» Build strong relationships through targeted giving and entering into a mindset of
providing and giving which alludes to Investment Based Relationship principles
rather than transactional thinking in regards to partner working

 Emphasis on shaping a programme which understands local women'’s needs to
overcome barriers socio-cultural and structural barriers (e.g. be sensitive to
underlying feelings of guilt, worries of safety and stigma around women’s activity
and exercise)

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact L4



e In the process, LCiTC needed to change some of the STRUCTURES which stood in

their way. The job contract and advertisement, in many ways signals an internal

organisational shift which means the LCiTC now understands how to hire from

their target audience and what organisational barriers might get in the way when

trying to do so.

Increase local control over decision making, individuals with tighter community

connections (local feedback loops) can drive the programme forward

Reducing organisational barriers that get in the way

o Establish a narrative of self-care and the importance of recognising one’s own
well-being

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact

L)

The cascading, downstream EVENTS that result from hiring the right person,
and acting with genuine, authentic intentions (e.g. supporting local foodbanks to
garner trust) can be described as a significant increased in trust between local
organisations, participants and LCiTC or the programme as a whole. What is
compelling about the project in Leicester is the local interpretation of the project
as being highly authentic (a word consistently used by participants towards the
programme over multiple research visits). The level of excitement, and genuine
feelings of trust between participants and the programme is genuinely felt and
communicated by participants, staff, and other organisations who work with the
programme.

Increased feelings of trust between participants and the programme

Growing participation rates and decreased effort over time to gather participants
Improved relationships between local organisations and consortium partners
(although this is a work in progress in some cases between partners)
Unexpected impacts on local partners - e.g. Wesley Hall can now focus more on
providing quality support for complex needs/cases for its support as it can now
signpost many individuals towards Active Women which provides enough social
support that many women no longer demand Wesley Hall services

L)

L)

L)

L)



1. REM3,'DE23 Active' Derby: A Whole Systems Approach to
Physical Activity Provision

7.1. Derby Case Introduction

The DE23 Active project is based in the wards of Normanton & Arboretum which has some of the
highest population density and proportion of population living with high levels of deprivation in
England. Based upon September 2023 attendances uploaded to Upshot, Derby has the largest
number of overall attendances for all Phase 2 projects at 4593 total attendances (around 15% of all
Phase 2 attendances). Derby alone is responsible for around 20% of all contact hours across Phase
2 projects. This is likely because of the length and types of sessions they run, which is described

in the case that follows. Derby also has the second highest number of unique attendances, with
703 participants total engaging with their project (600 of whom are of Pakistani/Muslim origin),
only Hull has larger numbers of unique attendances (at 847). But in contrast to Hull, in Derby 63%
of attendees are female, 82% from the highest IMD bracket, and around 75% of participants are
over the age of 35 with consistent participation rates into the older generations with over 18% of
participants being over the age of 55. Derby’s success at reaching those in the highest bracket of
IMD deprivation is potentially informative, hence its selection as a case here.

According to Upshot data, when contact hours are considered, across all Phase 2 projects, Derby
makes up 27% of all contact hours for participants from the IMD 0-20 bracket. The discrepancies
between projects are of course a matter of target audience focus, the numbers described here are
not used to associate quality with quantity, nor do they insinuate depth of impact, or long-term
sustainable change in either case. However, what is important to point out in respects to DE23
Active project (Derby’s local ATF identity) is that Derby has managed to achieve a degree of scale
while still remaining highly targeted in regard to IMD categories. The project has been deliberately
designed to cater to those with more complex challenges in regards to physical activity and as
well aims to tackle wider community issues through its provision. The DE23 Active project has
catalysed other activities, not all of which it directly funds or is responsible for.

A core part of the case study in Derby is the work delivered by the Derby Health Inequalities
Partnership, which conducted community engagement and consultation during Covid-19
lockdowns to understand why individuals from Normanton and Arboretum were not following
lock-down advice. The results of this work, and subsequently the investigation to the impacts

of high levels of health inequalities within the communities revealed a 9-10 year difference in

life expectancy due to wider determinates of inequality (Webster et al., 2022). The issues of high
levels of deprivation paired with physical inactivity (as per DHIP’s findings) deeply impacted the
core ATF staff in Derby who were significantly involved in DHIP's work. As such, the findings have
underpinned how they have approached the visioning and delivery of the project. Community Action
Derby (CAD), a local infrastructure organisation who was best positioned to engage with the target
audiences, took the lead role in the ATF project. Nationwide, Derby is the only ATF programme with
a lead organisation from a non-sporting or city council background. Though atypical of wider ATF
practice, CAD’s priorities and background knowledge oriented towards community development
and deprivation relief have transferred well into a physical activity intervention.

