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• This document has been prepared by Mr. Mingles Tsoi on behalf of the 
CUHK Center for Entrepreneurship solely for use in the visual 
presentation to a private group of audience. It is not intended for 
general distribution to the public and may not be reproduced or 
redistributed. 

• The information contained in this document has not been 
independently verified.  No representation or warranty express or 
implied is made as to, and no reliance should be placed on, the 
fairness, accuracy, completeness or veracity of the information or 
opinions contained herein. 
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some ideas and guidelines of the subject theme for the seminar, 
workshop or training session, by assisting the audience in 
understanding the subject in a general knowledge level.  

• This document is furnished in confidence for your reference only and 
for no other purposes. The content of this document cannot be 
released to the third party unless it is given a written consent by the 
CUHK Center for Entrepreneurship. 
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Initiative on SIA: When and How? 

• SIA started since organizing HKSEC 

• In 2011 HKSEC developed its own Social 
Impact Assessment Guidelines for the 
contestant / public to download 

• With the consent from Sara Olsen, the content 
was referenced on her research and guidelines 
of SIA for GSVC. 



SIA in HKSEC 



Hong Kong Social Enterprise Challenge 
(HKSEC) is the first and only inter-collegiate 
business plan competition organized by the 
Center for Entrepreneurship of The Chinese 
University of Hong Kong to help turning creative 
business ideas into meaningful and sustainable 
ventures that promote social good.  
 

Since 2007, over 3,000 post-secondary 
undergraduate and postgraduate students and 

fresh graduates from 22 academic institutions 

has been participating and generating over 500 
business ideas for social enterprise. 

The Center for 
Entrepreneurship 
pursues research, education 
and practice in 
entrepreneurship. We bring 
together scholars from 
different departments 
within the University, attract 
talent from the business 
community, involve CUHK in 
promoting entrepreneurship 
in Hong Kong, and provide a 
nexus for fundraising. 



SIA in SE Training (Practical Level) 

• 3 Training Courses 
conducted from 2011-13 

• Participants: 125 from 
frontier executives and/or 
officers of SEs and 
potential future SEs 

 

 

 



Strategy of Promoting SIA 

• We need to develop more local (HK) cases for 
SIA, via adopting the SIA model into some 
prominent SEs in HK, such as DiD, Diamond 
Cab, such that we can generate more 
parameters for quantifiable measurement 

 



Visible Stakeholders 

SIA should be useful and beneficial to: 

•Government for evaluating and selecting social 
projects 

•Corporation's CSR executives for evaluating and 
selecting projects for collaboration and sponsorship 

•NGOs and social enterprises for self-evaluation and 
presentation to stakeholders 

•Impact Investors for evaluating and selecting projects 
for investing 

 



Defining Problems and 
the Theory of Change 

Theory of Change is a way of thinking 
about how the outcomes of your 
activities lead ultimately to your 

desired social impact 



Framing or defining is all about trying our best to 

ask the right question in solving the problem. 

解決問題前要懂得「問對問題」 

什麼是 
“問題”？ 

已為“問題” 
建構一個 

合適的框架嗎？ 
能否將“問題” 
重申成有用 
的句子？ 

Problem 
Definition 

Problem 
Statement 

Key 

Question 



To answer what is the problem, we should focus on the 3 generic 
elements of the any problem. 構成「問題」的基本三個元素 

Existing 
Situation 
目前情況 

Goal 
Situation 
目標情況 

Context 

處境 

background and disruptive events 

leading to the problem 背景及事件 1 

如果問題解決後 

希望見到的情況 

3 

目前覺得 

不滿的現況 

2 

解決方案 

Problem Definition 
定義「問題」 



Traditional fishermen in rural India 
印度舊村落的漁民 

Problem Definition 

虛構個案 

They don’t know when or where to fish as 

well as the right price to sell the fish they 

catch, so they risk their lives and get 

cheated by the middlemen. 
不知在何時何地捕魚，也不懂善價而沽，冒生命危
險、易被騙。 

 

Context 

Hoping they can fish safely and sell at 

higher price. 
希望漁民可以安全地捕魚，不再受中介人欺騙。 

 

Existing 
Situation 

Goal 
Situation 

Traditional fishermen in rural India don’t know when or where to fish as well as the 

right price to sell the fish they catch, so they risk their lives and get cheated by the 

middlemen. Therefore, they can’t fish safely or sell at higher price. 

