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Disclaimer

No representation or warranty, either express or implied, is provided in relation to the accuracy, completeness or reliability
of the information contain herein. None of Anglo American or any of its affiliates, advisors or representatives shall have any
liability whatsoever (in negligence or otherwise) for any loss howsoever arising from any use of this material or otherwise
in connection with this material.

Group terminology

”

In this material references to “Anglo American”, the “Anglo American Group”, the “Group”, “we”, “us”, and “our” are used to
refer to either Anglo American plc and its subsidiaries and/or those who work for them generally, or where it is not necessary
to refer to a particular entity, entities or persons. The use of those generic terms herein is for convenience only and is in no
way indicative of how the Anglo American Group or any entity within it is structured, managed or controlled. The Anglo
American Group is comprised of separate legal entities. "Subsidiaries" are entities over which the Anglo American Group
directly or indirectly is able to exercise control, and entities over which the Anglo American Group has joint control are
referred to as “joint ventures”. "Managed joint ventures" are entities where the Anglo American Group has management
control or an ability to direct day to day activities.

Intellectual Property

We are the owner of all trade marks, trade names, business names, service marks, design marks, patents, rights to
inventions copyright and related rights, rights in get-up, goodwill, database rights and all other intellectual property
appearing on or contained within this material.

Except as expressly provided below: (a) use of the material does not grant you any right, title, interest or licence to any
such intellectual property appearing on or contained within the tools on this material; (b) use or reproduction of the
intellectual property is strictly prohibited; and (c) nothing in this material should be construed as granting, by implication,
estoppel, or otherwise, any licence or right to use any of the intellectual property in this material.

We grant you a revocable, non-transferable, non-exclusive, royalty free licence to use this material, and any and all
intellectual property that we own in this material.

We make no express or implied warranty or representation that: (a) we have the right to grant the licence set out above
and such licence is granted solely on the basis of the rights that we actually hold; (b) the intellectual property contained in
the tools is valid or enforceable; and (c) any use of this material shall not infringe any third party’s intellectual property
rights.

© 2020 Anglo American

™ AngloAmericun ™
and

Anglo American™, are trade marks of Anglo American
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TOOL 2 - THEORY OF CHANGE (TOC)

This guidance tool supports the development of a Theory of Change (as per the SED Planning
guidance) for projects undertaken as part of an identified priority SED element. It aims to equip sites
with a sufficient level of understanding of the Theory of Change process to enable the site teams to
effectively outline the need to be addressed, the change being sought and plan in detail, how those
changes will be brought about.

What is Theory of Change?

A theory of change is a process to describe the issue a project seeks to address, the changes it wants
to make (Impact and outcomes), and the activities required that will lead to achieve the outcomes and
lead to the impact.

Before creating a theory of change, it is important to distinguish between process and output. Theory
of change processes are the discussions and research that go into a theory of change while the output
is a summary of those discussions, usually in the form of a diagram. The process gives site teams the
opportunity to think, discuss and collaborate and to strengthen SED projects through more considered
decision making and stronger teams as people are brought together. The output gives site teams a
greater sense of clarity and purpose, and a clear plan that will help teams evaluate and communicate
their work, both internally and externally.

Theory of change is actually a very simple concept. Throughout our work and personal lives, we all
have aims, objectives and ideas about how to achieve our goals but we rarely take the time to think
these through, articulate and scrutinise them. All a theory of change process does is to make these
assumptions explicit and therefore more testable.

While the idea itself is simple, the terminology around theory of change can be confusing because
there are variations in the approach.

This note aims to help site teams through the theory of change process and provides support to
produce something that strengthens the design and delivery of SED projects.

The benefits of a Theory of Change

A theory of change can help site teams to improve strategy, measurement, communication and
partnership working.

Strategy
e Help teams from different functions work together to achieve a shared understanding of a project
and its aims. The process of agreeing a theory of change teases out different views and
assumptions about what a project is aiming for and how staff should work together. Using a
theory of change to co-develop strategy fosters consensus and can motivate site teams, making
them feel more involved and showing them how their work contributes to long-term goals.
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e Make projects more effective. A theory of change is an agreed statement of what a project is
trying to achieve. It can help to identify where activities are not contributing to pre-defined goals
and take action, and understand what information is needed to monitor performance.

e Help identify and open up ‘black boxes’ in thinking. A range of assumptions may underlie the
design of a project or approach. The theory of change process should reveal these hidden
assumptions, some of which may then be discovered to be unfounded, out-of-date or
inconsistent with the evidence.