7.2. Derby Case Summary

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact 46



DERBY - INTRO TO PRIMARY SPACES,
ORGANISATIONS & PROJECT OVERVIEW

Hormanton/Arboretum Derby ] BﬂcKu H uu N D
0 18,600 Communlty 'PLHEE-B“SEDI
WORK

ursiie hefore CONI0 and ATF.
Deprivation Decile 1

42% Mualim populetion

community R
P H IHH HY SP"C E: PHKI ST" H one £IE|;ritr,' Hea thI:;arg:ntrtmsFa'tn»:rnhl JJn:aI]:llrrllrrnniitnllnpru' de gI.JIiEHI:H around w

r—!—._""--——.._
irbiae o can ask o ity

COMMUNITY CENTRE PCC - ity e S g

i, towards the
Burma buitt u

Amjad

ialth Inequabtie:

munity One
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Commurity One + BANE Alliance CIVID
support merges with Derty City
Counci and forme the Derby Health
Ineualitiea Partrierehip [OHIF]

OHIP Experience and
methods underpin and
informs approaches to

developing ATF bid proposal

Background experience
gained during Covid by
local organisations is
utilised to inform the
project team.

The ‘Active Through Football’ Playbook:
An evaluation of systems change and impact

ATF-PROJECT FORMATION

Outeome of tha Process Group coslesces sround & commitment to place-based working and community led
approaches - velue commitmant to Narmenton despene relstionehip and feslinge of trust bebween partnare.

& Community First Consortium Meeting

emert workwith OHF.
Hormeriton named a2 focus ares.

wad

Community# anywh Community

"fur board ; application be pals gagement
didr't baliay : mber, 2020
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Across the project in Derby, there is clear evidence of mindsets shifting within partner
organisations and other stakeholders. The project is actively working to ‘get on board” influential
members of the local community, such as Imams, to acquire religious support for things like
women'’s health through physical activity. CAD and local staff members retain the bulk of the
value created during the programme, either through paid work opportunities for local people, the
opportunity to build experience and know-how within their organisations, but also in regards to
their trusted reputation in the community. CAD’s own board of directors were concerned about
taking on a project of this nature. One of the most significant changes in beliefs within this case,
is within CAD’s management structures, who now see the relevance of the programme, and how
sport can strengthen wider developmental social goals and tackle health-related issues. Within
CAD, it is clear that sport and physical activity now has a firm role to play within their wider
programming.

However, this case study, more so than in other areas, also revealed a high degree of frustration
and at times disappointment. The programme came with high promise, given that it was to be
controlled and delivered by local community organisations with a strong track record. During its
engagement period, it created a significant feeling of optimism, this was because the consortium
consisted of strong and well-intentioned organisations that had high levels of strategic influence
to (quite literally) open gates and public facilities that are long term issues for the general public.
While the project benefits from the strong local connections from Community Action Derby,
Community One, and the Pakistani Community Centre, each of these organisations is becoming
increasingly worried about the lack of progress on highly visible issues (such as access to facilities
or the loss of access to older facilities). Run locally by staff who live in the areas, the system
‘feedback loops’ are very responsive. This is both a strength and a risk. The more that high-level
strategic goals are delayed, or not met, the more a risk of community disillusion could grow.

Nonetheless, what is clear is that DE23 Active is creating local change by addressing the core of
what underpins community issues: a lack of safe spaces for physical activity and access to other
facilities; a lack of ‘community specific’ resources and spaces to educate the public about health,
well-being and physical activity with trusted people to provide advice about services available to
them; the knowledge and information gap between policy makers and local communities; the
cultural perceptions of sport and activity, especially for women. The following table provides a
summary of these system changes.

o Working to change the mindset that normalises deprivation and that nothing will
ever change!

