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2025-12-10 Here are some examples of work with Causal Map and

causal mapping, and also with Qualia interviews.
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® A WORKFLOW FOR COLLECTING AND
UNDERSTANDING STORIES AT SCALE,
SUPPORTED BY ARTIFICIAL INTELLIGENCE

10 Mar 2025

2025-03-10 Paper in Evaluation journal, Steve Powell

This article presents an artificial intelligence-assisted causal mapping pipeline for gathering and analysing
stakeholder perspectives at scale. Evidence relevant to constructing a programme theory, as well as
evidence for the causal influences flowing through it, are both collected at the same time, without the

evaluator needing to possess a prior theory.
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The method uses an artificial intelligence interviewer to conduct interviews, automated coding to identify
causal claims in the transcripts, and causal mapping to synthesise and visualise results. The authors tested
this approach by interviewing participants about problems facing the United States. Results indicate that
the method can efficiently collect and process qualitative data, producing useful causal maps that capture

respondents' views.

The article discusses the potential of this approach for evaluation, enabling rapid, large-scale qualitative
analysis. It also notes limitations and ethical concerns, emphasising the need for human oversight and

verification.
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® AGDevCo, UGANDA

19 Sep 2022

2022-09-19

Understanding the impact of support and training provided to VSLAs through a local agricultural

development company in the East Acholi region. 48 individual interviews and 8 focus groups. Carried out

by Bath SDR between November 2019 and January 2020.

See the full report here
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® A|l-ASSISTED CAUSAL MAPPING.
UNCOVERING CAUSAL PATHWAYS WITH
INTRAC

98 Jan 2026

2026-01-08

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 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

2026-07-08 ® Causal Map Garden p.1/4 Causal Map Ltd - garden.causalmap.app/intrac
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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?

« 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 Al-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:
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start.”

“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

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:
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“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.”

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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2023-09-19

A proof of concept study about using AI to collect and analyse data in complex systems.

See the paper here
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® CAcTUS RESEARCH, KINGS COLLEGE

19 Sep 2022

2022-09-19

Summary

An analysis of the long-term impact of the scientific work of a University Department, required for the UK
REF process. We carried out some interviews and combined this information with existing documentation,
publication lists etc to make a causal map of the impact. The study combined data from different sources to
trace the impact of the original academic research, into a robot massage system intended to assist medical
professionals and patients. Additional interviews were conducted with manufacturers and clinics
"downstream" of the research in order to enrich information about the "ripple effect" of the original

research via different pathways right across the globe.

The REF is the UK's framework for evaluating research work carried out by universities. One department at
King's College London (KCL) engaged Cactus Communications to provide evidence to support an impact
case study to be submitted for REF 2021. Cactus in turn engaged Causal Map to collect and synthesise the

evidence.

The findings were able to demonstrate a wealth of evidence for research impact. For example there are 15
completely separate threads of evidence from KCL research to benefits to patients. The study also showed

the influence of the research in the context of other contributions from other researchers and organisations.
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® CAN Al ACCURATELY MAP CAUSAL CLAIMS -
A VALIDATION STUDY

(% 3 Mar 2026

2026-03-03 _Summarised from "Al-assisted causal mapping: a validation study" by Steve Powell and
Gabriele Caldas Cabral.

Extracting causal claims from qualitative interviews is a notoriously slow process. Evaluators spend hours
combing through transcripts to work out what respondents think influences what. Generative Al offers a
solution, but a critical question remains. Is an untrained Al assistant actually any good at identifying and

labelling these causal links compared to human experts?

We conducted a validation study to find out. The results show that treating Al as a tireless, low-level coding

assistant works surprisingly well.

The approach: naive causal coding

We used a pragmatic, minimalist approach to causation. We did not ask the Al to model complex systems,
determine the strength of causal effects, or make predictions. We simply asked it to identify evidence of

causal influence within the text.

The task was reduced to a clear set of instructions: read the text, find the causal claims, and tell us what
influences what. By asking the AI only to extract claims rather than interpret their ultimate validity, we keep

the human evaluator firmly in charge of the actual analysis.

We used a dataset from a Qualitative Impact Protocol (QulP) study evaluating an agriculture and nutrition
programme. Expert human analysts had already coded these transcripts by hand. This provided our

benchmark.

We took a subset of the data (163 statements from three sources) and instructed GPT-4.0 to code it. The AI
processed the text statement by statement, extracting the cause, the effect, and the verbatim quote proving

the claim. We ran the test in two ways:

1. Radical zero-shot: The AI was given research context but no codebook or suggested labels. It had to

invent its own factor labels.

