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Naenae Boxing Academy 
Theory of Change.

A theory of change is a tool to help you describe the need you are trying 
to address, the changes you want to make (your outcomes), and what 
you plan to do (your activities). The approach that the Billy Graham 
Youth Foundation (BGYF) has taken involves three key components: 
Final Outcome, Intermediate Outcomes, and Actions. The purpose of 
developing theories of change specific to each of the BGYF academies is 
two-fold; firstly, it will help to clarify the vision, outcomes and actions that 
each local academy have undertaken in their local context. Secondly, we 
will be able to communicate if there is alignment between each of the local 
academies and the BGYF national operation, which includes the National 
Advisory Service (NAS) and the BGYF Board of Trustees. 

In order for BGYF to achieve their national vision of Champion young 
people contributing to their communities, they believe that it is imperative 
for this vision to not only be held by each academy, but that each local 
team are also developing their own strategies and actions in order to 
achieve their vision. 

The Naenae Boxing Academy theory of change was developed between 
August 2020 and February 2021, and involved six members of the local 
team. The process was facilitated by the CEO of the Billy Graham Youth 
Foundation, as was each of the theory of change processes across every 
academy. 
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Champion 
young people 
contributing 

to their 
communities

WHO WE ARE:

We are a well-trained, caring team, who 
role model the NBA ‘way’ to all who enter 

our space.

HOW WE DO IT:

Through the structured delivery of the 
Champions Programme and in line with 

the principles of the Mana Taiohi

WHAT WE DO:

As a boxing academy we connect with 
young people and build community by 

providing safe, challenging and positive 
environments.

WHERE WE DO IT:

We take ownership to ensure our 
environment is clean, tidy, warm and 

welcoming.

Participation

Potential

Outward 
Focus

Belonging



Naenae Boxing 
Academy’s Guiding 
Questions.
Step One.
• Agree on your final outcome
 - Why do you come to NBA?
 - Why does NBA exist?
 - If NBA was known to achieve three things, what would they be?

• National Vision: ‘Champion young people contributing 
 to our community.’
 - What do NBA ‘Champion young people’ look like?
 - What does it mean for young people to ‘contribute to our community’?

Step Two.
• How will you know that your vision is being achieved?
 - How will you know that our young people are becoming ‘Champions’?
 - How will you know that they are contributing to their community?

Step Three.
• What do you do at NBA?
 - What actions do you take at NBA to support our young people
  to become ‘Champions’?
 - What actions do you take at NBA to support our young people to 
  contribute to their community?
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Final 
Outcome.

Champion Young People 
Contributing To Their 

Communities

“I feel there is value I can 
add, and I love seeing a vast 
range of young people all in 

one place, learning the same 
skills and values.”

“To help develop/grow the 
dream of a top community 
facility and boxing team .”

“Help create young boxers.”

“To work for an organisation 
that champions youth, and 

to be a part of a similar – 
minded team/community.”

“Because of the vision of 
Billy Graham.”

“It is the response to a 
community need.”

“Because of the 
demand of the 

young people who 
use the facility.”

“To make/develop 
champion young people 
with values, goals, and an 

initiative who will hopefully 
also give back to youth/their 
community > Billy’s Vision.”

“Creating a space that is safe, 
supportive and where young people 

can take off the ‘masks’ they wear 
outside of these walls.”

“Turning out boxers who 
compete at a national and 

international level.”

The first priority in this process was to identify if both the NBA 
team and the Billy Graham Youth Foundation had an alignment 
of vision. The quotes below are a few of the responses that the 
NBA team gave when considering the questions in Step One 
on page 4. Following this discussion, the selected statements 
identified that vision alignment does exist between the NBA 
team and BGYF.
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Respect for 
their environment

Taking responsibilities
for actions

Good behaviour

Young people 
acknowledge that 
they have potential 
and actively pursue 
excellence

Young people’s behaviour 
changes in line with 
Passport to Success - they 
understand and display the 
values inside and outside of 
the academy

Attendance

Attendance

Absence of ego, 
honesty of effort

Engaged in 
class

Regular attendance 
> committed to 
showing up

Young people commit to 
attending the academy. 
They show honesty of 
effort, absence of ego.

Outward
Focus

See the need,
meet it Showing 

initiative

Doesn’t always have to be a big 
thing, but rather smaller actions, 
doing things consistently

Showing 
leadership

People run 
to NBA

Young people identify 
needs external to 
themselves and take pride 
in meeting these

Safe

Sense of 
belonging Young people feel safe 

in the Naenae Boxing 
Academy and develop a 
sense of belonging.

Taking ownership for 
spaces they care about

Young people take pride 
in the spaces they love, 
and look for opportunities 
to give back.

Safety

After agreeing that the Naenae Boxing Academy team and the Billy Graham Youth Foundation had an alignment of vision, the 
second conversation focused on identifying the Intermediate Outcomes that the team believed must take place in order to 
achieve their vision. The pages below show the items that came out of the initial conversation, with the following pages showing 
the stripped back, finalised Intermediate Outcomes that the team agreed on.