* Reducing negative perceptions and stigma attached to physical activity for women
and the elderly

e Influencing the beliefs of programme partners (e.g. Derbyshire FA hiring an EDI
staff member based on community understanding rather than qualifications)

o Working to change the view that mosques are only spaces for worship to open
more trusted community spaces for PA

« Challenging the idea that the council is the ‘authority’ who knows best about what
works for communities

» Working to change the beliefs and culture of external organisations through
steady engagement and training

e Increased understanding of the value of physical activity among key local
organisations (e.g. Community Action Derby or Pakistan Community Centre)
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» Work at the high strategic level possible to increase safe spaces available to
members of the community (Morways example)

» To show progress on some of the major systemic issues within the next 6 months
(such as safe spaces, or access to closed spaces such as gates, toilets and change
rooms)

» To deepen the connections between faith and physical activity through working
with Imams to transfer learning from the Muslim Sports Foundation Active
Sunnah conference

» To increase the skills and capacity of local volunteers and staff to delivery future
physical activity provision

 Increased collaboration and coproduction between wider organisations who have
joined up to tackle health inequalities together through reducing barriers to
access

o Greater capacity to respond to participant and community feedback due to ATF's
increased flexibility around provision

o Increased accountability through highly localised feedback loops

The ‘Active Through Football’ Playbook:
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 Significant increase in participation by Muslim audiences and especially among
women, and those who are 55+

» Increased access by target population to health related advice and services

o Increased access to spaces previously not visited by Muslim audiences such as
Morways [most participants had never been to a swimming pool before)

¢ Pakistan Community Centre (through involvement and influence of ATF) now
wants to renovate to include a dedicated PA space

* Residents have increased knowledge of the value of physical activity, and how to
participate (what to wear, activities, etc.)

¢ Increased resiliency among target population to continue and sustain physical
activity



8. 10Leverage Points for Systems Change

As a programme, Active Through Football has generated a multitude of impacts through ‘doing
things differently’. The purpose of this section is to summarise these findings into 10 leverage
points that are evidenced within sections 4-7. Leverage points are points within a system where
making a change can have a significant effect on the overall behaviour of that system. The leverage
points identified should be understood as interrelated, and the order that they are presented in
does not indicate importance or chronology; such judgements should be reserved for specific ATF
programme systems.

8.1. LP1: Funding duration

One of the most significant leverage points, which programme staff consistently referred to
throughout data collection, was the length of time projects had to create change. Many programme
managers reported having higher levels of job satisfaction and enthusiasm for the role given

that they believed change was more realistic within a longer timeframe. Their willingness to
embrace innovation and openness to learning can see identified as a direct result of the funding
duration. While for participants and other stakeholders, many described that the length of funding
significantly increasingly their willingness to invest their own time and resources. Fundamentally,
it is clear that a longer funding duration enabled programmes to take the required time to build
relationships and trust with key stakeholders within the community, with compounding benefits to
the programme that should not be underestimated.

8.2. LP2: Create opportunities and encourage reflexive practice

Reflexive practice enables staff to become more organisationally self-aware and conscious of
how their own organisations create challenges. Encouraging reflexive practice also indicates a
willingness of staff and organisations to revisit long-held beliefs about what works or does not
work, and to improve their practice by addressing assumptive thinking. The Enfield case study
(Section 5] is indicative of much ATF practice in providing programme managers and other staff
with ‘time to learn ourselves’ (Frank). The capacity and time to reflect across project areas has
led to key programme staff learning about their own organisational tendencies and preferences.
ATF has significantly stimulated the capacity to develop this awareness through specific aspects
of programme design, for example: 1) the funding duration provided to projects, and 2) the peer
support provided through the community of learning [see LP9].

8.3. LP3: Adapt policies, procedures, and documentation

This report has indicated a number of examples across the project areas of the local level, and as
well at the national level where managers have invested considerable time and effort to critically
examine their own organisations (e.g. LP2). For example, at the national level ATF redesigned

the assessment matrix used to evaluate initial programme applications and invited to resubmit
their funding proposals after feedback if unsuccessful. This change of process was much to the
benefit of the Phase 2 projects, many of whom ‘hit the ground running stronger because they had a
really concentrated focused effort with feedback from us’ (Anna). Local level examples from the case
studies show that Leicester revisited their internal HR policies to make it possible to hire ‘the right
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person’ (see LP4 below). Enfield began offering physical in alternative spaces (e.g. community
centres), translated and adjusted participant registration forms, and ensured a well-connected
local delivery partner were central to decision making. Documents, policies and procedures that
are not open to adaptation can unhelpfully ‘bind’ the system into place, distort the true value or
programmes, and can frustrate even well-intentioned plans if not adapted.

