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Range of Evaluation Settings

Adaptive 
management

Performance 

monitoring

Performance 
evaluation

Impact 

evaluation

Real-time sensing of change for 

managing interventions

Detecting early outcomes for 

accountability and aggregation

Assessing project fi delity and 

achievement of intended outcomes

Measuring outcomes and 
estimating attribution/contribution



Systems and Complexity

• Think Systemically

• Navigate Complexity

• Evaluate Systemic Change

• Describe Dynamics
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LEO Framework Topics



Theory and Methods

• Conduct Theory-Based Evaluation

• Measure Multidimensional Results

• Identify Benefi ciaries and Benefi ts

• Interrogate Methodological Validity

• Rethink Evaluators’ Roles
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LEO Framework Topics



Think Systemically
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Expand 

evaluation 

boundaries 
using 
anchor 

value chain



Think Systemically
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Map and 

measure 

system 
relationship
s



• No “right” perspective

• Include participation

At different stages:

• Evaluation design

• Review of midterm results

• Interpretation of evidence

Think Systemically
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Incorporate 

multiple 

perspectives 
into 
evaluation 

process



Navigate Complexity
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Include 

participation 

at all levels 
and stages 
of 

evaluation



• Evaluation’s “blind spot”

• Developmental evaluation

• Complexity-aware tools

Navigate Complexity
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Place 

sensors to 

detect 
unanticipated 
outcomes



Evaluate Systemic Change
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Defi ne 

“systemic 

change” for 
specifi c context 
and intervention



Indicator Approach

• Direct, proxy or sentinel

Specialized Tools

• Network analysis

• Sensemaker®

• Participatory systemic inquiry 

(PSI)

• Outcome harvesting

• Most signifi cant change

Evaluate Systemic Change
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Select methods 

and tools for 

measuring 
systemic 
change



Please contact: 

• Elizabeth G. Dunn

• EDunn@ImpactLLC.net 

For LEO resources:

• microlinks.org/activities/leveraging-economic-opportunities-leo

• or acdivoca.org/LEO

Further information
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The BEAM Exchange is a programme funded by the UK’s Department for International Development (“DFID”) and the Swiss Agency for Development 
and Cooperation. It is administered by PricewaterhouseCoopers LLP, working with organisations including the Institute of Development Studies and 
ITAD.This publication has been prepared for general guidance on matters of interest only, and does not constitute professional advice. You should 
not act upon the information contained in this publication without obtaining specifi c professional advice. No representation or warranty (express or 
implied) is given as to the accuracy or completeness of the information contained in this publication, and, to the extent permitted by law, 
PricewaterhouseCoopers LLP and the other entities managing the BEAM Exchange (as listed above) do not accept or assume any liability, 
responsibility or duty of care for any consequences of you or anyone else acting, or refraining to act, in reliance on the information contained in this 
publication or for any decision based on it. 

LEO Evaluation Framework identifi es nine ways 

to improve evaluation of market systems 

approaches



Impact Evaluations for Market 
Systems Programmes

Fionn O’Sullivan

BEAM Exchange



Why the need for evaluation guidelines?

• Limitations of previous evaluations

• The need for evidence

• Issues addressed include

̶ Implications of working in a systemic context

̶ Which evaluation designs and methods to use?

̶ What to take into account for a credible evaluation
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BEAM Evaluation Guidelines



Theory-based evaluation: focus on mechanisms

• Develop a model that summarises these (“theory of change”)

• Test the model through fi eld research

Two fundamental reasons for theory-based evaluation

• Market systems have several levels

• Market systems are complex: requires “try, and see”

Theory-based evaluation is “methods neutral”

• So which methods can we use?
17

Starting point: theory-based evaluation
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Key insight: at which level are you 
evaluating?



Two principles to assessing causality

1. Attribution

• Use experimental or statistical methods to quantify impact
̶ E.g. randomised controlled trial (RCT); Quasi-Experiment (QE)

Appropriate where, for instance:

• Target benefi ciaries can be delineated 

• Control group benefi ciaries without ‘contamination’ can be identifi ed

• Effects can be clearly specifi ed in advance (e.g. higher income)

• Large surveys are possible

2. Contribution

• Use a process of argument to describe impact

• Collate and review a range of quantitative and qualitative evidence

• Where impacts, or those affected, may not be clear



Systemic market change

• Pro-poor growth
• Increased access to 

services

Poverty 

reduction

Systemic

effects

Poverty 

reduction

Intervention

• Pro-poor growth
• Income, jobs

Intervention level 

effects 

(e.g. pilot)

How individual interventions work 

Unexpected or 

negative 

effects?



