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Introduction

“Impact” refers to significant changes in conditions related to long-term project aims or vision, that have occurred as a consequence of achieving goals and objectives with purposeful or irresistible results.  Impact refers to vital changes that have occurred in people's lives in part because a project was implemented (
). 

In program assessment, impact can refer to outcomes that are shown to be caused by a program, and which would not have occurred in the absence of the program.  Evaluation of impact in this sense involves analysis of causal relationships.  This has been most successfully accomplished when assessing empirical indicators, in comparison to other social and cultural indicators associated with development.  Assessing causal relationships when evaluating community development programs remains very challenging.  Evaluations often have credible conclusions about results, but only provide hints about impact, in this sense.

Impact tends to be used as a synonym for results or effects in a way that dilutes its meaning.  Often it is used to persuade people that a program produces results that are more significant than conclusions supported by objective evidence.  To avoid creating false expectations the term “impact” should be used carefully.

Human development is a complex process affected by many variables that are beyond the direct control of a development program. This paper does not speak about assessment of impact that is attributable to the program interventions alone, but about assessing changes in the quality of life of communities to which a programme may have contributed in part. Concepts, illustrations and examples in this paper are drawn from the authors’ experience in working with World Vision as well as those of several other World Vision personnel. 
World Vision is an international Christian humanitarian organization involved in relief and development work in over 90 countries.  In 75 of these countries, the organization implements long term community based, sustainable, transformational development programs that are especially focused on children’s well-being.  These programs are called Area Development Programs (ADP) and each program aims to impact anywhere between 20,000 to 100,000 people, over a period of 10 to 15 years.  The concepts and principles in this paper apply more to these long-term community based development programs rather than disaster response programs.  They are written from the perspective of an NGO practitioner, where evaluation is seen as part of the overall “program cycle” and normal program activities.
What are the objectives of assessment?

If impact is taken to mean vital changes that have occurred in peoples’ lives in part because a program was implemented, then the primary objective of an impact assessment should be to understand how and to what extent changes have occurred in the lives of the people.  Therefore, i
mpact assessment is about analyzing the effectiveness of programs in facilitating the intended changes.  It should promote critical reflection on the relationship between program concept, program strategies and the actual experience. 

According to Roche (
), the focus of impact assessment should be facilitating institutional learning from various stakeholder perspectives – communities, program personnel, development organization and other partners involved.  The assessment process can develop greater understanding among stakeholder groups about how reality is perceived differently, as well as greater appreciation for how different perceptions contribute to a more meaningful interpretation of evidence.  This can happen when data collection and analysis is done by a team that includes representatives from different stakeholder groups.  Stakeholder groups and representatives that participate in assessment work are more likely to apply assessment findings and make resolutions about changing their practices to be more effective.  
Key Choices in Impact Assessment

1.  Scope and Purpose of Assessment

It is important that all the stakeholders are clear about the scope and the purpose of impact assessment.  Workshops that involve all stakeholders can be useful in clarifying the scope and purpose of assessment, as well as the role and participation of various stakeholders in the assessment process.  Clarifying the purpose of the assignment involves making decisions on what areas of change and indicators are to be assessed.  To a large extent, this depends on the type of program being assessed.  However, impact assessment of programs must go beyond assessing the immediate results the program is trying to achieve, and explore any significant lasting changes in the lives of the people.  Impact assessment should investigate less tangible and rarely measured, but foundational aspects of development, for example, value transformation, community empowerment and ownership, gender equity, in addition to physical or tangible aspects of development.

The scope and objectives of impact assessment also need to be in alignment with an agency’s paradigm of development and examine if programs contribute to the overall development objective of the organization.  For example, through a participative process, World Vision has developed a common frame for transformational development that is community based, sustainable, holistic and focused on the needs of children.  “Transformational Development is a process through which children, families, and communities move toward wholeness of life with dignity, justice, peace and hope.”(1)  World Vision recognizes that human transformation is a continuous process of profound and holistic change brought about by the work of God.  Hence, the process and the impact of transformational development must be consistent with the principles and values of the Kingdom of God.  Table 1 describes the transformational development framework of World Vision, which provides the scope for impact assessment in World Vision’s programs.