8.4. LP4: Appoint the ‘right person’ for the community

The importance of having the ‘right person’ as a project manager is very clear in cases one and
two, and one of the most fundamental leverage points identified through ATF. Crucially, it is an
individuals’ cultural identity and knowledge that makes them well placed to engage specific
communities, not their sporting qualifications. Results from multiple participatory research
workshops and interviews with participants indicated that female coaches and role models
recruited from within the community had significantly impacted other women’s engagement
and participation in ATF. Seeing female leaders and delivery staff in these roles helped shift the
mindset of women, some of whom reported no recent participation in sport or physical activity.
This is because seeing a culturally 'similar’ individual in a position of responsibility advocating
physical activity can significantly shift the perception that physical activity is for ‘'someone like me’.
Furthermore, such local representation also benefits the programmes capacity to understand
local needs and develop accordingly.

8.5. LP5: Retain programme value through capacity building

Capacity building can ensure the maximal retention of generated project value within communities
(e.g., skills, experience, knowhow, connections, leadership qualities, CV benefits). This has

been the focus of ATFs workforce development, though it is also goes beyond ATF volunteers

or programme staff. For example, London CIC and key workers Ozgur and Meneske (Case 1] in
Enfield have accumulated experience, credibility, and further trustworthiness throughout the
course of the ATF programme. ATF has helped to sustain Community Action Derby as a key
community asset when funding reductions had severely impacted its organisational capacity. The
Pakistani Community Centre has been revived as an organisation through ATF which has increased
footfall and helped to demonstrate its value to the community. Rukhsana’s career has been
bolstered by ATF, with the direct value generated from the project (increased profile, experience,
financial benefit) retained by an individual who resides within the community and will continue to
make an impact there. Capacity building is therefore central to effective programme development
and implementation, and also crucially the sustain longer term impact of ATF.

8.6. LPé: Shift decision making power

A decentralised approach to ATF project development, implementation and management

are evident in each of the presented cases. Crucially, increased levels of capacity for project
management staff to make decisions can improve the significantly responsiveness of system
feedback loops. The result is a programme which can also adapt to feedback more adequately and
respond with high degrees of flexibility. For example, Meneske and Ozgur were given freedom to
recruit their own Turkish speaking coaches and health specialists which were more fitting for their
target audience needs. The London CIC example is particularly interesting given the high degrees
of autonomy Ozgur and Menske have to develop the project and make decisions which they feel are
right for their audience. In Derby the project has solved complex religious considerations which
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presented barriers to women’s physical activity through work with religious leaders. These actions
are the result of high degrees of decentralised decision making capacity and organisational trust,
where key local project staff are empowered to respond to local problems using their accumulated
local intelligence.

8.7. LP7: Focus on building trust throughout the system

Trust in others’ decision making clearly underpins leverage point five. For those who are physically
inactive and do not consider that ‘sport is for them’, becoming socially and physically active can

be stressful and anxiety inducing. ATF programmes who have succeeded in engaging inactive
audiences are those who have valued the building of trusting relationships with participants. For
example, Derby spent six months engaging with their female group of participants via ‘Chill n

Chai" and 'Knit & Nat’ sessions before gradually introducing physical activity. Nosheen and Aliyah
invested significant time educating participants about footwear, swimwear, or types of activities to
help them overcome specific barriers or perceptions. Many other ATF programmes have developed
healthy eating material or other ‘added value’ sessions with nutritionists, physiotherapists, or
mental health specialists. An additional benefit of educational aspects within programme design
is to increase participants level of trust between sessions leaders, other participants, and the
programme in general. Furthermore, these social aspects of participants’ experience were
highlighted throughout the evaluation as having a significant impact repeat participation, as many
participants valued the fun and social side of taking part as much as the activity itself.

8.8. LP8: Ready the system for change

Programmes have invested considerable effort to influence the mindsets of project volunteers,
consortia members, and wider stakeholders to create change. As Owen Swift, Derby City Council,
described ’it's all the background work that makes the difference’. Sarah Jones in Leicester
described how she frequently tries to influence others’ thinking, asking ‘how can we say what's
scheduled for the year if we haven't spoken to participants yet’ in order to educate partners on

the fundamentals of place-based working. As the example of the three REM cases has shown,
stimulating system change can be a challenging and time-consuming task, requiring careful
attention to local system stakeholders needs and lived experience. The work around tackling

the stigma associated with women’s physical activity has been a particularly salient aspect of
the three presented cases. These changes required the ‘right staff’ (LP4), often engaging with
unconventional organisations and partners, to deliver activities and support that would usually
be unjustifiable in a conventional community sport delivery programme. The result however is
that project participants now see physical activity as something for people like me’ because of the
changes to several aspects of their local system.

