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The 40K Theory of Change and MEL framework for 2021 

Problem Statement  
1. There is an ever-widening gap in the education ecosystem in developing countries, where the urban-rural divide has created inequity in access to good 

quality learning resources. 

2. Learning opportunities are limited and there is no access to training for teachers, leaving them under-skilled and unable to provide the support needed 

for students. 

3. Communities in low-resource environments don’t have reliable access to internet or even electricity and therefore,  

4. Good quality learning content typically found online is inaccessible to these communities. 

 

Theory of Change Narrative 
The 40K model is founded on the premise that developing English language proficiency is vital to the future of children in economically disadvantaged 

regional and remote communities around the world.  We believe that when children can read, write and speak English, they can read to learn and 

engage confidently in basic conversations, which, in the long term, will improve their socio-economic status through increased education and 

employment opportunities. 

In poorer villages and towns, issues such as limited access to electricity, poor/no internet and lower teaching quality pose significant barriers to students 

learning English. By using a combination of hybrid technology and context-specific pedagogy, children in restricted environments can be given the 

opportunity to equip themselves with practical and relevant English language skills that can set up for a better future. 

 

The 40K Program Design Philosophy 
1. English language knowledge can be a way out of poverty and can help reduce inequity. 

2. Technology-driven learning programs are scalable and sustainable. 

2. We work with ‘customers’ and not ‘beneficiaries’. Customers paying for the program makes us accountable to them. 

3. We work with partners and stakeholders where possible to increase efficiency and quality. 

 

The 40K Commitment 
1. We commit to respecting the communities we serve and value their understanding of the local context, needs and capabilities. 

2. We commit to transparency and will make all information about results and lessons freely available to all stakeholders, including end users, schools, 

partners and donors. 

3. We commit to consistently delivering (to the best of our ability) a high quality program that serves the needs of learners.  
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The 40K PLUS English Program Logic 
 

  



3 
 

PMEL Purpose 
 
The purposes of 40K’s Planning, Monitoring, Evaluation and Learning (PMEL) framework are to: 

• Facilitate authentic and robust needs analysis that can inform the planning and design of 40K’s programs/products. 

• Provide performance information to help make strategic programming decisions and to inform the planning and product development cycle. 

• Stimulate, encourage, and facilitate ongoing learning and reflection 

• Demonstrate the contribution of the program towards desired results, in terms of both intermediate outcomes and higher-level outcomes 

• Document and show-case examples of 40K successes and learning. 

 

Key MEL Principles 
 
In order to ensure an MEL practice that is both ethical and successful in terms of achieving the purposes above, 40K adheres to the following MEL 
principles. 
 
Principle 1: Sensitive to the context of social exclusion/inclusion in Cambodia, India and any other countries where 40K implements in future  

• All PMEL activities should be sensitive to and respectful of the specific context and conditions of the program’s ultimate beneficiaries, who are 
members of disadvantaged populations 

• PMEL interventions should be designed in such a way as to avoid creating tensions or unattainable expectations amongst target communities 

• PMEL interventions will be designed to ensure that the perspective of more vulnerable students eg girls and those with a disability are included.  
(Refer to our Gender and Disability Policy at https://www.40kfoundation.org/policies) 

 
Principle 2: Respectful of diversity 

• 40K’s PMEL will respect differences due to ethnicity, gender, sexual orientation, age, disability, and religion, including in terms of data collection 
methods and protocols, especially on sensitive issues and amongst vulnerable groups. 

• PMEL staff and consultants must be aware of and sensitive to issues of gender inequality, discrimination and child protection 

• A balance of different groups and views will be reflected in data collection method and processes, and information should be triangulated to 
prevent bias or exclusion of potentially different perspectives. This includes designing MEL activities to take account of power dynamics in 
communities where 40K operates.  

 
Principle 3: Safeguarding Confidentiality, Consent & Discretion 

• The rights of individuals, institutions, communities and others in providing confidential information will be respected 

• Permission and consent will be obtained from participants in surveys and interviews (as well as their host communities where relevant), and such 
process will be built into data collection tools and guidance documents 

• PMEL staff and consultants and program managers will ensure that sensitive data is treated utmost confidentiality  

https://www.40kfoundation.org/policies
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• Where evidence of wrongdoing or discrimination is uncovered, cases shall be reported and handled appropriately. 
(Refer to our Complaints handling policy at https://www.40kfoundation.org/policies) 

 
Principle 4: Promoting Collaboration 

• A collaborative approach that ensures meaningful participation in PMEL activities from 40K customers, teachers and other school 
representatives and the broader community will be deployed   

• Program stakeholders have ongoing opportunities to provide inputs and comments about how well 40K is working; this should include processes 
for safely raising concerns or grievances with the 40K Program officer or directly to the CEO as per the guidelines set forth in the Complaints 
Handling Policy. 