Table 1.  World Vision's Transformational Development Framework.

	“As followers of our Lord Jesus Christ, we celebrate God’s vision for all people from all cultures and we believe that the preferred future for all boys and girls, families and their communities is

wholeness of life with dignity, justice, peace and hope.”



	Domains of Change
	Scope of Change

	1. Well-Being of Boys, Girls and Their Families in the Community
	Capacities of families and communities to: 

· Ensure the survival of girls and boys. 

· Enhance access to health and basic education. 

· Provide opportunities for spiritual and emotional nurture. 

· Develop a sustainable household livelihood with just distribution of resources and enhance the capacity of children to earn a future livelihood. 

· Protect girls and boys from abuse and exploitation. 

· Reduce risks and prevent, cope with, mitigate and respond to disasters, conflicts and pandemics such as HIV/AIDS.



	2. All Girls and Boys Empowered as Agents of Transformation
	· Girls and boys participate in the development process in an age-appropriate manner, becoming agents of transformation in their families and communities, both now and in the future.



	3. Transformed Relationships
	· Restored with God through faith in Jesus Christ. 

· Equitable, just, peaceful, productive and inclusive relationships within households and communities that impact on economic, social, political, spiritual, environmental and ecclesiastical aspects of life. 

· Responsible relationship with the environment. 

· Includes all who participate in the process of transformational development (donors/sponsors, churches, organisations, staff and their families, boards, the poor, the non-poor) changing their worldview and lifestyles to be more consistent with Christ’s concern for the poor.



	4. Interdependent and Empowered Communities
	· Presence of a culture of participation, with families and whole communities empowered to influence and shape their situation through coalitions and networks at local, national, regional and global levels. based on mutual respect, transparency and ethical/moral responsibility.



	5. Transformed Systems and Structures 


	· Includes all elements that contribute to transformational development, such as access to social services, citizen participation, means of production, just distribution of resources in the state, civil society and private sectors, structural, systemic and policy issues. Impacts on social, religious, economic and political domains at local, national, regional and global levels.



	World Vision’s role:

Work alongside the poor and oppressed as they pursue their transformational development, in partnership with sponsors/donors, governments, churches and other NGOs.



2.  Facilitation and Stakeholder Participation

Many stakeholders view the evaluator who leads an assessment process as an expert who can judge the merit or worth of the program that is being evaluated.  They expect an evaluator of community development programs to tell them in what ways the program has or has not achieved the program's goals and objectives, or empowered people to manage holistic sustainable development in their community.

In contrast, it is important to view the development program evaluator more as a facilitator than as an expert in development work.  To be sure, an effective development program evaluator must have an understanding of sound principles of development work.  However, evaluation is more likely to have a positive influence on the program and development overall, if the evaluator facilitates judgments by community members and project staff, rather than pronouncing his or her own judgments. Why is that true?  Evaluation of my situation by someone else is threatening.  If I am told that my situation is not up to standard, my natural response is to defend myself.  My natural response is to resist changing my attitudes or behavior, even though an expert says that such change is necessary.  But if I reach my own conclusions about the quality of my situation, and that quality matters to me, I am more apt to make adjustments to improve the situation.  

Judgments about merit and worth, by stakeholders

A judgment is a conclusion based on comparison of an indicator reading, or results from a group of indicators, against a standard, or a group of standards.  For the comparison to be useful the standard must be described clearly, and the information provided by the indicator must be described clearly.

"Merit" is the intrinsic value of the program without reference to its context.  "Worth" is the value that the program adds to its context or situation.  For example, a development program that is designed well according to principles for effective empowerment has merit, but it has worth for the community only to the degree that program aims, goals and objectives are actually accomplished.

Judgments of merit and worth should be made by the people who have a strong interest in the program or the assessment.  One’s responsibility as an evaluator is to facilitate a process, which leads to sound judgments.