8.9. LP9: Embed programme learning functions

ATFs programme structure has provided ample opportunity for learning and exchange across

the programme. The community of learning, bi-annual reviews, ‘buddy system’, Sport England'’s
relationship managers, and LBU's evaluation work have spread the culture and ethos of place-
based working. As Section 4 indicated, learning is a hallmark aspect of ATF and many programme
managers value these learning and development opportunities. The effect of these learning
functions for ATF staff is a peer support network which encourages reflection, sharing of effective
practices, and collaborative problem solving. The processes of learning and change can be
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challenging and uncomfortable for staff who have established patterns of work, or who are based
in organisations less open to change. Therefore, the development of learning functions benefit
from a culture of openness and transparency through which staff can reflect upon what is going
well, but crucially also, what can be learned from failure.

8.10. LP10: Embed information exchange and relay across layers of the system and within the
consortia

Derby’'s ‘connector model provides an example of a formal developed model of information flow
and exchange across the programme. The model indicates clear roles for grassroots, mentor,

and strategic connectors. Bottom-up, place-based, learning focussed programmes, such as ATF,
cannot afford to lose insight from delivery staff. Generated insights (e.g. learning, reflections,
concerns, barriers, or feedback] that are lost or delayed compromises a systems adaptability

and project momentum. As Aliyah stated when described the multiple challenges they have
encountered with their Morways provision: ‘it takes months to build trust, but only a second to
lose it’. In this instance, news of the bad experiences was escalated to higher strategic levels via
the connector model. While at the strategic level the director of Morways understood the issues,
middle management and front-line staff were either unknowledgeable or openly unreceptive to
changes hence the initiation of cultural competency training for Morways staff by Community
Action Derby. An example of ineffective information exchange is found in Morways - front line staff
were unknowledgeable of agreements made between DE23 and Morways and resisted even the
simplest adjustments such as signage and female only spaces. The importance of clearly outlined
processes of communication become all the more important in multi-institutional, consortia-
based projects which, in the absence of such a strategy, risk losing the communities trust through
a lack of responsiveness to issues or evolving needs.

8.11. Summary

To summarise, the above 10 leverage points represent the types of changes reported or witnessed
across the three selected in-depth case areas and other phase two ATF projects. The leverage
points summarise adjustments made at both the national level and local level which have been
highly beneficial to creating change locally. The leverage points also summarise changes which
have been uniquely present within ATF programmes and enabled as a result of ATFs overall project
design given the increased time allowances and place-based approach. While there have been
many informative and varied examples of change to draw from across ATF, the report has focussed
on distilling findings into leverage points that are intentionally applicable across contexts. To
conclude, the 10 leverage points are both indicators and enablers of change across programme
areas.
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9. Conclusion

This report will conclude by revisiting and answering its four outlined evaluation questions which
were presented in Section 1.2. In Section 8 the report outlined 10 Leverage Points (LPs) for
systems change when working to address physical inequalities in deprived communities. These
LPs have been generated through observations made as a result of the research programme.
Through interviews with project managers, key staff and wider stakeholders, the research
programme has indicated change based upon project stakeholders prior experiences either
working on or participating in programmes. Section 4 presented some of these findings which
have been utilised to provide examples of reported change within project areas. The developed
LPs contrast significantly when compared to the reported past experiences of programme
stakeholders, or observed changes that were evidently visible across multiple project areas.

Q7 - How and in what ways has ATF enabled innovative and impactful ways of working?

When considering innovating and impactful ways of working, the most impactful aspects of ATF's
programme design has been the length of time projects have to engage with and learn from
communities (LP1). However, closely corresponding to this has been the formal learning functions
embedded into the programme (LP9) which has aided in spreading innovation and the cultural
ethos of ATF. ATF has benefitted from incorporating ‘'multiple perspectives’ within programmes via
the consortium approach which is a core element of a system thinking mindset (Arnold & Wade,
2017). This has helped to encourage innovative problem solving and communication with external
partners who work together towards shared goals (LP10). Finally, the encouragement towards
reflexive practice (LP2) has meant that workers have been able to identify many internal leverage
points for change within their own practice and organisations. Case 1 demonstrates clearly the
effectiveness of learning and reflection by key programme staff and outlines how mindset changes
have impacted the approaches and results of Active Enfield.

