NGO-IDEAs

Examples of Outcome and Impact Assessment by NGOs

JPIC-IDC: Resources needed for the implementation of the Impact Toolbox
(Bernward Causemann, Godofredo Limotlimot, May 2011)

Imagine you wanted to introduce SAGE and PAG in a new project. Or your organisation wants to introduce these tools. What resources do you need?
This paper describes the resources that JPIC-IDC needed to introduce SAGE and PAG in a cooperative, the St. Arnold Janssen Housing Cooperative in Mactan, Philippines. SAGE and PAG are tools for communities to develop goals and assess their performance. For more information on the tools, check the Impact Toolbox at www.ngo-ideas.net.

The housing cooperative is a group of 168 households who have been resettled after living from a dump site before. They live in one vicinity, have to pay their housing loans and are busy with income generation activities. They have an association and a cooperative, and the respective governing structures. 
The officers of the cooperative have been trained to implement SAGE and PAG. 148 households took part in SAGE and PAG. The households are organised in groups of 10-12 families that live next to each other. There are 16 family groupings. The household heads meet regularly. Three groups form one zone. There are five zones. The cooperative has an office and a meeting hall. The leaders decided that they would have the same goals for all groups and households. The flow of activities was geared towards that. If each group sets its own goals, the design needs to be different.

Resources available before starting
	JPIC had a number of resources available before it started the first activities
	Specify what applies to your case; or what effort/support is required to reach this situation

	· A leadership that supports the approach
	

	· Staff who know how to implement the tool
	

	· Staff who are competent enough to modify the tools according to the situation of the project
	

	· A donor who supports the approach
	

	· An adviser external to the project who could support in the implementation (in the following counted as staff – it could be a consultant or a specialised M&E officer)
	

	· A clear idea of what you want to achieve with the approach
	

	· There is a community-based organisation, a cooperative or an association with structures that meet, discuss issues, have the authority to take decisions and can mobilise people. Much of the preparation was done through these structures and is not counted as time needed for these tools. The whole analysis of what the data meant beyond the individual groups was done here and is not considered part of the time.
	

	· Staff assigned to the project that has enough time to attend the meetings, introduce issues, help to solve problems, give guidance and act on concerns that emerge from the analysis
	


JPIC secured the financial resources through the support of Karl-Kübel-Stiftung, Germany. The funds are crucial to the success of such an initiative and need to be secured before the start. They should be included in the plan for the M&E system of the organisation at fund-raising stage, or they can be included in the training budget.

List of Activities

The following activities were conducted up to the first scoring of goals:

A –
Introduction: The concept and tools of NGO-IDEAs are introduced in a meeting of community leaders, about 35 persons. Vision/Mission/Goals of the association are reviewed and a Participatory Well-being Ranking is conducted. It is agreed to proceed with the tools. All housing groups are represented. / This is 3 days stay-in, to ensure concentration. 
B – Setting of goals: The same group of leaders decides on the areas to be assessed (“goals”) and concrete aims and principles (“indicators”). This is for both SAGE and PAG. / 35 leaders, one day
C – Validation: The results of the goal setting are validated with the community. Do those who are not among the leaders agree to the goals and to the approach? / 80 persons take part, ½ day
D – Formulation of the tool: At the meeting, the leaders decide which of the goals are group goals or aims and which ones are individual goals. That difference had not been made before. Also, the scoring matrix was created: A 4-point score from “very poor performance” to “very good performance”. PWR was revisited / 35 leaders, one day
E – Pretesting of the tools: The leaders tried the tools: They applied them amongst themselves to see how they could do this in their groups. Processes were clarified and problems resolved. / 35 leaders, 2 days sleep in
F – Scoring of SAGE: Groups come to the community hall to score. They rate their own performance against the SAGE goals. One staff member is present at the meeting, attending to three groups at a time. Experience shows that this did not give enough time for reflection. But in a second scoring, when people are more experienced, more reflection on the results should take place. / 150 people, in zonal meetings 3 groups of 10 people at a time, 2 hours for one group
G – Collation of SAGE data: Leaders come together to count the scorings. The totals were entered into a computer and percentages calculated. / 15 people, 3 hours
H – Promoting reflection meeting: The first scoring had still been a little mechanical. That means: people were more concerned about getting used to the tools than deriving meaning from them. They had to get used to the tools and did not debate intensively. The reflection that can lead to new insights and action did not yet take place to the desired level. At this meeting, leaders were therefore trained in how they could use the tools to create a culture of reflection. / 35 leaders, half a day
I – Scoring of PAG: As with SAGE, but survey has not yet been done
J – Collation of PAG data: As with SAGE, but survey has not yet been done
K – Analysis of collated data on community and NGO level: This can be done in other meetings. But it needs time of the community and of staff. It normally leads to important insights and an adjustment of the programme that should make it more relevant and effective. It is not calculated in the template. 
After the first application:

L – Re-application: Half a year or a year later, the scoring will be repeated. Steps F, G and K are done again. People compare the current with the previous scoring for their groups and reflect on the results. They might adjust some goals. The leaders compare the results for the community over time. This can lead to more adjustments. All this needs guidance and resources that need to be planned for. 
The template only considers the time and resources needed until the first scoring is completed. Step L is the monitoring aspect and will be re-occurring while the other steps are needed only once.

Cost Calculation
To understand the cost calculation one needs to know:

· In the Philippines, grassroots people are used to “snacks” at meetings. That is a little to eat and drink. Programmes need to provide that or the participation of people is in question.

· The costs are only such costs that have been incurred for the introduction of the tools in addition to normal project costs. The tools have also been discussed at regular meetings, and announcements been made. Costs and staff time for normal project activities are not counted. On the other hand, the tools are a strong form of mobilisation, so some mobilisation activities of the project could possibly be replaced by these tools.