Informed judgments based on verifiable evidence

World Vision’s Evaluation Manual states that an important aspect of community development program assessment is clarification of the community reality in relation to a shared vision for that community.  A major task for the person who leads the assessment process is to encourage and guide deeper thinking about the reality and its relationship to the vision for empowerment in that community.  A second task is to enable stakeholders to acquire and strengthen relevant assessment skills for doing development work.  This should be the purpose of facilitation in community development evaluation; to encourage and guide deeper understanding of whatever is being assessed, and to extend both development and evaluation knowledge and skills (
).
As more perspectives about something are considered by decision makers, their conclusions become more informed.  The development program evaluator helps stakeholders consider perspectives held by other stakeholders, and to consider carefully a range of relevant information, which can be used to achieve the objectives of the evaluation.

Given this discussion and looking at evaluation from the perspective of the role of the facilitator, approaches to evaluation have shifted with time. Table 2 compares conventional and participatory approaches to evaluation.

	Dimension
	Conventional Assessment
	Participatory Assessment

	Who does it?
	External experts.
	Community members, project staff, facilitator [representatives of other stakeholder groups].

	What indicators are used?
	Predetermined indicators of success, principally cost and production outputs.
	People identify their own indicators of success, which may include production outputs.

	How is information collected and analyzed?
	Focus on scientific objectivity; distance of evaluators from other participants; uniform, complex procedures; delayed, limited access to results.
	Self-assessment; simple methods adapted to local culture; open, immediate sharing of results through local involvement in assessment processes.

	When in the life of the project is it done?
	Usually upon completion; sometimes also midterm.


	Merging of monitoring and evaluation, hence frequent small assessments.

	Why is it done?
	Comply with accountability agreement, usually summative, to determine if funding continues.
	Empower local people to initiate, control and take corrective action [based on verifiable evidence].


Table 2.  Comparison of conventional and participatory assessment involving stakeholders.

There are a range of different approaches and table 3 compares five different approaches to design and implementation of evaluation (
).  They range from experimental evaluation at the one end of the spectrum to responsive evaluation at the other, where the focus is on the clarification of stakeholder roles and participation.  There are more variations in between these approaches.  It is appropriate and often necessary to combine different approaches in program evaluation. 


To help stakeholders extend their program knowledge and understanding, it is strongly recommended that they be invited and encouraged to participate in the assessment process as much as their responsibilities will allow.  Data collection in the community should be done by a team of people that includes a few outside evaluators and stakeholders, along with people directly involved in program implementation.  Together they learn more about what actually happened and how that affected the people that are to be served by the program.

Evidence is documented observations or experiences or events that can be examined and re-examined to ascertain truth about some aspects of a situation.  Evidence is used to support conclusions regarding the merit or worth of the program.  An assessment team seeks to assemble strong evidence.  Strong evidence is regarded as credible by the people affected in the program.  And strong evidence includes a rich description of the program and the contexts within which outcomes (outputs, results, impacts) occurred.  

Information is verifiable if two independent parties, following same procedures for information collection, analysis and interpretation, would reach more or less same conclusion. Reproducibility is important for information that is verifiable. Evidence that is verifiable provides a much stronger base for making judgments.  To be verifiable evidence must include documentation of how the assessment procedures themselves influenced the evidence.  And the evidence should be organized in a way that allows someone else to determine if the information and interpretations are based solidly in events and experiences rather than in the evaluator's imagination.

	Approach
	Emphasis
	Focusing Issues
	Evaluator’ role

	Experimental
	Research design
	What affects results from program activities and can they be generalized?
	Expert / scientist

	Goal – oriented 
	Goals and objectives
	What are the program’s goals and objectives and how can they be measured
	Measurement specialist

	Decision – focused 
	Decision making
	What decisions need to be made and what information will be relevant
	Decision support person

	User – oriented 
	Information users
	Who are the intended information users and what information will be most useful
	Collaborator

	Responsive
	Personal understanding
	Which people have a stake in the program and what are their points of view
	Counselor / facilitator


Table 3.  Five approaches to evaluation.
3.  Choices of Impact Assessment Methods

The purpose of impact assessment, the areas of change one wants to assess, the choice of indicators, time, context, skills of those involved and availability of resources all influence the selection of assessment methods.

