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Theory of Change and Logframe Workshop 
Towards community colleges: 

How will we make changes happen? 



Background, 
Context and 

Analysis 



Imagine 
 

A Community College 



What we imnagine 
Policy Aligned with vision and goals for the country and developed with full 

stakeholder participation 

Location In an accessible location with a central site and satellite Community 
Learning Centres widely distributed 

Beneficiaries For adults and especially those not in employment, education or 
training (the NEETs) 

Functioning Fully functional with teachers teaching 
Interactive and responsive 
Linked to community and its challenges 
Well run, managed, governed 
Viable 
A sophisticated learning institution 
Community orientated 



Imagine (continued) 
Provision Easy access to meaningful, useful programmes and courses 

Variety of  programmes offered to the local community 
A “One stop shop” 

Programmes School equivalency programmes 
Foundational programmes for university 
Facilities for Independent study  
Vocational skills 
Learners doing apprenticeships with SETAa 
People learning skills - such as plumbing, cooking, etc. 
Skills programmes 
Livelihoods related programmes 

Materials Good learning materials wherever possible 

Articulation Programmes articulate with further education and employment 
opportunities 

Partnerships Variety of partners sponsoring various projects including Learners 
doing apprenticeships with SETAs 



Imagine (continued) 
Staff Good, qualified, knowledgeable teachers teaching 

Qualified teachers 
Community members as teachers 
Motivated 

Hours Open week days and weekends from morning till night (10 pm) 

Infrastructure 
and resources 

Really well resourced with stress on access to modern state of the art 
information technology 
Good physical infrastructure including computers and ubiquitous free 
wif-fi  
Accessible, supportive, responsive spaces 
Lively noisy spaces 
Quite areas for independent study 
Many spaces for groupwork 
Good signage 
Outdoor lunch area 

Quality High standards 



Imagine (continued) 
Diversity Of  people (‘races’), languages, ages and skills 

Programmes and courses (formal and non-formal) 

Atmosphere Vibrant, engaging, learning, enabling, happy cemntre and spaces with 
many young people around 



Background 
• The White Paper and background to the 

Community College policy  
• The role of the Department of Higher 

Education and Training in realising this policy 
• The existing Public Adult Learning Centre 

situation 
 



Context 
• The Adult Education and Training context: 

policies, legislation, institutions, output, data 
• The previous Public Adult Learning Centres: 

case studies 
• The Report of the Task Team on Community 

Education and Training Centres 
• Towards a consolidated view of our 

experiences 



Analysis 
• Stakeholder analysis (stakeholders, roles, capacity) 

 
• Problem analysis (key problems, constraints, 

opportunities, cause-and-effect relationships) 
 

• Objective Analysis (developing solutions (and 
pathways to solutions) from identified problems) 
 

• Strategy Analysis (selecting the most appropriate 
strategy to achieve the outcomes desired) 



Stakeholder analysis 
 



What is a stakeholder? 

• Stakeholders’ are any individuals, groups of 
people, institutions or firms that may have a 
significant interest in the success or failure of 
the project (either as implementers, 
facilitators, beneficiaries or adversaries). 
 

• Different groups have different interests, 
concerns, and capacities.  



Different types of stakeholders 

• Stakeholders (general) 
• Beneficiaries 

– Target groups 
– Final beneficiaries 

• Project partners 
 



Beneficiaries 

• Target groups 
– groups of people who will be positively affected 

by the project (learners, staff, partner organisation 
staff) 

– groups of people who contribute to the problem 
through action or inaction 

• Final beneficiaries 
– groups who benefit from the project in the long 

term at sector or whole society level 



Project partners 

• Those who help or collaborate in the project 
through direct work, as intermediaries or 
through general influence  

• May be powerful agents of change 
• My also be a target group 



What do we need to know 
about the stakeholders? 

• Basic characteristics 
• How affected by (or contributing to) the 

problem [or the project] 
• Interests  

– and what actions could we take to address those  
interests? 

• Potential to bring about change 
– capacity  
– motivation 



Who are the stakeholders? 
• Educationally marginalised youth and adults 
• Those Not in Employment, Education or Training (NEETs) 
• PALC staff 
• DHET 
• The Minister of HET 
• Cabinet 
• Government 
• Universities (especially adult education departments) 
• TVETCs (FETCs) 
• Organised business 
• Other government departments 
• Government agencies: SETAs, Quality Assurance Councils (especially Umalusi and 

QCTO) 
• NGOs 
• CBOs 
• Private Training Organisations 
• Religious institutions 
• Etc.  

 



Do a stakeholder analysis 
• Individual forms 

 
 

 

• Consolidated form 
 

 



Example of stakeholder analysis 







Problem analysis 
• Identify the negative or deficient aspects of 

the existing situation (which we want to 
change) 

• Identify the root causes of these problems 
• What are the ‘cause and effect’ relationships 

between these problems 
• Can one create a visual “problem-tree”? 