Measurement

e Help determine what needs to be measured (and what does not) so site teams can plan their
evaluation activities. Some evaluations are misconceived and lack strategy. A theory of change
provides a framework for the evidence that should be collected, which will give greater
confidence in the approach.

e Encourage teams to engage with the existing evidence base. The best theories of change are
justified by up-to-date knowledge of what works in a particular field. This could be drawn from
our own organisational data and/or research published by others, such as academics,
development organisations and government departments.

e Act as the basis for claims about attribution. If, by collecting good quality evidence to test the
theory, we can show we have achieved targets and desired changes at each stage, then we
have a stronger case for saying that our project has made a difference.

Communication

e Quickly communicate a project’s aims. A theory of change diagram is a neat way to summarise
the work and communicate it to stakeholders, including co-funders and government
stakeholders. They may also feel more confident in supporting us if they know a thorough theory
of change process has been applied.

e Bring the process of change to the forefront. All change occurs incrementally through
intermediate outcomes (steps which lead towards the final goal), such as improvements in
service users’ skills or changing public attitudes to disability using a campaign. A theory of
change encourages to focus on these outcomes and articulate them properly.

Partnership working
e Help with partnership working. Developing a theory of change in collaboration with other
organisations can clarify roles and responsibilities and establish consistency around outcomes.
A theory of change can also help train new staff and replicate services, as it shows what a
service aims to achieve and how.

The steps of a Theory of Change

There are six steps involved in developing a theory of change. A specific example is worked through
in this guidance note based on an adapted theory of change for a real-life project called “Superwomen”
undertaken by an NGO.
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STEP 1 Identify desired impact and underlying assumptions
STEP 2 Backwards map from impact through outcomes and associated assumptions

STEP 4 Identify activates to bring about the required outcomes (and ultimately the impact)
STEP 5 Quality review to determines if TOC is plausible, feasible and verifiable
STEPG6 Write narrative to explain the summary logic of the project

Figure 1. Six steps involved in developing a theory of change
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Step 1 - Identify desired impact and underlying assumptions

The first step in the theory of change development is agreeing the long-term desired impact
(sometimes referred to as goal or long-term outcome). It is important to try to define the impact as
clearly as possible. It is also important to identify the beneficiary group the project is targeting, setting
out their needs and characteristics.

The long-term impact should describe the desired change for the beneficiaries. It should be realistic
and succinct; and a project should ideally have just one.

Thinking about impacts involves considering what the project is accountable for and what is beyond its
sphere of influence. The extent of success of an impact is likely to depend on a variety of conditions
and factors, often beyond the project’s control. There is a line of accountability between the desired
impact, to which the project can only contribute but not control, and the next step, the outcomes that
the project does have a greater level of control over.

In the example project the agreed Impact is shown below.

Impact

Long-Term Employment on Livable Wage for

Domestic Violence Survivors

Figure 2. Impact example

This impact also has underlying assumptions linked to it. For the example impact “long-term
employment on a liveable wage for domestic violence survivors” there are three specific assumptions
linked to it:

A. there are jobs in non-traditional work that the survivors (women) can go into;
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B. Jobs in non-traditional areas of work for women, such as electrical, plumbing, carpentry and
building management pay a liveable wage; and
C. because they are more likely to be unionized there is greater job security (long-term).
To show there are assumptions on the TOC diagram, some form of labelling is applied, and the
indicators recorded in the document.

Impact with assumption labelling

Long-Term Employment on Livable Wage for
Domestic Violence Survivors

Figure 3. Impact with assumptions labelling example

Step 2 —-Backwards map from Impact through outcomes and associated assumptions

Once the desired impact(s) have been defined, the site team needs to work backwards to map the
outcomes, sometimes referred to as preconditions or as intermediate outcomes, needed for the impact
to potentially be achieved. In the example, the impact is the long-term employment of domestic violence
survivors at a liveable wage. To achieve this the project team identified three outcomes that needed to
be achieved:

e that the survivors attain coping skills
e the survivors have marketable skills in non-traditional jobs
e the survivors know and have appropriate workplace behaviour

The outcomes are the changes over which the project is largely in control. To illustrate the logical
importance of the three outcomes arrowed lines are used to show that the outcomes must come before
the final impact.