Experimental approaches based on sample population

Different types of surveys are most suited to answering questions such as what? How many? and how often?  Although they can be used to ask “why?” questions, they tend to be less useful in doing so (
).  Surveys that use questionnaire and seek standard, quantifiable data from representative population are generally used to measure quantitative indicators such as immunization coverage, access to safe water, enrolment in school, prevalence of infectious diseases, etc.  However, surveys allow limited room for participation by the communities in terms of information collection, analysis and decision making.

Participatory Assessments

Participatory assessment is facilitation of informed judgments by stakeholders about the merit or worth of a program, based on verifiable evidence, in which representatives of various development stakeholder groups have a special type of relationship as an evaluation team.  They deliberately seek to understand their reality at a deeper level, especially in terms of what is good and what is bad about community conditions and project work, so that together they can decide the direction for the next part of the development journey.

In contrast, participatory assessment is not:

· a collection of magic tricks which cause reluctant community members to produce the information that development agencies or other stakeholders want to have. 

· a collection of techniques which act like sweet candy to overcome the lingering taste of bitter medicine swallowed again and again by community members, or to distract people from examining significant problems.

· intended to soothe feelings of guilt for a development agency that has imposed its will, however kindly, on the project community.

· an exercise for planning or improving a project, although it may provide critical information which can be used for such purposes.

· empowerment, although people may become more empowered as they deepen their understanding and extend their evaluation skills.

Need for Combining Quantitative and Participatory Methods in Evaluation

Most of the projects funded by bilateral and multilateral donors tend to predominantly use quantitative methods for assessment.  Participatory methods such as Participation Learning and Action (PLA) are used only as diagnostic tools for program design purposes for not for impact assessment.  Kassam (
) cites the following reasons for a bias towards quantitative methods of impact assessment:

· the institutional demands to justify the significant investment of large sums of money and to lubricate the chain accountability make it imperative to obtain the so-called hard data on project performance.

· participatory evaluation is not fully understood in terms of its value and methodological validity.
· those working in funding agencies do not have the resources to plough through large amounts of detailed texts generated by participatory evaluation methods. 

· in many quarters, development work is still perceived predominantly as a technical exercise rather than as a complex and dynamic process of transformation.

Quantitative assessment methods such as cluster surveys, which limit participation by beneficiaries and qualitative methods, that are participatory in nature, should not be exclusive and are often best used together.  For example, qualitative methods should be used to develop questionnaires to be used in survey work.  Qualitative methods can also be used to further explore and research the results of a survey.  While quantitative surveys result in statistics providing a broad view of the situation of the population as a whole, participatory methods help to understand how a population understand their own situation.  Participatory methods help build an in-depth picture among a small sample of population.  

Impact assessment needs to involve quantitative instruments that assess “growth” aspects of development (for example immunization coverage, access to water, education enrolment of children) and qualitative methods that assess “change” dimensions of development (for example value changes, gender relations, valuing of children).

Organization-Wide Indicators for Ministry Quality.  A Case Study.

World Vision’s work on Transformational Development indicators (TDI) is attempting to create organisational wide accountability mechanisms, that promote program impact assessment and facilitate institutional learning (
). The work addresses several issues raised in the earlier sections of the paper:

· the indicators are in close alignment with the organisational mission, core values and understanding of transformational development. The scope covers both the tangible as well as transformational aspects of development.

· Measurement procedures combine quantitative and participatory methods of assessment.

· Assessment methods involve community members as well as specialists who may be external to the community.

