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How were you

affected?



1. What having an  
impact means 

2. The hurdles that 
get in our way

3. How we overcome 
them

Let’s look at:
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We’ve got to

make upstream

feel like downstream



Content

Upstream and downstream
aren’t two separate destinations

The further upstream you go,
the greater the impact you’re likely to have



Content

Every system is perfectly designed
to get the result it gets

Make changes to the system,
and you’ll start to get different outcomes



Content





There are 6 questions

1. Where do you want to be?

2. Where are you now?

3. What are your priorities?

4. What’s getting in your 

way?

5. How will you get where 

you want to be?

6. How will you know if you’re 

making progress?



1. Where do you want to be?

• What’s the impact you want to 

have? 

• What systems need to 

change, to change the 

outcome? 

• What are the root causes of 

the problems you’re trying to 

address? 



2. Where are you now?

▪ Look at the external 

factors and forces that 

influence your work. 

▪ Understand your position 

within the system.

▪ Look for leverage points 

and opportunities to 

push upstream. 



3. What are your priorities?

Priorities are based on 3 things:

▪ Your capacity.

▪ The importance of the 

problem.

▪ The impact you 

believe you can have. 



4. What’s getting in your way?

▪ Where is the problem? 

▪ Who is in the best 

position to fix or prevent 

the problem? 

▪ How do you create 

incentives and 

opportunities for them to 

do so?

The 3 questions that will solve a problem:



5. How will you get where you want to be?

▪ Backwards planning.

▪ Map each step from the 

end point back to the 

start. 

▪ With each step 

backwards use one 

simple phrase – “in order 

to do that we need to…” 



6. How will you know if you’re making progress?

▪ Build monitoring and 

evaluation into your plan. 

▪ Changes and impact 

need to be captured 

though data and 

information. 

▪ Data needs to for the 

purpose of learning not for 

the purpose of inspection.

▪ Don’t ignore what the 

information is telling you.  



Dogs will always need saving from rivers but upstream

is about the world avoided.

With a shift in our thinking, and organisational approach,

we can all move a little further upstream.



Thank you!

harryeckman@changeforanimals.org