Social

Being able to relate to 
people from all walks of life

Taking initiative to 
interact with others

Helping out, putting 
themselves second, 
thinking of others

Young people 
show empathy
in their actions

They care
Being good
listeners Being kind/ 

polite to others

Young people show empathy 
in their actions, consider 
others before self and 
engage with those from 
diverse backgrounds

Personal
Growth

Kindness to 
themselves

Valuing 
themselves

Well being

Showing confidence 
and care

Young people are 
strong in their identity 
and embark on a 
journey of wellbeing

Sport/ 
Competition

Passion 
for sport

Active participation in 
the sport of boxing

Developing and 
learning boxing skills at 
an appropriate pace

Willingness to 
train on own time

Resilience 
to grind

Willing to learn 
and listen

Take responsibility 
for self, training & 
nutrition

Young people develop a 
passion for the sport of 
boxing and are willing 
to commit to the path of 
excellence

Pursuing
potential

Behaviour

Being the best that 
you can be/living up 
to your potential

Respect for 
coaches

Young people develop 
positive desires and act 
on them

They grow 
and evolve

Acknowledging 
potential

Behavioural changes, 
in line with the PPTS

Change in
behaviour

Living up to 
their potential

Values based success 
= understanding, 
demonstrating values

Giving 
Back

Young people volunteering 
in our community

Place value on NBA

Young people are 
community minded

Taking responsibility for 
this (NBA) space

Intermediate Outcomes
– Initial discussion
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communities

Outward Focus

Potential

Belonging

Intermediate Outcomes
– Stripped back outcomes for NBA

Participation

Young people build trusted relationships within the academy, 
allowing them to feel safe and supported when in this space.

Young people:

– Develop strong and trusted relationships with coaches, each 
 other, and wider staff
– Feel safe
– Have a sense of belonging
– Feel supported
– Take ownership for the NBA space

Young people identify needs external to 
themselves and take pride in meeting these needs

Young people:

– See the need and meet it 
– Show empathy in their actions 
– Add value to the NBA space
– Are community minded 
– Take initiative to positively interact 
 with others 

Young people show commitment to the academy 
and our programme; they show resilience, effort, 
and demonstrate a willingness to learn.

Young people:

– Show regular attendance 
– Are willing to learn and listen 
– Demonstrate an absence of ego and 
 honesty of effort 
– Show resilience and effort in training 
– Develop and learn boxing skills at an 
 appropriate pace 
– Active participation in the sport of boxing

Young people acknowledge that they have  potential and
actively pursue excellence relative to their own hopes and dreams.

Young people:

– Grow and evolve 
– Take responsibility for their actions 
– Understand and demonstrate Passport to Success values 
– Value themselves and their well-being 
– Acknowledge their potential and pursue excellence 
– Develop a passion for the sport of boxing 
– Become boxers who compete at a national and international level

Intermediate Outcomes
– Finalised Intermediate Outcomes for NBA
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Who we are. 
We are a well-trained, caring team, who role model the 
NBA ‘way’ to all who enter our space. 
• Staff act as responsible role models
• Coaches are approachable, e.g. body language, tone of voice etc. 
• Coaches have a growth mindset 
• Staff own up to their mistakes 
• All staff and volunteers are police – vetted, reference – checked and trained 
• Staff are trained in child safety and first aid 
• We operate and communicate as a team

The Naenae Boxing 
Academy team.

What we do. 
As a boxing academy, we connect with young people and build community 
by providing safe, challenging and positive environments. 
• Coaches facilitate and model the Passport to Success 
• Check-in/out process that facilitates connection and participation 
• Staff provide opportunities for members to identify and pursue their potential 
• Staff connect young people with external organisations and future pathways 
• We take opportunities to serve our community 
• We run a boxing academy
• We coach Olympic style boxing

How we do it. 
Through the structured delivery of the Champions programme and in line 
with the principles of the Mana Taiohi Framework. 
• Staff understand and can deliver the Champions programme and 
 Model PPTS
• Check-in/out process that facilitates connection and participation 
• Staff model welcoming behaviour e.g. handshakes, use of names 
• Listening to what young people say 
• Strengths based 
• Athlete centred 
• We facilitate opportunities for young people to give back to their communities 
• Establish expectations (for attendance, behaviour and effort)
• Establish appropriate relational boundaries
• Staff follow up with young people 
• Be encouraging and challenging, but mindful of each athlete’s limits 
• Staff understand and adhere to NBA policies and procedures 

Where we do it. 
We take ownership to ensure our environment is clean, tidy, 
warm and welcoming.
• Staff take ownership of NBA space, tidy warm, safe and provide 
 opportunities for members to do the same 
• Classes are enjoyable, interesting and fun 
• Classes are inclusive 
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Champion 
young people 
contributing 

to their 
communities

WHO WE ARE:

We are a well-trained, caring team, who 
role model the NBA ‘way’ to all who enter 

our space.

HOW WE DO IT:

Through the structured delivery of the 
Champions Programme and in line with 

the principles of the Mana Taiohi

WHAT WE DO:

As a boxing academy we connect with 
young people and build community by 

providing safe, challenging and positive 
environments.

WHERE WE DO IT:

We take ownership to ensure our 
environment is clean, tidy, warm and 

welcoming.

Participation

Potential

Outward 
Focus

Belonging

NBA Theory 
of Change.
‘Champion young people 
contributing to their communities’
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