· The calculation has three elements:

· the cost per participant
· the cost per meeting (venue, equipment): To have a calm environment and to ensure concentration, the leaders who were to become facilitators were invited to a place outside.

· the staff time especially dedicated to the introduction of tools. This does not include preparation, documentation etc. which are part of the normal project working, but which can be calculated at on average one day for each activity.

· Travel costs of staff are not calculated as the project is in the city of the headquarters of JPIC-IDC.

· The calculation assumes that all other resources (see above) were available.

Template: Resources needed for the introduction of NGO-IDEAs tools
This example comes from the specific way one NGO-IDEAs partner introduced NGO-IDEAs under their specific conditions. It does in no way show how much the introduction of NGO-IDEAs will cost. It gives an example how that could be calculated. Two crucial words of caution:

· Do not take this as a blueprint. You need to modify it according to your conditions.

· Be flexible in the application. This is essentially participatory. You need to be able to go with the responses of people and have the flexibility to do more or less activities than you have planned. If your organisation or donor does not give you this flexibility (unfortunately this happens occasionally) – you might decide to not show them this calculation but only a summary. Protect your flexibility – most donors and leaders anyway appreciate if they are not bothered with too much detail. 

Please note also that the costs are Philippine Pesos in a project in Cebu, Philippines. (130,000 Pesos are about 2,500 Euro). Costs in Manila or Johannesburg or Mexico City will be completely different. And in a rural area you might not need a conference room or expensive equipment. Instead you might have staff travel costs. In other cultures, NGOs do not provide food at meetings so that these costs would not apply. You will also need to change this into your currency. 
The cells marked yellow have underlying algorithms. They are protected and can only be changed with a password. The password is: “NGO-IDEAs” (without inverted commas). Please do not overwrite them and be prudent in changing them. Otherwise the calculation will become incorrect. 
How to read it: On the left is a list of activities. The letters (for example: “A – introduction”) refer to the list of activities on the previous pages. On top is a list of items that could cost. The third line from below. 
How to use it: Put in the activities that you regard as necessary for the introduction. Under “persons” give the number of persons you expect to attend. The following columns are for the items that you need for participants – do you provide food? In rural areas this is usually less. Anything else? Name it and leave the other columns empty. In the budget you will also need a line that allows for unexpected costs.

How to access it: The table is an Excel sheet, embedded in a Word document. Just double click on the table, wait a few seconds, and it will appear as an Excel sheet that you can use like any Excel sheet.
Bernward Causemann is one of two project leaders of NGO-IDEAs. He works as a free-lance consultant. 
Godofredo Limotlimot is regional coordinator for NGO-IDEAs Philippines.

The authors wish to thank JPIC-IDC for permission to publish this case and particularly Maria Estela P. Vasquez, Program Coordinator, for an excellent cooperation and many insights.
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Template: Costs of introducing SAGE and PAG
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A-introduction 35 6 210 2 70 3 105 3 105 2 70 1 35 3 3 2 3

6

B-setting of goals 35 2 70 0 1 35 0 0 0 1 2 1

2

C-validation 80 1 80 0 0 0 0 0 1 3 0,5

1,5

D-formulation of tools 35 2 70 0 1 35 0 0 0 2 1

2

E-pretesting of tool 35 4 140 1 35 2 70 1 35 1 35 1 35 2 2 3 2

6

F-Scoring SAGE 150n/a 0 0 0 0 0 0 1 1

1

G-Collation of data SAGE 15 0 0 0 1 15 0 0 1 1 0,5

0,5

H-Promoting reflection 35 1 35 0 0 0 0 0 1 3 0,5

1,5

I-Scoring PAG - ??? 0 0 0 0 0 0

0

J-Collation of PAG data-? 0 0 0 0 0 0

0

Total: Item x persons 605 105 245 155 105 70

Total:Item x meeting 9 5 20,5

Pesos per Item n/a 50 100 100 100 200 60 2000 1500

Cost per item 30.250 10.500 24.500 15.500 21.000 4.200 18.000 7.500

Total cost: Pesos 131.450


www.ngo-ideas.net
Resource needs for PAG and SAGE introduction

1

Tabelle1

				Costs for participants																										Meeting costs				Staff time

		Activity / Item		Persons		Snacks		No. of snacks		Breakfast		no. of break-fasts		Lunch		no. of l unches		Dinner		no. of dinners		Night		no. of nights		Travel		no. of travel		Equipment		Conference Room per day		No of staff		Days spent		Person days

		A-introduction		35		6		210		2		70		3		105		3		105		2		70		1		35		3		3		2		3		6

		B-setting of goals		35		2		70				0		1		35				0				0				0		1				2		1		2

		C-validation		80		1		80				0				0				0				0				0		1				3		0.5		1.5

		D-formulation of tools		35		2		70				0		1		35				0				0				0						2		1		2

		E-pretesting of tool		35		4		140		1		35		2		70		1		35		1		35		1		35		2		2		3		2		6

		F-Scoring SAGE		150		n/a		0				0				0				0				0				0						1		1		1

		G-Collation of data SAGE		15				0				0				0		1		15				0				0		1				1		0.5		0.5

		H-Promoting reflection		35		1		35				0				0				0				0				0		1				3		0.5		1.5

		I-Scoring PAG - ???						0				0				0				0				0				0										0

		J-Collation of PAG data-?						0				0				0				0				0				0										0

		Total: Item x persons						605				105				245				155				105				70

		Total:Item x meeting																												9		5						20.5

		Pesos per Item		n/a				50				100				100				100				200				60		2000		1500

		Cost per item						30,250				10,500				24,500				15,500				21,000				4,200		18,000		7,500

		Total cost: Pesos																														131,450










