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Vehicle to get to the destination
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Whether we are on the right road, helps 
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Impact Assessment (IA)Performance Monitoring (PM)



• Measures outputs & outcomes
• Focuses on two levels: project 

and firm
• Does not attempt to “attribute” 

outcomes to project

• Measures outcomes & impacts
• Focuses on three levels:

household, firm, sector
• Attributes outcomes & impacts to 

project.  
• Requires comparison to 

counterfactual: what would have 
happened in absence of project?

… whether we have arrived at our 
destination …

… whether we are on the right road, helps us 
navigate obstacles, dead ends, etc. …

Impact AssessmentPerformance Monitoring

Program 
Activities Outputs Outcomes Impacts



What Do IA and PM Have In Common? 

• IA and PM share a “process”
• Process not identical but share similar steps
• Overlap evident once process is “unbundled”



STEP 1: Evaluability (Design) assessment

STEP 2: Causal model construction / review

STEP 3: Identification & operationalization of 

key indicators

STEP 4: Identifying & narrowing down research questions, 
purpose and methodology

Unbundling Impact Assessment



STEP 1: Evaluability (Design) Assessment

Determine whether project is suitable 
candidate for impact assessment:

1. In-depth assessment of project’s 
causal model looking at: 
– logical consistency

– theoretical plausibility

– operational feasibility (resources)

– relevance

2. Review project’s work plan and time 
frame

STEP 1: Evaluability (Design) 
Assessment

STEP 2: Causal model

STEP 3: Indicators

STEP 4: Research questions



STEP 2: Causal Model Construction/Review

A logical chain of events connecting program 
interventions to intermediate and final 
results.

In other words, a causal model is a series of 
cause-and-effect relationships starting with 
program activities and proceeding to 
outputs, outcomes, and ending with 
intended impacts.

STEP 1: Evaluability Assessment
STEP 2: Causal model

STEP 3: Indicators

STEP 4: Research questions

 

Impacts Outcomes Outputs 
Program 
Activities 
 



Causal Model Example 
PROFIT ZAMBIA Veterinarian Services

Activities Outputs Outcomes Impacts

• Develop 
business 
expansion 
model for 
vets

• Facilitate 
development 
of livestock 
insurance

• # of private 
vets providing 
services

• # of animals 
receiving 
health care

• # of insurance 
policies 
established

• Decreased 
cattle 
mortality & 
morbidity

• Increased 
value/animal

• Increased # 
vet services 
provided

• Growth by 
value & 
volume in 
cattle 
subsector

• Increased 
profits to 
firms

• Increased 
incomes to 
small holder 
producers



Practical Benefits of a Causal Model

1. Sharpens implementation action plan and 
exposes problems
– unrealistic expectations
– “stray” activities
– logical errors

2. Creates framework for monitoring program 
progress and staying on track

3. Provides essential conceptual basis for 
impact assessment



STEP 3: Identification & Operationalization of Key 
Output, Outcome, and Impact Indicators

• Not feasible to collect or monitor 
all potential indicators

• Important to identify those 
indicators that
– measure key causal links
– relatively important to project 

stakeholders
– measurable (and for 

performance monitoring, 
objectively measurable)

– relatively easy to collect

STEP 1: Evaluability Assessment
STEP 2: Causal model

STEP 3: Indicators

STEP 4: Research questions



STEP 4: Identifying & Narrowing Down Research 
Questions

• What is the impact of relaxing risk assessment 
criteria for South African lender?

– Increased employment, reduced hunger, reduced 
poverty

– Increased profits

STEP 1: Evaluability Assessment
STEP 2: Causal model

STEP 3: Indicators
STEP 4: Research questions

Real Life Example of 
Narrowing Down Question: 



What About Operational Planning?  

• Myth
– Imposed from above
– May not reflect program causal model
– Focus on outputs that not really tell us how effective the 

program is being

• Reality
– Wide diversity of OP indicators; odds are good that some 

indicators, and possibly several indicators, are relevant to the 
program (may be defined differently, though)

– Actually, OP indicators include a mix of output and outcome 
indicators

– Can be integrated into PM system and impact assessment



Kenya SO7 Projects

• USAID Strategic Objective 7: Increased rural household 
incomes

• PM System
1. Program Monitoring Plan (PMP)

I. Kenya BDS
II. Kenya Horticulture Development Program
III. Kenya Maize Development Program
IV. Kenya Dairy Development Program

2. Initiative to End Hunger in Africa (IEHA)
3. Impact Assessment (Tegemeo Institute)
4. Operational Plan (OP)



Steps to Integrate Components of Kenya PM System

1. Create SO7 causal model based on Mission Strategy 
Statement
– Causal models can be derived for individual activities (e.g., 

Industry Pathways at PROFIT ZAMBIA), sectors, programs, 
groups of programs, etc.