印度舊村落的漁民不知在何時何地捕魚，也不懂善價而沽，冒生命危險、易被騙。 



Example 
Traditional fishermen in rural India don’t know when or where to 

fish as well as the right price to sell the fish they catch, so they risk 

their lives and get cheated by the middlemen. 

印度舊村落的漁民不知在何時何地捕魚，也不懂善價而沽，冒生命危
險、易被中介人欺被騙。 

 A process of frame testing & restatement 

Too broad ? 

Restatement 

Example 

Traditional fishermen in rural India don’t have access to accurate 

information on weather and prices to sell the fish they catch, so 

they risk their lives and get cheated by the middlemen. 

印度舊村落的漁民不能接收準確的天氣資訊及價格情報，以致要冒生
命危險去捕魚，又容易被中介人欺騙。 

Problem Statement 

Fixed ! 



Key Question Making 

Traditional fishermen in rural India don’t have access to accurate 

information on weather and prices to sell the fish they catch, so 

they risk their lives and get cheated by the middlemen. Therefore, 

they can’t fish safely or sell at higher price. 

印度舊村落的漁民不能接收準確的天氣資訊及價格情報，以致要冒生
命危險去捕魚，又容易被中介人欺騙。 

Key 

Question 

How can traditional fishermen in rural India gain access to accurate 

information on weather and prices so they can fish safely and 

increase their sell price? 

印度舊村落的漁民如何能得到準確的天氣資訊及價格情報，以致他們
能安全地捕魚，又不會被中介人欺騙？ 

Problem 
Statement 

As framing is all about asking the 
right question, and now we've got 
ourselves something that might be 
the right question. So, we've framed 
the problem! 

Once you have the most useful problem statement, you transform it into key 
question to be answered to solve the problem. 

Key Question 
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Context  

Existing Situation Goal Situation 

在中國西部，遊牧民族的生活水平偏
低，並不能供養子女接受教育果 

氂牛是地區的重要資源， 
毛可以加工變為成衣， 
奶可以加工變為乳製品。 
但是牧民缺乏對外界市場的
認識，產品只能於本土內銷。
當地中介人從中取利，沒有
以合理的價格向牧民購買產
品。 

希望為牧民改善生活狀況 
協助他們： 
將貨品以公平的方式進行交易 
提升產品數量及質量 
拓展產品銷售至國際市場 

社會效益： 
牧民的收入增加了 
生活質素改善了 
子女的教育水平也改善 

真實個案 
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Problem Definition Problem Statement 

Key Question 

 
 

 

With no means to connect to 

international markets, yaks were only 

used for domestic consumption. 

 

Local agents for yak fiber were 

exploiting the nomadic people without 

paying a fair price. 

 

Under unfair trading, nomadic 

community is living under low standard 

such that they cannot afford their 

children to go to school. 

Yaks were only used for domestic 

consumption because the nomadic 

community don’t have access to 

international markets. 

 

Local agents for yak fiber were 

exploiting the nomadic people without 

paying a fair price. 

 

Under unfair trading, they are living 

under low standard such that they 

cannot afford their children to school. 

How can the nomadic community improve the living standard and get children to school? 

- by selling their yaks product at higher price and avoid cheating by the local agents? 

- by improving the quality of products so as to sell at higher price? 

真實個案 



Social Enterprise Plan as a Story 

Social enterprise plan should provide a clear story or 
road map on how to get from inputs to the mission of 
desired social impact (社會效益) 

Inputs Mission Innovative story 



The Plan’s Key Messages 

• A belief about causality (因果關係) that connects mission to action 
• Based on your understanding of the problem, what is your theory about which 

actions will lead to the results you want to achieve? (什麼行為導致你想達到的結果) 

• Are there leaps of faith (迷信) in the theory? 
• How do you defend them? 
• Is your theory focused on local or systemic change (系統性變革) ? Or both? 

Inputs Activities Outputs Outcomes 
Goal/ 

Objectives 
Mission 

the process of enterprising the theory of change 



What is your theory of change? 
Theories of Change is a way of thinking about 
how the outcomes of your activities lead 
ultimately to your desired social impact. 

為什麼你的活動會達致最終預期的社會效益？ 
 

For example, 

If rural communities can sell their local handicraft 
produce through an online e-commerce platform, 
there will be economic development in rural 
communities 
 

The basic format of any theory of change can be 
express as… 

To make desirable CHANGE happen, 
Condition1, Condition2, Condition(n) must be met. 