Each of these outcomes also has one or more assumptions associated with it. For example, on the
Superwoman Project, in relation to the outcome “Survivors attain coping skills”, the assumption is that
“Women who have been abused need more than just skills, they need to be emotionally ready for work
as well.” Similarly, for the outcome “Survivors have marketable skills in non-traditional jobs” the
assumption (E) is that “Women can learn non-traditional skills and compete in the marketplace.”
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Impact, outcomes and associated assumption labelling

Long-Term Employment on Livable Wage for
Domestic Violence Survivors

-

. . . Survivors have Survivors know and
Survivors attain coping g ’
. marketable skills in have appropriate
skills " . :
non-traditional jobs workplace behaviour

Figure 4. Impact, outcomes and associated assumption labelling example?!

Each outcome has one or more assumptions on which they are based.

Working through these outcomes and their related assumptions is key because it also defines the
scope of the project. For example, in relation to the assumption that “survivors need more than just
skills, they need to be emotionally ready,” there is an explicit choice for the project to make: do they
undertake activities to ensure survivors are emotionally ready, or, only accept candidate survivors who
are judged to already be emotionally ready.

There will be several levels of outcome and associated assumptions and possibly more than one
assumption per outcome. Again, following the example, the outcome “survivors have marketable skills
in non-traditional jobs” links to another outcome that “Women serve internships”. This in turn links to
outcomes:

e women attend the training about expectations in the workplace
e women attend the training classes in the non-traditional skills
e Employers are educated as to how to use interns

Each of these also has associated assumptions that need to be articulated.

Building this initial framework of goal and outcomes and their associated assumptions is critical and
the site team should continue to map backwards until we have a framework that tells the story and is
appropriate for the purposes of planning. Because this work is challenging, and most social change
projects have a lot of moving parts, change frameworks usually go through many revisions. Outcomes
and assumptions are added, moved and deleted until a map eventually emerges that tells a story the
site team and stakeholders can agree on and makes the most sense. This discussion is often the most
valuable component of TOC because site teams are now jointly defining the expectations, assumptions
and features of the change process.

! Actknowledge and the Aspen Institute Roundtable on Community Change (2004). 'Guided Example: Project
Superwoman’. Available at: https://www.theoryofchange.org/pdf/Superwomen Example.pdf [Accessed 01 May 2021]
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Step 3 — Develop impact and outcome indicators

The indicators stage is when details are added to the change framework. This step focuses on how to
measure the implementation and effectiveness of the project. By collecting data on each outcome, the
project can identify what it is or is not happening and find out why.

An indicator should include a minimum of four parts:

e Population - the group that you are measuring (e.g. women enrolled in the project)

e Target - the anticipated success rate (e.g. 90% of the enrolled women)

e Threshold - the minimum for the outcome to be successfully achieved (e.g. a $12 per hour job
for at least six months)

e Timeline — within which a change should be expected (e.g. within two months of graduation)

For example, in the Superwoman example, the long-term impact of “Long-term employment at a
liveable wage for domestic violence survivors” the four parts of the indicator would be:

Indicator: Employment

Population: Project graduates

Threshold: Remain in job at least 6 months and earn at least $12 per hour
Timeline: Within 6 months of having completed the training

For the outcome “Women attend training classes in non-traditional skills” the four elements are:

Indicator: Attendance

Population: Program participants

Threshold: Women miss no more than three classes
Timeline: Over a cycle of the course.

Step 4 — Identify activities and outputs to bring about the required outcomes

Step 4 focuses on the activities and resultant outputs the project will need to undertake to bring about
outcomes. It is possible that some outcomes can be assumed to happen without project activities — as
long as earlier outcomes happen, they will occur. However, other outcomes require project activities
and resultant outputs that catalyse the outcomes. The two types of outcomes are sometimes
represented using different line styles on the TOC diagram. For example, a dotted line is used for
outcomes that do not require support and a solid line is use where activities are required by the project.

