
 8 Jan 2026

2026-01-08

The partner

We partnered with INTRAC on a project for the SCC (Strengthening Civil Society) programme. This

programme is led by a consortium of four organisations: PAX, ABAAD, DefendDefenders and Amnesty

International Netherlands, with INTRAC serving as the MEL partner. INTRAC is a non-profit organisation

with a deep commitment to understanding and improving the practice of civil society worldwide.

The challenge

The SCC programme is a complex, multi-year initiative spanning 13 countries. The INTRAC team was using

Outcome Harvesting but found themselves struggling to get the 'big picture'. They needed a systematic, yet

flexible, way to connect the dots in a large body of qualitative data to answer critical questions about the

programme's overarching causal pathways of change.

The core challenge was translating a high volume of text into high-quality, actionable analysis. Alastair

Spray, Senior Consultant at INTRAC, led the causal mapping component of the End Term Evaluation. He

worked alongside a core team of four, supported by two other colleagues who provided input into the wider

evaluation. As Alastair noted:

*"The client had been pursuing usual evaluation approaches... and had found Outcome Harvesting

useful, but they felt that they couldn't understand the big picture, for the whole programme but also

for specific countries too."

The team needed to rigorously analyse the data to answer questions such as:

How have the different levels of Lobby & Advocacy interventions fared (national, international, local)?

What are the causal stories at the individual country level?

🌻 AI-assisted causal mapping.
Uncovering causal pathways with
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Are there shifts in causal pathways over time, particularly when comparing the programme's earlier

and later years?

How do the causal pathways link directly to the four specific objectives of the SCC programme?

The Causal Map solution

We used Causal Map's consulting service and our AI-assisted approach to bring clarity and rigour to this

complex qualitative data, creating a process that was both systematic and reproducible for INTRAC.

Given the sensitive nature of the SCC programme, we worked closely with the team to ensure all data was

thoroughly anonymised before the mapping and analysis began.

Our approach

1. Data input: We processed comprehensive data sources, including Harvested outcomes data from the

13 countries across four programme years, and Narrative Theory of Change Review documents

(typically 8–15 pages long) from partner organisations.

2. AI-Assisted coding: The Causal Map team was responsible the core coding. We used a radical zero-

shot approach with our AI (Gemini 2.5 Pro), which was instructed to invent its own codes based purely

on the text. This process quickly identified 5,430 causal claims from the respondents, which were also

auto-coded for sentiment (positive/negative links).

3. Collaborative Analysis: We provided a preliminary analysis report and materials, along with

specific training for Alastair on the cm4 platform. This allowed the INTRAC team to engage directly

with the maps and dig deeper into the coding when writing their final report. This hands-on support

was crucial for building confidence, which Alastair highlighted:

“The team (Steve and Gabriele) are incredibly helpful, and good at training you up on how you

might want to use it to interrogate your data. My advice would be to learn by doing, try to get

started and then ask for help as you need it, rather than worrying about getting it right from the

start.”

Results

The use of Causal Map for this analysis generated a powerful set of visual and analytical outputs , allowing

INTRAC to move from raw data to a better understanding of 'what causes what' in their programme.
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Overall and country-specific maps: A high-level causal map for the entire programme, along with

13 individual maps, one for each country, to capture localised dynamics.

Targeted analysis: Alastair worked on cresting filtered maps to specifically show outcomes linked to

(1) Lobby & Advocacy activities and (2) local ownership, which was a key area of interest for the PAX

Head of Programs.

Change over time: By filtering the data into two distinct periods, the team could identify any shifts

in causal pathways since the mid-term review.

The project provided INTRAC with a robust, visual evidence base that articulated how stakeholders

perceived change in the SCC programme, helping them to move from raw data to a deeper understanding of

'what causes what' in their complex field.

See what Alastair has to say:

“Causal Map really allowed us to get that higher level of understanding, in both a clear visual but also

high quality written analysis.”

On the Causal Map 4 app: “The app itself is really clear, intuitive (after a lesson of course), and

the info/help icons are great.”

On the AI/Vignettes: “The vignettes function (using the in-built AI to generate written analysis of

the selected causal map) is incredibly useful, and saves a lot of time! Once you get the hang of giving

it better and better prompts you inevitably get better results too, […] and the client clearly liked what

it churned out too.”
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On the support: “A small point, but important one, you were both very good at building my

confidence in using it! Questions I asked weren’t considered obvious or basic, and the initial attempts

at making maps or analysis were met with enthusiasm / encouragement, which on reflection I’m sure

made me more keen to use the app. I think it would be easy for a non-tech savy user to get into their

own head that ‘they are bad at it’ and that would inevitably affect how (and how much) they actually

use it.”

On the results: “The analysis I produced from using Causal Map was received very well by the

client. It was very useful in validating their approach and theory of change, and they appreciated how

clearly the combination of the maps and vignettes revealed exactly what the outcomes were and what

had (and hadn’t) caused them.”

— Alastair Spray (Senior Consultant, INTRAC)
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