Q2 - How has ATF funding facilitated systems change and impact in different project areas?

ATF has facilitated systems change through its often unintentional attention to structural

details. LP3 (adapting policies, procedures and documentation) is a primary example of how the
programme has stimulated systems change by interrogating the power embedded within formal
procedures and documentation. Successful projects in ATF will be those who leave a legacy within
their programme areas. In regard to legacy, the provided case examples are arguably exemplary
as they have focussed on who benefits from projects and how to ensure that communities retain
generated programme value through capacity building and career progression (LP5). Where

local organisations and individuals retain the generated value of the programme, the greater the
local capacity to create further opportunity and change over time. Further to this point, as LP4
asserts, the ‘right person’ can have a tremendous impact upon a place-based programme where
community engagement, trust and relationship building are some of the core demands of the job
role. The flexibility and time allowances of ATF have made it much more possible than in the past
to hire the right person. Case 2 describes the impact and effect of this approach while on the other
hand Case 3 demonstrates similar findings around ‘the right organisation’ rather than the right
individual.

Q3 - What are the wider impacts (intended and unintended) of these system changes?

The ‘downstream’ impacts of the above noted leverage points are events such as increased levels
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of empowerment for local level actors (LPé), increased feelings of trust (LP7) between programme
and participants and improved participant experiences. The unintended impacts of the programme
have also led to changes within wider partnered organisations who have gained time and efficiency
as ATF has helped to alleviate burdens placed on critical services. Across the programme areas
there is ample evidence of mindset shifts and spreading of influence (LP8). These shifts in mindset
within key members of staff and organisations such as County FAs, wider project partners, within
faith institutions, or local councils, will likely have an ongoing positive impact. Just as ATF has
been shaped by the Local Delivery Pilots where ATFs place-based working principles were derived,
so too can ATF attain a similar level of influence, especially within traditionally football-specific
community organisations.

Q4 - How can complex systems change be documented and communicated to better understand
and learn from ATF programmes?

This report has benefitted from a blended approach to data collection which has involved
participatory Ripple Effects Mapping workshops as well as more traditional qualitative research
approaches [interviews, focus groups, and site visit observations). The REM workshops helped

to reveal an understanding of change which is multi-perspectival. However, the approach also
benefitted from follow-up in-depth research which helped to further explore the nuance and
context surrounding changes reported during the REM sessions. Sections 2 and 3 outlined
analytical tools and approaches this evaluative research. These sections have significantly guided
the research process by indicating how systems can be understood and how complex or subtle
forms of change can be demonstrated. The research has suggested that programmes which seek
to demonstrate change within their local areas can present, through their case studies, evidence of
the 10 LPs, or draw from the developed frameworks and approaches outlined in Sections 2 and 3.

9.1. Closing comments

This report summarises thus far examples of system change and impact which have occurred
across ATF phase two programme areas which can be clearly attributed to ATF. The difficulty of
asserting and expressing attribution (the effects of the programme) and systemic change (which
benefits from longitudinal data) is not to be underestimated. As such the findings of this evaluation
indicate only what can be confidently reported just two years into a five-year project. Given that
ATF programmes were not initially established with system change as a specific strategic objective
or focus for implementation, the examples of systems change and impact evidenced, here over a
relatively short space of time, demonstrate clear and desirable momentum towards addressing
the complex challenge of reducing physical inactivity in deprived communities.
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Appendices

a) Conducting A REM Workshop

REM workshops typically involved those who work closely with a programme or are impacted by it.
For the workshops in the selected case areas, this included the ATF management team (strategic
level & wider consortium, project managers, and frontline staff] it also included volunteers (such
as community champions) and participants, the workshops in some cases included external
delivery focussed staff, or other wider stakeholders (police, grassroots community representatives,
etc.). The lead researcher worked closely with the local ATF project manager to bring together

the key stakeholders for the workshop. Generally, the REM workshops ranged between 8-15
participants. The time allotted for the REM workshops was 120-180 minutes. Below is a rough
outline of the process followed and indicative timings.