 



Making a problem-tree 
• Identify main problems 
• Analyse each problem in 

turn 
• Start below – direct 

cause(s) of problem 
• Below them – root cause(s) 
• Continue above – direct 

effects 
• Above them – final 

consequences 
• Show cause and effect 

arrows 



Example of a problem analysis 

 
 
 
 
 
 

Remember to ask:   
• Whose problems are being looked at? 
• Do the problems reflect genuine needs? 
• Are the problems the only driving force for change? 
• What data sources are available about the problem(s)? 
Remember not to spend time on problems over which one has no control 
(or potential control)  





Objective Analysis 
• An Objective Analysis develops solutions (and 

pathways to solutions) from identified 
problems. 

• The negative situations of the problem 
analysis are converted into positive 
achievements   described in objectives.  

• Objectives must be desirable, relevant, and 
realistically achievable with available 
resources. 

 
 



Make an objective-tree 
• Turn each negative situation/ problem into 

its positive opposite  an immediate 
objective. 

• First show the initial objective and  add to 
it the intermediate and long-term overall 
outcomes at the top. 

• Work backwards down the pathway – you 
begin with your objective and work 
backwards towards the earliest changes 
(outputs, processes, activities, resourcing) 
that need to occur. This often takes the 
form of asking what preconditions must 
exist or come into being to make reaching 
your objective possible. 

• Cluster objectives that have an inherent 
means-end linkage and mark these with 
lines and arrows. Identify  (and mark with 
arrows) the best pathway to reach the 
long-term goal.  The pathway represents 
the most logical, cause and effect, means 
and ends, chain of outcomes for the next 
outcome up the  pathway to be achieved. 
 
 



Examples of  an objective analysis 





Strategy Analysis 
• A Strategy Analysis is done to identify possible 

alternative options or strategies, check on their 
feasibility, and choose the best option. 

• The analysis is best done by looking at the 
objective-tree and working out the best pathway 
of linked outcomes. 

• A number of criteria can be used for choosing the 
best strategic path. 

• It is best to have only one main project objective 
or purpose. 



Criteria for strategy selection 

• Relevance to key policy and social objectives 
• Complementarity with other developments 
• Likelihood of success (feasibility) taking into 

account: 
– Capital and operating costs 
– Financial sustainability and cost effectiveness 
– Local ability to meet recurrent costs 
– Institutional capacity 

• Resource availability (including technological) 



Choosing a strategy 

• Identify (and mark) the best pathway to reach 
the long-term goal  (on objective-tree(s)).  The 
chosen pathway represents the most logical, 
cause and effect, means and ends, route to go. 

• There may be multiple pathways  to reach 
long-term goals. 

• The chosen hierarchical set of objectives can 
be used to inform the creation of the first 
column of a logical framework matrix. 
 



Examples of a strategy analysis 

 



Solid waste 
strategy 

Waste water 
strategy 

Strategy analysis 



Logical Framework 
Matrix 



Logframe matrix format 

Logic  of 
intervention 

Objectively 
Verifiable 
Indicators 

Sources of 
Verification 

Assumptions 

Overall objective 
(goal/aim) 

Purpose (specific 
objective(s)) 

Results (outputs) 

Activities Means Costs 

Preconditions 

Description of the 
project’s hierarchy 

of objectives 

What conditions must 
be there for the project 

to start? 

Conditions affecting 
the project not under 

your direct control 
The means for 

monitoring progress 
Targets and standards 

of performance 



Details of the logframe matrix format 

See page 31 of  the European Union Guide to 
the Logical Framework Approach 



Advice on the logframe matrix 
• Have only one Overall Project Objective and only 

one Purpose/specific objective 
• Sub-projects should have their own separate 

logframe matrix (e.g. for technical, management 
and phase components) 

• Detailed activities, activity means and costs are 
best presented in Gantt charts, schedules and 
budget descriptions 

• Results and the related Activities should be 
numbered 



In what order? 



Assumptions 

• Assumptions which are very likely to 
occur or are not very important should 
be deleted. 

• Must be capable of being monitored 
• An important assumption that is not  

likely to occur is a ‘killing factor’ – the 
project must be changed or abandoned. 



Indicators must be SMARTI 

• Specific to the objective 
• Measurable (quantitatively or qualitatively) 
• Available (at an acceptable cost) 
• Relevant (and plausible) 
• Time-bound (related to target dates) 
• Independent (cannot be used for another 

objective) 



Sources of verification 

• What information (reliable, up-to-date)? 
• Where from (how complicated a process)? 
• Who will get it? 
• When and how regularly? 
• At what cost? 



Verifying the means-end logic of 
your logframe matrix 

• From bottom up: 
 
 
 

• From top down: 

IF adequate inputs/resources are provided, THEN activities can be undertaken; 
IF activities are undertaken, THEN results can be produced; 
IF results are produced, THEN the purpose will be achieved; and 
IF  the  purpose  is  achieved,  THEN  this  should  contribute  toward  the  
overall objective 

IF  we wish to contribute to the overall objective THEN we must achieve the 
purpose; 
IF we wish to achieve the purpose, THEN we must deliver the specified results; 
IF we wish to deliver the results, THEN specified activities must be 
implemented; and 
IF we wish to implement the specified activities, THEN we must apply 
identified inputs/resources 



Checking the whole project design 

• See pages 47-49 of the European Union Guide 
to the Logical Framework Approach 
 



Examples of a logical framework matrix 



Logframe Cont. 



Logframe Cont. 



Logframe Cont 



Logframe Cont. 



Logframe Cont. 



Logframe Cont. 
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