The interventions explain what the project implementors are going to do to achieve their desired
outcomes. For example, on the Superwoman project, it is assumed that for women to hear about the
project, an activity — in this case an outreach campaign - will be necessary. On the theory of change
diagram activities are represented by a numbered box below their resultant expected outcome. The
complete theory of change map with all outcomes, assumptions and activities is shown below.

Step 5 — Quality review to determine if theory of change is plausible, feasible and verifiable
Quiality review should answer three basic questions — is the theory:
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e Plausible
e Feasible
e Verifiable

Plausible refers to the logic of the theory of change. Does it make sense? Are the outcomes in the right
order?

Feasible refers to how realistic it is that the project can achieve its long-term impact and whether the
resources are available to implement all the activities specified.

Verifiable refers to how well the indicators have been developed. Are they all measurable and is the
data going to be available? Are there indicators that can be evaluated in a timely manner?

Step 6 — Write narrative to explain the summary logic of the project

The narrative is a summary of the theory of change that explains how the outcomes are expected to
happen, what the assumptions are, what the activities are and presents a compelling case as to how
and why the project expects to make a difference. The narrative should also contain information
linking the project to the business case, the Life of Asset Plan LOAP) and the Sustainable Mining
Plan (SMP).

The purpose of the narrative is to:

e convey the major elements of the theory of change easily and quickly to others; and

e better understand how the theory of change work activities and outcomes as a whole.
Narratives should be kept to one or two pages in addition to the theory of change diagram and should
capture the elements and explanations of the theory of change and make a compelling case.
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Figure Superwoman TOC diagram

Survivors attain coping skills

Survivors know how to get help and deal with their issues

Counselling and practical Training allows women to Training allows women to
support for crises management learn expectations in the workplace learn non-traditional skills

Peer-to-peer counseling to learn

Women hear about the programme

Social service agency, training programme and non-profit shelter provider for
survivors collaborate to develop employment programme for survivors of domestic violence

Figure 5. Superwoman TOC diagram?

2 ActkKnowledge and the Aspen Institute Roundtable on Community Change (2004). 'Guided Example: Project
Superwoman’. Available at: https://www.theoryofchange.org/pdf/Superwomen Example.pdf [Accessed 01 May 2021]
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Table 1. Theory of change assumption key

Assumption Assumption
code

A There are jobs available in non-traditional skills for women.
Jobs in non-traditional areas of work for women, such as electrical, plumbing,
carpentry and building management are more likely to pay liveable wages

C Jobs in non-traditional areas of work are more likely to be unionised and therefore
more sustainable

D Women who have been abused need more than just skills, they need to be
emotionally ready for work as well.

E Women can learn non-traditional skills and compete in the marketplace.

F Survivors can learn workplace behaviour.

G Help the women access is relevant to their situation

H Internship design is seen as worthwhile enough keep women attending

I Peer-to-peer counselling is effective of providing the knowledge to manage their
situation

J Support actually available at points of crisis for survivors

K Women actually attend training

L Women actually attend training

M Women actually attend training

N The program cannot help all women and so entry into the program must include
screening

0] The program cannot help all women and so entry into the program must include
screening

P Childcare system continues throughout the length of the course

Q Women

R Women have access to the communication channels used for the campaign

S Organisations involved see value of continuing collaborative programme

T Organisations are able to secure or have skills available to design an effective TOC
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Table 2. Theory of change activity and output key

Activity Activity Output(s)
code
1 Outreach campaign Leaflets, radio broadcasts, website
2 Screening Database of potential candidates
3 Set up counselling sessions Counselling materials
4 Lead group sessions Peer list, training materials, session logs
5 Help provide for short-term crises, Curricula and course materials
such as housing evictions or court
appearances
Provide one-on-one counselling Records of counselling sessions
7 Develop curricular in electrical, Curricula material
plumbing, carpentry and building
maintenance
8 Conduct classes Class log of attendees
9 Conduct classes Class log of attendees
10 Curricula and experiential learning Class log of attendees
situations developed
11 Identify potential employers Record of potential employer discussions
12 Create employer database Database
13 Match women to internships Internship profiles
14 Help women secure permanent jobs Support materials

Further Resources
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