World Vision formed a working group in 1997, called the Ministry Standards Working Group (MSWG) .  The mandate of the group was to “propose a standard set of quality of ministry indicators which will be used throughout the Partnership”.  The overall purpose of TDI are to show the status of the quality of life of communities, families and children where World Vision is facilitating community based, sustainable, transformational development programmes.  TDI measurements will be taken in every World Vision development programme on a regular basis.  It is planned that a portion of World Vision development programmes will undertake assessments and provide data each year.  This will result in a continuous flow of information at the global level, leading to reflection, learning and adjustments in policy and practice.  TDI have been designed so that both the processes and the results of measuring these indicators will be of value to multiple stakeholders.

Diagram 1 World Vision's Transformational Development Indicators (TDI).    

Diagram 1 show the TDI and how they are organised in terms of their focus on the lives of people. The framework is child-centred and demonstrates that the well-being of the child is shaped within the overall context of his/her family and the community.

Five principles guided the selection of TDI and the design of measurement processes.

1. Focus on a few critical indicators.  TDI are a handful of core indicators, and do not include all the indicators necessary for a programme to assess transformational development in its geographical area or social, political and cultural contexts.
2. Show trends.  The indicators were developed so that longitudinal trend analysis will be possible.  Development programmes will need to have performed at least two cycles of TDI measurement before trend analysis can be done.  Comparison and analysis of TDI data over time for a particular development programme, will provide information on the changes that are happening in that community.  TDI will be used in every World Vision development programme worldwide so it will be possible to perceive trends in the quality of the organisation’s development ministry.
3. Support programming processes.  TDI were designed to support, but not replace, baseline surveys, programme design, programme budgeting, actual facilitation practice, programme monitoring and evaluation and the use of programme information systems.  TDI will measure information about aspects of development in a geographical area that may go beyond outcomes directly due to World Vision’s presence there. The results may assist in identifying needs, which will be addressed by other agencies working in the same area or, indeed, the outcomes of the work of those agencies. The TDI are not a blueprint for planning or substitutes for in-depth programme evaluations.  A common World Vision framework for systematic programme design, monitoring and evaluation is needed and is currently being developed.

4. Be good stewards.  The benefit of measuring the indicators and interpreting results should always outweigh the cost of the exercise.  This principle of stewardship will always limit the number of indicators included in World Vision’s TDI framework.  The field testing of TDI costs money and time, but with the current number of TDI, the organisation has found this to be affordable.

5. Measure what matters.  TDI reflect World Vision’s holistic understanding of transformational development.  In addition to the vital, tangible aspects of well-being, such as water, nutrition and education, we dare to articulate indicators and measurement processes for the essential, but less tangible and rarely measured, aspects of hope, caring, participation, spiritual nurture of staff, church relations and Christian witness.  Results of the indicators can also be disaggregated by age and gender.  World Vision has much to learn about the utility of these measurement processes.  However it is envisaged that critical reflection on TDI results will contribute to changes in World Vision’s development policies and practices over a period of time.
A list of the current Transformational Development Indicators and brief description of the measurement methods in provided in Table 4.

Table 4.  Transformational Development Indicators.

	Title
	Indicator
	Definition
	Data Source
	Measurement Process

	Water
	Percent of households who have year round access to an improved water source.
	Access to an improved water source means 15 or more litres of water per person per day, from a potable source within 30 minutes of the household.  Potable source means a tap, protected well, or other protected water source.
	Primary data from household survey.
	Primary data: 30 cluster random household survey, verified by principal caregiver report.

	Nutrition
	Percent of boys and percent of girls, aged 6 – 59 months, stunted.
	Stunted means the child has a Z–score below minus 2 standard deviations (SD) from the median height-for-age of the NCHS/WHO standard. This indicates moderate &/or severe malnutrition.
	Primary data from household survey.
	Primary data: 30 cluster random household survey, verified by age, height and weight measurements.

	Primary Education
	Percent of boys and percent of girls who are enrolled in or have completed the first six years of formal education.
	Enrolled means currently enrolled in the appropriate year of formal education for the child’s age.  Completed means successfully passed the sixth year of formal education while of the recommended age for that level.  Appropriate level and age are determined by the country’s Ministry or Department of Education.  These first years of formal school are often identified as primary or elementary school.
	Primary data from household survey.
	Primary data: 30 cluster random household survey, verified by principal caregiver report.