Introduction to Workshop (10-15 minutes)
e olntroduction to Researcher & Roundtable Introductions
e oWhatis the research for?
e 0A ‘systems primer’ to introduce key ideas
Formation of Groups & Exercise 1 (15-20 minutes)
e Map ‘frustrations’, ‘barriers’ & Improvements onto the Social Determinates of Health model
(Dahlgren & Whitehead, 1991) participants respond with sticky notes:
> In the past, what barriers and/or frustrations did you experience in regards to developing
or partaking in physical activity?
> What about ATF or the active women programme has helped to change/overcome these
barriers or issues?
Peer To Peer Interviewing (10-15 minutes)
o Participants are divided into groups of 2 or 3 & given a sheet containing a set of interview
questions (including follow up questions) such as:
> What is a meaningful experience you have had with the programme to date?
o Participants take turns interviewing one another for 6-8 minutes each
Group Feedback & Mapping (60-90 minutes)
o Participants relay their stories [meaningful experiences or impacts of the programme]) to
the group, these are mapped on a timeline by the researcher on large sheets of paper
e The short, medium and long term dimensions and downstream effects are considered
Session Conclusion & Reflection (15-20 minutes)
e Discussion: What have you learned? What will you do within the next 6 months?

Participation in this research process often stimulated a deeper reflection among participants
about the core meaning of their programme, about which activities were highly beneficial, and
how collectively the group of stakeholders saw some outcomes as important as opposed to others.
The sessions also gave a certain type of energy through a heightened sense of the programmes
impacts seen from multiple perspectives.
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b) Community Capitals Framework (CCF)

REM workshops have in many cases applied the CCF to categorise the impacts of a programme
upon a locality. The CCF declares that community well-being is an ecosystem which requires
various types of capital which all act together.

Built
Capital

Natural Financial
Capital Capital

Healthy Ecosystem
Vital Economy
Social Well-Being
Cultural Political
Capital Capital

Human Social
Capital Capital

The Community Capitals Framework (see Chazdon et al., 2015)

« Natural - the value provided to communities by local landscapes and the environment (e.g.
greenspaces, natural resources, or cleanliness of the environment)

o Built - The built/urban environment can either hinder or enable wellbeing (e.g. the cramped
urban geography or inner cities are often not conducive to well-being)

» Financial - The financial wellbeing of individuals and local businesses which can enable local
development now and in the future.

» Political - The level of political activity and empowerment or access to power brokers.

» Social - The ‘glue’ that holds communities together, social bonds, a sense of togetherness &
connection between residents.

¢ Human - Developed human capacity, the skills or local human resources to tackle issues.
Increased knowledge, skills and entrepreneurship.

o Cultural - Festivals, the arts, tradition, community language, religion.

c) Sport England ‘People and Places: the story of doing it differently’

In Sport England’s learnings from the Local Delivery Pilots (LDPs) the People and Places report
has outlined a number of practical aspects of systems change which are useful framings in
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terms of ‘behaviour traits’ that may be found across the cases presented. These traits are telling
examples of situations where organisations, individuals, staff members or volunteers may be
acting differently in response to changes happening locally as a result of the ATF funding stream.

1.

2.

10.

Shared purpose or ‘merged agendas’ between local organisations for increased collaboration
and effective coproduction.

Understanding lived experience: an increased empathetic capacity of programmes or
organisations to make meaningful adjustments to programming which shows an understanding
of participants daily barriers and challenges.

Distributed Leadership: strong leadership and organisational flexibility to give decision making
and control to less senior staff.

Capacity & Time To Reflect: project managers don’t often have time to reflect on and learn
from a project, they are stuck in a conveyor belt of delivery and funding applications. Having
the capacity to learn from projects, or to try new approaches can help to solve problems rather
than just repeating old behaviours.

Top Cover: projects need to have ‘cover’ from higher strategic managers who support their
cause and can escalate issues when needed. This can also include top cover from grassroots
gatekeepers, or other highly influential people.

Test & Learn: typically projects are risk adverse and not willing to try new approaches

when results need to be delivered. The behaviour of trying out new things, is indicative of an
innovative spirit which can achieve new and interesting results.

Power Shift: empowerment of grassroots actors or staff members to be leaders (throughout
every level of the system). Getting away from transactional relationships and moving towards
Investment Based Relationships.

Having The Right Conversations: building trust, finding the right people and asking the right
questions can change the outcome of a programme.

Understanding The System You're Trying To Shape: an implicit understanding of how a locality
functions, IMD statistics cannot tell the whole story.

Starting With Questions, Not Answers: coming to communities with questions rather than
assumptions about what will work best, for whom and why.
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