2026-07-08 & Causal Map Garden p-1/3 @ Causal Map Ltd - garden.causalmap.app/cs-validation


https://www.tandfonline.com/eprint/5HC4P3MMEM3GMXXNN2VM/full?target=10.1080/13645579.2025.2591157#d1e216
https://garden.causalmap.app/cs-validation
https://causalmap.app/
https://causalmap.app/
https://garden.causalmap.app/cs-validation

2. Closed coding: The AI was provided with a basic codebook of 29 top-level labels derived from the prior

human coding.**

The Results: high precision and high recall

The AI performed at a level comparable to a human assistant. We evaluated the results on both precision
(were the links correct?) and recall (did it find all the links?).

+ Precision: Without a codebook, 84% of the causal links identified by the AI were rated as perfectly
correct across four strict criteria. When given a basic codebook, this precision rate rose to 87%. The
errors the AI did make were usually minor labelling discrepancies or ‘noise’ rather than complete
misunderstandings of the text.

« Recall: The Al successfully identified approximately as many valid causal links as the human experts.

In some transcripts, it actually found valid links that the human coders had missed.

The bigger picture: comparing the maps

In qualitative data analysis, two human coders rarely produce the exact same set of detailed labels. The AI
was no different. The raw, detailed maps produced by the AI and the humans differed in specific

terminology.

However, evaluation rarely relies on looking at every single microscopic link. When we zoomed out to create
high-level overview maps showing the most frequently mentioned factors and links, the structures were very

similar to each other.

Figure 1: Overview causal map generated from Al coding.
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Figure 2: Overview causal map generated from human expert coding.
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The AI map and the human map told the same overarching story. The Al tended to prefer labels like
"received training", whereas the human coders preferred "increased knowledge", but both were perfectly

reasonable interpretations of the underlying text.

Generative Al is highly capable of extracting causal claims from qualitative data. Using a naive approach to

causal coding, AI achieved a precision rate well over 80% GPT-4.0, which is now an outdated model.

This does not turn the Al into a black box that replaces the evaluator. Instead, the AI functions as a
transparent assistant. It does the heavy lifting of initial extraction, reading through pages of text to pull out
claims and attach the exact quotes that prove them. This allows evaluators to process qualitative data

rapidly and at scale, freeing up time for the human judgment and synthesis that actually matters.
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® CHARTERED MANAGEMENT INSTITUTE

19 Sep 2022

2022-09-19

Series of qualitative causal analyses of structured questions in four manager surveys on inclusion in the

workplace, for CMI's 75th anniversary.

Chartered Management Institute hired Causal Map to seek their members' views on how protected
characteristics impact on progression in management roles. A series of qualitative causal analyses of
structured questions in four manager surveys on inclusion in the workplace were conducted. Five reports on

different areas were created: Ethnic, Socio, Gender, Disability and Age.

The reports explored how good modern management and leadership practices can help workplaces to
embrace diversity towards the five areas above. Also, the study was able to find areas where there has been

less progress and the reasons for that.

Questions answered by the study included: What works in implementing inclusive recruitment and
progression practice? What are the challenges in current inclusive practices in the organisation? How can

workplaces become more inclusive for different ages?
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® COMPARING A FINE-TUNED MODEL TO AN
ENGINEERED PROMPT IN THE CONTEXT OF
CAUSAL CONNECTIONS IN A PASSAGE OF TEXT

Y1 Sep 2023

2023-09-01

Samuel Goddard, a student at the MSc in Data Science at the University of Bath, compared the performance
of a fine-tuned OpenAI model and an engineered prompt in identifying causal connections within text

passages to determine the more effective approach for automating this task for Causal Map's software.

See the full thesis here
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® CONCERN WORLDWIDE, MALAWI

19 Sep 2022

2022-09-19

This was a longitudinal evaluation of Concern Worldwide's Graduation model project over three years.
Graduation programmes support people living in extreme and often chronic poverty. Concern provide
sequenced and tailored packages of support to help people address the barriers they face to moving out of

poverty, from situations often defined by food insecurity and high levels of vulnerability towards
sustainable livelihoods.

Request the report from BSDR (info@bathsdr.org).
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® CREATIVE HOME DELIVERY SERVICE, PSU

Y 22 Mar 2024

2024-03-22

Summary

Creative Home Delivery service is an arts and health project to alleviate loneliness and isolation and
improve wellbeing through creative arts. Designed and facilitated by People Speak Up (PSU), in partnership
with Connecting Carmarthenshire, Carmarthenshire County Council and Hywel DDA Health Board.
Working with 12 creative artists (movement, singing, creative writing, storytelling, visual arts, spoken

word).