• All opportunities for collaboration will be carried out in a manner that is equally accessible to all parties, particularly those who are vulnerable 
and exposed to discrimination such as women, children and those with disabilities. 

 
Principle 5: Practicality  

• PMEL processes focus on high-priority information that is useful for (a) satisfying funders and partners (eg the Government of Cambodia) that 
the program is achieving desired results, (b) understanding and documenting “the 40K approach”, or (c) informing important program/ product 
decisions. 

• Upward reporting processes should be clear, structured and efficient, and where relevant should be actively facilitated/supported. 

• PMEL systems and processes are refined and strengthened over time in accordance with the relative urgency of different components, rather 
than be expected to be completed all at once. 

 

 
Related Documents (refer to https://www.40kfoundation.org/policies) 
 

Risk Assessment and Management Guidelines 
 
Gender and Disability Policy 
 
Child Protection Policy 

 

 
 
 
 

https://www.40kfoundation.org/policies
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Data collection and tracking 

Collecting relevant data from the communities in which 40K implements its programs is an important element of our approach to strengthening inclusion 
as it allows us to then track our progress towards achieving the outcomes defined by our purpose statements above. 
 
Our data collection and tracking methods will include: 

1. Data from a Human Centred Design based market study in Cambodia, disaggregated by gender, age, existence/type of disability as well as other 
social indicators relevant to the work we do (eg. Parents annual income and profession). 

2. Data collected from the school, as reported by the school director. 
3. Data from our learning app and learning management system (LMS), cross-referenced against variables such as grade and gender. 
4. Teacher self-reported data on student participation and performance, cross-referenced against the data from the LMS. 
5. Periodic discussions with community representatives and parents, focusing on accessibility, affordability and usefulness of the 40K program. 

 
 

PMEL Checklist 
To ensure that 40K’s activities are equitable, accessible and delivers on its commitments, all 40K staff and partners are expected to use the following 
checklist while planning/designing activities, events and products: 
 

1. Have we identified all stakeholders (including those who might not be directly impacted by the program)? 
2. Is the design of the activity accessible to all, regardless of gender, capability or social context? 
3. Have we considered all possible barriers to exclusion and ensured that our planning works around these barriers? As a starting point, have we 

considered the following: 
a. Social and cultural barriers such as caste, gender bias, attitudes, etc. 
b. Physical accessibility 
c. Financial accessibility (where relevant) 
d. Language and communication barriers 

4. Is there any potential (however insignificant) for the activity or product to cause any harm or put people (children and adults) in a vulnerable 
position? If yes, do we have a plan to mitigate this risk? 
(Please note that this includes customers, stakeholders, partners and 40K staff. Please refer to the Risk Assessment and Management Guidelines 
document for more details)  

5. Have we informed all involved parties about the purpose, nature and outcomes of the proposed activities and given them sufficient time to voice 
their concerns? 

6. For activities that involve children, have we referred to the guidelines set forth by the Child Protection Policy and the Code of Conduct and 
ensured that we are not, in any way, violating any of those guidelines? 
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MEL Framework for 2021 
 

Organizational 
Objectives 

Outcomes for 2021 Description Measure Source Baseline Target 

Children Learning Well 

Children enrolled on PLUS are able 
to continue to learn without 
disruption whenever the academic 
year is in progress 

During the academic year, the PLUS 
technology platform should be able 
to consistently deliver learning 
content to end users. 

Technology non-routine 
downtime  

Jira bug report 20% <15% 

Children are improving their 
English skills 

The PLUS program is helping 
students improve their English skills 
and achieving grade level targets 
(where applicable) 

% of students progressing at 
target pace of 1 lesson per 
week 

Student assessment 
data from the learning 
app 

NA 70% 

Equitable, accessible 
and safe program 

40K staff and partners understand 
the barriers to inclusion and how 
to identify them. They actively 
discourage activities that could 
promote discrimination and make 
an effort to appropriately report 
them. 

The PLUS program is being 
implemented in communities that 
are traditionally marginalized and 
therefore, we must ensure that staff 
as well as partners are sufficiently 
equipped with the necessary tools 
to operate in these circumstances. 