	Diarrhoea Management
	Percent of children 0 – 59 months with diarrhoea in the past two weeks, whose disease was acceptably managed.
	Diarrhoea means more than 3 loose stools passed in a 24 hour period. Acceptably managed means the child received increased fluids (preferably ORT or recommended home fluid) during the disease and while recovering.
	Primary data from household survey.
	Primary data: 30 cluster random household survey, verified by principal caregiver report.

	Immunisation
	Percent of children aged 12 – 23 months fully immunised.
	Fully immunised means the child has received all National Ministry of Health (MOH) recommended vaccines before 12 months.  Must include immunisation against diphtheria, pertussis, tetanus, measles, poliomyelitis and tuberculosis.
	Primary data from household survey.
	Primary data: 30 cluster random household survey, immunisation status verified by MOH individual vaccination cards.

	Household Resilience
	Percent of households adopting coping strategies within the past year.
	Coping strategies means an adaptive coping strategy, sale of a liquid or productive asset, so as to mitigate the impact of external shocks and /or environmental stress factors in order to provide the household’s basic necessities.
	Primary data from focus group discussions & household survey.
	Primary data: Focus group discussions to identify local coping strategies, specific to the communities, to be used in a survey.   30 cluster random household survey, verified by principal caregiver report.

	Poorest Households
	Percent of poorest households.
	Poorest households means those households identified  to be the most socially and/or economically disadvantaged within a community.
	Primary data from wealth ranking exercises.
	Primary data: Series of wealth ranking exercises involving community leaders and community members from sample communities.


	Caring for Others XE "TD Indicator:Caring for Others" 
	Community members care for each other.  
	Care for each other means that men, women, boys and girls perceive that they care for others and others care for them in their community.  Care for each other is defined around dimensions regarding use of community resources, gender relations, valuing and protection of children, well-being of vulnerable persons XE "vulnerable persons"  and conflict prevention/resolution XE "conflict prevention/resolution" .
	Primary data from focus group discussions.
	Primary data: Guided focus group discussions with men, women, boys and girls.  Information analysed and indexed by a rating committee using specific rating guidelines.

	Emergence of Hope XE "TD Indicator:Emergence of Hope" 
	Communities’ emergence of hope in their future.
	Emergence of hope means that men, women, boys and girls perceive and demonstrate hope in their future.  Dimensions of this emergence of hope include peoples’ perceptions of the past and the present, attitude towards the future, self-esteem and spirituality.
	Primary data from focus group discussions.
	Primary data: Guided focus group discussions with men, women, boys and girls. Information analysed and indexed by a rating committee using specific rating guidelines.

	Christian Impact
	Christian capacity & intentionality of programme teams.
	Christian capacity and intentionality means active staff spiritual nurture, strong church relations and appropriate witness to Christ.
	Secondary data from document review.

Primary data from focus group discussions.
	Secondary data: Review of programme documents.  Primary data: Guided focus group discussion with Christian programme staff.  Information analysed and indexed by two consultants using specific rating guidelines.

	Community Participation
	Community participation in development.
	Community participation means that men, women, boys and girls perceive they actively participate in all aspects of their development, with particular focus on programme planning, implementation, monitoring and evaluation.
	Primary data from focus group discussions.
	Primary data: Guided focus group discussions with men, women, boys and girls.  Information analysed and indexed by a rating committee using specific rating guidelines.

	Social Sustainability
	Social sustainability of community  development.
	Social sustainability is defined as the capacity within local community organisations to sustain the long-term viability and impact of development processes. This capacity is focused on how conditions for social sustainability are created through the character, functioning, resource mobilisation and networking skills of community organisations.
	Secondary data from document review.

Primary data from focus group discussions.


	Secondary data: Review of documents from development programmes and community organisations.  Primary data: Guided focus group discussions with office bearers and members of community organisations. Information analysed and indexed by a consultant using specific rating guidelines.
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