In March 2024, PSU commissioned Causal Map to identify the project's impact pathways by analysing

interviews with the project's key informants.

The CM team used Al to identify each and every causal link in the interviews to create causal maps.

1

Healih Status
((ehatenges.
issues,
improvement, 1
vuinarability)) (3)

Filename: psu-chd. Cilation coverage 43%: 110 of 253 folal citations and 8 of 8 fotal coded sources are shown here
Numbers on faclors show source count.. Faclor sizes show citation count. Darker faclor colours show greater oulcomeness.
Numbers on links show citation count
Zooming in to level 1 of the hierarchy. Auto clustering faclors using label sel 3. Top 10 factors by source count

Check out the project's page here See Causal Map's findings presentation here
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® DiaGEO, KENYA

19 Sep 2022

2022-09-19

Summary

Diageo have conducted several evaluations into the impact of their raw materials sourcing and agricultural

programmes.

Request the report from BSDR (info@bathsdr.org).

DIAGEO
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® DUOC UC. EVALUATING GENDER EqQuITY IN
STEM wiTH AI-DRIVEN INTERVIEWS

%15 Jan 2026

2026-01-15 06/08/2024

The partner

In 2024, we collaborated with researchers at DuocUC, a leading higher education institution in Chile. The
project was led by Felipe Rivera, Head of Academic Quality Evaluation and Javiera Cienfuegos, a
Senior Researcher at DuocUC and they focused on understanding and improving the educational landscape

for women in technical and professional fields.

The challenge

DuocUC needed to conduct a qualitative, explorative evaluation of the gender gaps faced by women

pursuing STEM (Science, Technology, Engineering, and Mathematics) careers at the university.

Traditional qualitative methods often struggle to scale while maintaining the depth required to uncover
complex social issues. The team needed a way to collect authentic, personal narratives from a large group of
students and then rigorously analyse that data to understand the underlying causal drivers of gender

discrimination.

The Causal Map solution

We deployed our "Seamless Stories” workflow—an end-to-end, AI-supported process that combines
Qualialnterviews for data collection and Causal Map for systematic analysis. This approach allowed the
university to move from research questions to high-quality visual maps much faster than traditional manual

coding, without sacrificing the nuance of the students’ lived experiences.

Our approach

We had a first meeting to understand what they wanted to find out, their research questions and the scope

of the study and to determine the domains in which the interviews would be conducted.
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1. Automated Data Collection (Qualia): We designed a responsive, chat-based interview in Spanish
using QuIP-style questions. Our Al interviewer, Qualia, powered by GPT-40, was instructed to explore
three key domains: educational experiences, professional development, and relationship dynamics. Out

of 50 students invited, 32 completed the conversational interviews.

Qualia: Hola, ;te parece bien empezar la entrevista? Esto tomara entre 15 y 30 minutos en
completarse.

@ You: Si

Qualia: jPerfecto! La mayoria de nuestras preguntas se refieren a lo que ha sucedido en el
ultimo ano. Para comenzar, ; puedes recordar algo importante que te haya ocurrido hace 12
meses?

[Type here! (Press Enter to send.)

2. Radical Zero-Shot AI Coding: Once the interviews were completed, the transcripts were uploaded
to Causal Map, and we used a to code the data using GPT-40. The Al was
given no pre-defined codebook; instead, it was instructed to "invent" its own codes based purely on the

students' narratives (in Spanish). This process identified 251 distinct causal links.

3. Targeted Research Analysis: We used Causal Map's filtering tools to interrogate the data and
answer specific research questions, such as "What is the immediate impact of gender discrimination?"
and "What are the most mentioned causal factors?" We also used the "AI Answers" feature to generate

summaries of the broader text independently of the causal coding.

The project provided DuocUC with a visual, evidence-based understanding of the "causal network"

surrounding gender discrimination in their STEM programmes.

Sentiment-coded maps: We auto-coded the sentiment of every link, using blue arrows for positive
contributions and red for negative ones, allowing the researchers to see exactly where the "friction
points" were in the students' journeys.

Sythesis: The workflow transformed 32 in-depth interviews into manageable causal maps, making it
easy to identify the most frequent factors mentioned by respondents.

Actionable insights: By filtering the maps, the team could isolate specific pathways of change,
helping DuocUC to validate where their current interventions were working and where new support

was needed.
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