% of staff (40K and partner) 
reporting that they are 
confident identifying 
indicators of marginalization 
and having conversations 
about it with relevant 
stakeholders. 

Staff survey NA 80% 

40K programming is inclusive 

The PLUS program must consider 
issues of accessibility and 
discrimination in its design and 
implementation. 

Outcome of review of the 
PLUS program design, 
product development 
framework and SOPs, with 
recommendations for 
changes. 

Review report  NA 
Completed 

report 

We ensure that the 40K PLUS 
program respects the safety, 
dignity and rights of all 
stakeholders, to the extent 
possible. 

40K’s programs cover a wide range 
of stakeholders, from children to 
adults. In implementing our 
programs, we must ensure, to the 
best of our ability, that we do not, 
knowingly or inadvertently, put any 
person in a vulnerable situation. 

# potential cases of 
discrimination, sexual 
harassment, breach of child 
safety guidelines reported 

Complaints register, 
report to Labour 
departments in 
respective countries. 

0 0 
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Sustainable, repeatable 
business model 

Students value the PLUS program 
and are engaging with it 

The PLUS program pedagogy is 
designed to maximize English 
language learning outcomes for 
students. The more they engage with 
PLUS, the greater their chances of 
meeting grade level targets 

% active students 

(Active = engaging with 
lessons, not just logging in) 

Student activity data 
from the learning app 

NA 80% 

Teachers value the PLUS program 

Teachers are the key drivers of the 
program. Unless they find the 
program valuable, they will not 
advocate its usage in their classroom 

% teachers who respond 
“Yes” to the question “Do 
you find the PLUS English 
program useful?” 

Teacher feedback data NA 90% 

Customers value PLUS and will pay 
for it 

The PLUS program is delivering value 
and customers are willing to pay the 
agreed license/service fee. 

Sales to new schools in 
Cambodia 

Signed agreements  7 12 

% collection on accrued 
amount till date. 

Collection records NA 75% 

% renewal 
Signed renewal 
agreements 

NA 90% 

40K products address the needs of 
the communities to the extent 
possible 

As an organization, we understand 
the communities’ needs (including 
potentially marginalised members of 
the community) and our product 
designs reflect our commitment to 
meeting these needs to the extent 
possible 

Community needs 
assessment (Specific 
indicators TBD but must 
include indicators that 
capture issues of 
marginalization and 
discrimination). 

Human-Centred 
Design market study 
report 

NA 

TBD (in 
consultation 

with HCD 
consultant) 

Scale readiness 

We are able to increase the impact 
of the PLUS program 

An indicator of scale is the increase 
in the number of students enrolled 
on the program. 

Number of students using: 

• PLUS app (paying 
students) 

• MoEYS podcast 

• Website in India (paying 
students) 

Enrollment data from 
the cloud dashboard 

PLUS app: 
2850 

Podcast: 317 
Website: 38 

PLUS app: 
4000 

Podcast: 
2000 

Website: 250 

We can find partners who will take 
us to scale. 

Partnerships with governments, 
NGOs and donors that will allow 40K 

New partnerships signed  
Signed partnership 
agreement 

NA 1 
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to expand its reach in a sustainable 
manner. 

Partnerships in the pipeline 
Sales pipeline record 
from sales tracker 

NA 1 

We have built robust relationships 
within our existing markets 

Relationships in our existing markets 
that can help strengthen our 
presence and position ourselves well 
within the existing education 
ecosystem. 

Evidence of improved 
relationships established with 
National, Provincial and 
District governments in 
Cambodia  

Meeting notes and 
feedback from 
relevant officials 

NA 

successful 
school 

engagement 
in targeted 

districts 

We make a consistent gross 
margin that feeds back into our 
business. 

A validated gross margin on every 
sale helps us test our unit model and 
readiness for scaling sustainably. 

% Gross margin (revenues - 
program operating costs) 

Budget to actuals 
report 

NA 20% 

Right team in the right 
roles 

Staff are happy and productive. 
Staff are sufficiently engaged and 
have all the information and tools to 
be productive in their roles  

% OKRs achieved. 
JIRA end of year 
report  

80% 80% 

% of positive staff response 
when asked if they are happy 
and engaged. 

Staff engagement 
survey results 

To be 
determined 

90% 

Funding channels that 
will sustain 40K in the 
medium-long term 

We have an identified, reliable 
funding channel that could sustain 
us post 2021 

We have identified potential funding 
channels and started building 
relationships with them 

No. of potential funding 
channels with likelihood > 
70% 

Meeting notes/CRM 
report download 

NA 2  

 
 
 