Or 

If Condition1, Condition2, Condition(n) are met, 
then, the desirable CHANGE will happen. 

 

So, it’s always something like 

IF-CONDITIONS-THEN-CHANGE 

More examples of 

IF-CONDITIONS-THEN-CHANGE 
– If low-income, marginalized teenagers have 

first-hand experience running a business, they 
will be more successful in their careers 

– If poor women in Africa have microbicidal 
contraceptives they control, AIDS will spread 
less 

– If customers’ water usage is metered and they 
have to pay for it, they will use less water 

– If people buy organic yogurt instead of non-
organic yogurt that may be full of pesticides, 
their health will improve 

– If jobs are created in low-income areas, 
personal well-being will increase and the 
quality of life in those neighborhoods will 
increase. 

 

Notice that in each example the ultimate social 
impact is expressed as a change, and increase or 
a decrease. This is the same thing as the social 
mission you are trying to achieve. 

Theory of Change (改變理論) 



Impact Value Chain (效益價值鏈) 

Activities Outputs 
Goal 

Alignment 
Outcomes 

What is 

put into 

the 

venture 

Venture’s 

primary 

activities 

Results 

that can 

be 

measured 

Changes 

that can 

be 

noticed  

Activity and 

goal 

adjustments 

 
 
 
 
 
 
 
 

LEADING 
INDICATORS 

INPUTS (投入) : The resources (money, staff time, capital assets, etc.) required to operate the venture or            
organization. 企業運作所需投放的資源 (金錢，員工的時間，資本等) 

OUTPUTS (產出) : Indicators and other measurable variables from an organization’s operations that management 
can directly measure.  企業活動產生的，可量度的直接及實際效果 (例如受助人數，售出貨品數量或帶來的財政收入) 

OUTCOMES (結果) : Specific changes in attitudes, behaviors, knowledge, skills, status, or level of functioning that 
result from enterprise activities, such as finding a job, avoiding getting sick, or reducing emissions by a certain 
amount.  因企業的活動而帶來的社會改變 (例如製造就業機會，收入增加等) 

IMPACT (效益) : The difference between the outcome for a sample exposed to an enterprise’s activities and the 
outcome that would have occurred without the venture or organization. 企業活動所帶來的結果，和假若企業不存在時
所帶來的結果之差別 

GOAL ALIGNMENT (目標一致性) : The management process of evaluating whether outcomes or impacts met 
desired goals and determining what can be done to improve operations. 評估結果或效益是否達到所要求的目標， 
以及企業如何能改善運作 



Dialogue in the Dark (黑暗中對話) 
• Mission 

– To bridge the gap between the visually impaired group and 
the other groups in the society 

– To create jobs for the visually impaired group 

– To raise public awareness towards disabled groups 

• Activities 

– By holding specially constructed pitch-black 
exhibitions, providing training workshops,  
organizing educational activities and special events 
such as wine tasting, birthday and dinner in the 
dark 



Dialogue in the Dark 
Impact Value Chain 

Inputs Activities Outputs 
Goal 

Alignment 
Impact Outcomes 

What is 

put into 

the 

venture 

Venture’s 

primary 

activities 

Results 

that can 

be 

measured 

Changes 

that can 

be 

noticed  

Activity and 

goal 

adjustments 

What has 

happened? 

Inputs Activities Outputs 
Goal 

Alignment 
Impact Outcomes 

What is 

put into 

the 

venture 

Venture’s 

primary 

activities 

Results 

that can 

be 

measured 

Changes 

that can 

be 

noticed  

Activity and 

goal 

adjustments 

What has 

happened? 

 
 
 
 
 
 
 
 

 

LEADING 
INDICATORS 

More jobs for the 

visually impaired 

people; More 

people have 

experienced 

darkness; 

More sensitive 

beyond visual 

senses; 

Integration of VI 

and general 

attitude 

Increased 

awareness of the 

disabled groups; 

Leadership 

development 

Holding 

exhibitions; 

Tours guided 

by visually 

impaired 

people 

Participant 

survey and 

periodical 

review 

Visually 

impaired 

people; 

Professional 

training 

methods Bridge the gap 

between the 

visually impaired 

and the society 



           

Mingles Tsoi 
Project Director 

香港中文大學 
創業研究中心 