2. Identify Objective from OP framework
3. Identify Program Areas from Objective
4. Identify Program Elements from Program Areas
5. Identify potential indicators from Program Elements
6. Select indicators based on criteria

1. Feasibility
2. Measurability: Degree to which the indicator is linked with the 

underlying impact it is intended to measure
3. Already included in PMP, IEHA, or IA



Cambodia MSME

• PM System
1. Output indictors

- Some integrated into MIS, some not
2. Impact Assessment: Intention to do longitudinal 

IA
- Local firm hired to do IA did not fulfill contract
- Hired new firm, but no longer use control 

group, so, strictly, could not do IA
3. Operational Plan



Cambodia MSME

• Four sectors:
1. Pig
2. Fish ponds
3. Tile manufacturing
4. Agro-machinery

AND 
• Five cross-cutting components

1. Improved performance of USAID-assisted enterprises in targeted 
value chains

2. Enhanced capacity of value chain firms and/or stand alone providers 
to support competitive value chains

3. Improved MSME access to finance
4. Improved business environment
5. Economic development support to vulnerable and trafficked persons



Steps to Integrate Components of Cambodia 
MSME’s PM System

1. Construct causal models for each of 5 cross-cutting components 
using following sources
– Internal Project documents
– Project second year Work Plan
– Operational Plan matrix
– Impact survey
– Discussions with Project managers and staff

2. Simplify by
– Combining components 1 and 2
– Reducing to set of “core” project activities and corresponding 

outputs and outcomes
3. Distinguish between OP, WP, IA, and PM indicators and match 

up where possible
4. Operationalize OP and WP indicators



Integrating Impact Assessment into Performance 
Monitoring

• Kenya and Cambodia show that integrating IA 
(determining causality) can be challenging

BUT
• It can be done; Issues to be resolved include:

1. Funding
2. Control group and other sources of “selection bias”
3. Implementation-staff vs. local research partner
4. Data analysis (more than simply reporting values 

and changes in values)



- Activity under USAID/MD’s AMAP BDS IQC

Objectives
• To learn about how to measure the impacts of “new generation” 

PSD programs

• To use impact assessment to identify “what works and what does 
not” (i.e. best practices) in PSD programming

• To identify PSD interventions that have a measurable impact on 
economic growth & poverty reduction

• To demonstrate practical utility of impact assessment and impact 
assessment process

Private Sector Development Impact Assessment Initiative (PSD IAI)



Strategy

• Build a conceptual model that improves understanding of 
PSD program impacts

• Develop rigorous methodologies for measuring impact and 
answering programming, operations, and performance 
monitoring questions

• Produce insights about most effective types of PSD 
interventions

• Provide USAID and other PSD practitioners with realistic 
options, guidance, and technical assistance

Private Sector Development Impact Assessment Initiative (PSD IAI)



Activities

• High-quality impact assessments: Kenya, Zambia, India, 
Brazil, etc

• Tools and guidelines for conducting Impact Assessments
• Evaluation and design of project monitoring systems

– Data Quality Assessment (DQA)
• Adaptation to USAID Operational Planning

– Articulate project causal model and select appropriate 
indicators/targets from pre-approved list

– When needed, suggest and justify alternative indicators
• Training and technical assistance
• Impact assessment contest

Private Sector Development Impact Assessment Initiative (PSD IAI)



Publications

• Inventory of PSD Programs
• Review of Evaluations of PSD Programs 
• Conceptual Framework
• Impact Assessment Primer Series 

– Guides for planning and implementing impact assessments
– Themes: collecting and using data, methodological challenges, 

developing a causal model, analysis and interpretation, indicator 
selection, critical decision-making, research design, budgeting

• Field Tests and Methodology Series
– Research Plans, RFPs, Evaluability Assessments
– Kenya, Zambia, Brazil, India

www.microlinks.org/PSDimpact

Private Sector Development Impact Assessment Initiative (PSD IAI)



END OF PRESENTATION

Now for Questions and Answers



ANNEX

More on Impact Assessment



Why Do Impact Assessment?

Impact assessment answers critical questions:

1. Do programs achieve 
their intended objectives? 

2. What is the size 
(magnitude) of the 
impacts? 

3. Do alternative program 
strategies and 
approaches result in 
different impacts?  

Are some program 
strategies more effective 
than others?

Do impacts justify the 
resources used?

Do they actually work?



Benefits of Impact Assessment

• Helps design better programs and achieve more 
impact for given resources.

• Helps modify or redesign ongoing programs to 
produce better results.

• Helps allocate funds among competing 
development programs more effectively.

• Provides more credible way to demonstrate results
than anecdotal examples.



Costs of Impact Assessment

• Depends on:
– nature and scope of questions asked 
– other context-specific factors

• Ways to reduce costs:
1. Select projects for Impact Assessment 

strategically
• to answer important programming and policy-related 

questions
• in conjunction with innovative, expensive, controversial, 

or other programs with significant potential for 
generalized learning

2. Unbundling



Minimum Methodological Requirements for Impact 
Assessment

1. Observations
• on group of program participants (treatment group) and matched 

group of non-participants (control group) 
• at a time before impacts can have occurred (baseline) and after 

impacts can reasonably be assumed to have occurred (follow-up)
2. Causal (logical) model

• clearly stated hypotheses linking program activities to expected 
impacts

3. Methodologies
• rigorous, well documented & their weaknesses identified

4. Data collection methods
• follow accepted good practice 

5. Analytical methods
• appropriate (match type of data collected) 
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