WHAT IS IMPACT ASSESSMENT?

In its broadest sense, impact assessment is the process of identifying the anticipated or actual impacts of a development intervention, on those social, economic and environmental factors which the intervention is designed to affect or may inadvertently affect.  It may take place before approval of an intervention (ex ante), after completion (ex post), or at any stage in between.  Ex ante assessment forecasts potential impacts as part of the planning, design and approval of an intervention. Ex post assessment identifies actual impacts during and after implementation, to enable corrective action to be taken if necessary, and to provide information for improving the design of future interventions.  The stages in the project cycle where impact assessment needs consideration are shown in Figure 1.

A distinction can be made between two separate but interlinked levels:

· Internal monitoring and evaluation for ongoing learning, through for example the integration of specific impact indicators into existing management information systems, which makes information immediately available to staff;

· External impact assessment, often involving independent investigators.  Such assessments produce reports for specific purposes, such as poverty impact assessment, regulatory impact assessment, social impact assessment or health impact assessment.  Certain types of ex ante assessment may be part of the approval process for certain types of intervention, including environmental impact assessment and economic impact assessment (cost-benefit analysis). These may contain their own ex post monitoring activities. Separate ex post assessments may be undertaken or commissioned for any particular intervention or set of interventions, to provide fuller information than may be available from routine monitoring and evaluation.

In the context of sustainable development, the social, economic and environmental impacts of an intervention are all interlinked. The various types of impact assessment may therefore need to be combined in an integrated impact assessment, whose nature will vary according to the type of intervention, and the aims and cost-effectiveness of the overall impact assessment package.

For each impact assessment type a wide range of methodologies has been developed, according to the precise purpose of the assessment, the types of question to be asked, the organisational context, the socio-economic context, available budget, research capacity and other factors.  An impact assessment may include any or all of:

· Quantitative statistical methods involving baseline studies, the precise identification of baseline conditions, definition of objectives, target setting, rigorous performance evaluation and outcome measurement.  Such methods can be costly, limited in the types of impacts which can be accurately measured, and may pose difficulties for inference of cause and effect.  Some degree of quantification may be necessary in all impact assessments, in order to evaluate the success of the intervention and the magnitude of any adverse effects.

· Qualitative methods suitable for investigating more complex and/or sensitive types of social impacts, e.g. intra-household processes, policy issues and investigation of reasons for statistical relationships and policy implications. These methods generally require high levels of skill, and may be relatively costly.  Some degree of qualitative interpretation may be necessary in all impact assessments, in order to evaluate the causes of impacts which have been observed.

· Participatory approaches suitable for initial definition or refinement of the actual or potential impacts which are of concern to stakeholders, questions to be asked, and appropriate frameworks and indicators to be used. Such approaches can contribute to all types of assessment, and are particularly suited to exploratory low budget assessments and initial investigation of possible reasons for observed statistical relationships.  They offer a means of involving stakeholders in the research, learning and decision-making processes. These methodologies also require a certain level of skill, depending on the issues to be addressed and ways in which they are integrated with other methods.  Some degree of stakeholder participation is likely to be necessary in all impact assessments, in order to achieve a good understanding of stakeholder perceptions of impacts.

Whatever mix of techniques is used, consideration should be given to :

· transparency and public accountability 

· stakeholder involvement

· reliability of the information obtained

· reliability of inference for policy improvement

· cost and skill requirements 

	For detailed discussion of quantitative, qualitative and participatory approaches, see Toolbox sections on: 

Programme Management Cycle

Impact Assessment and Stakeholder Analysis 

Quantification Methods

Qualitative Methods

Participatory Methods




FIGURE 1. PROGRAMME CYCLE: 

AREAS WHERE IMPACT ASSESSMENT NEEDS CONSIDERATION

IDENTIFICATION


Look at EDIAIS for lessons from other programmes





*PROJECT HEADER SHEET (PIMS, POM, PAM)

· Decision on markings give indication of which TSP checklists to consider(eg gender, poverty etc)





*CONCEPT NOTE 

· Indicate consideration of level and methodology of IA

DESIGN



*STAKEHOLDER ANALYSIS

· Which stakeholders will be involved in proposed IA?  Are these the appropriate stakeholders?  What methodologies are best for securing their involvement?
*LOGFRAME

· Agree purpose of IA and indicators

· Agree methodologies and mix to fit

· Agree on baseline data required, & how this will be collected
· Agree frequency/timing of IA

APPRAISAL



*PROJECT MEMORANDUM (& Technical Annexes)

· Ensure IA reflected throughout document including budget

· Collate multi-disciplinary tech annexes (in particular, economic, social and environmental);  negotiate and agree IA strategy for project with multi-disciplinary Advisers/team members

APPROVAL



*MONITORING ANNEX

· Detail proposals as agreed at earlier stages, ie purpose, methods, frequency etc 









IMPLEMENTATION


*MONITORING

AND MONITORING


.     DFID staff monitoring visits at least once a year 






.     Scoring for PRISM  

*REPORTING

· internally written reports by project staff required at least once a year for projects over £250 000 reporting against logframe indicators, activities and budget
· End-of-project report will include IA findings


REVIEW / IMPACT

ASSESSMENT



*REVIEWING

· Mid-term review should include a mid-term IA

· Output-to-purpose review held 6mths before end of project; should include full-term IA
· If extension likely review IA strategy & include in new PM(Project Memorandum)