Systemic change, from programme synergies? Contribution beyond the impacts of 

individual interventions?

• Growth in jobs, income?
• Poverty reduction? 

How a programme (portfolio) works 
Intervention 1 Intervention 2 Intervention 3
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publication or for any decision based on it. 



Thinking and evaluating impact 

systemically with PIALA in Ghana. 

Adinda Van Hemelrijck



Challenges to mainstream impact evaluation

24

Dealing with 
complexity in  
IFAD-funded 
programmes

• How to evaluate medium-N value 

chain and market systems  

• Rigorous causal analysis in the 

absence of credible control groups

• How to trigger learning with 

stakeholders about contributions to 

inclusive and sustainable impact 
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Participatory Impact Assessment & Learning 

Approach (PIALA)
Rigorous numbers
justifying investmentsCredible explanations 

enabling systemic learning

Solid debate 
about contributions 

to more, sustainable 
and inclusive impact
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Piloted in two 
IFAD-funded 
programmes

• Smallholder commercialisation 

(production & value creation)

• Facilitation of market-linking 

of smallholder businesses 

• Building institutions and 

relationships conducive for 

smallholder businesses

Participatory Impact Assessment & Learning 

Approach (PIALA)

VIETNAM: DBRP 
(Doing Business with the Rural Poor)

GHANA: RTIMP 
(Roots & Tubers Improvement and Marketing)



PIALA elements 

Phase 1: 
Focusing & framing 
the evaluation

Phase 2: 
Collecting & linking 
the data

Phase 3:
Analysing 
contributions 

Rigour

Inclusiveness Feasibility

Systemic 
ToC approach

Participatory mixed-methods

Multi-stage sampling 

of/in ‘open systems’

Participatory sensemaking

Confi gurational analysis
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M2b: Training & starter pack for commercial  

seed growers to multiply certified R&T seeds 

C3a: R&T processors grow and develop into 

GPCs that are profitable enterprises 

 

O3: Enhanced R&T 

processed volumes of 

high quality at scale 

O2: Enhanced  

R&T productivity  

and production  

at scale 

M2c: Farmer Field Forums (FFF) engage 

farmers, extension agents and researchers in 

developing, demonstrating and promoting 

appropriate R&T production technologies 

C2a: Resource-poor R&T farmers & seed 

producers gain access to and adopt improved 

R&T seed varieties, technologies & inputs to 

improve crop husbandry, soil fertility and  

pest management practices 

C2b: Resource-poor R&T farmers organise 

and register as FBOs that can access credit  

and bargain better market prices  

C1b: Resource-poor R&T processors, farmers 

& seed producers commercialize and establish 

effective supply chain linkages  

C1a: R&T supply chain farmers & processors 

are capable of developing and implementing 

viable business and marketing plans  

C3c: R&T supply chain farmers and 

processors gain access to business financing  

and market-linking services  

M3b: Subsidized upgrading of advanced R&T 

processors into Good Practice Centres (GPCs) 

that demonstrate and promote good quality 

processing & management practices  

C3b: R&T supply chain processors gain  

access to and adopt standardized processing 

technology and good quality  

management practices  

O1: R&T supply chain 

actors effectively solve 

their supply & demand 

issues and timely obtain 

technical support, 

resulting in sustainable 

and inclusive CCs 

linked to old and new 

markets  

I2: Improved R&T-

based livelihoods for the 

rural poor in CC 

catchment areas 

M2a: R&D for developing bio-agents 

M1c: Information, Education & 

Communication (IEC) about CC support 

services, inputs and technologies  

M1a: Training of resource-poor farmers and 

processors involved in the R&T supply chains in 

business development and marketing  

M3c: Co-financing of R&T supply chain farmers 

and processors by matching 40% RTIMP funds 

with 50% loans from PFIs and 10% self-financing 

through the Micro-Enterprise Fund (MEF) 

M3a: Training of artisans to produce and maintain 

standardized processing equipment  

for R&T supply chain processors and GPCs 

I1: Rural poor people 

in CC catchment areas 

have increased access 

to food & income to 

sustain an active and 

healthy life 

M1: District Stakeholder 

Forums (DSFs) for addressing 

supply & demand issues and 

technical support needs of R&T 

supply chain actors members 

M1b: Supply Chain Facilitation (SCF) and 

market linking through the Initiative Fund (IF) 

EC1 

EC3c 

EC1 

EO2 

EO1 

EC3b 

MEF

GPC

DSF

FFF

Systemic Theory of Change Approach
� Oi I2I1Ci  OiMi  Ci



Reach & effects 
Mi  Ci

Livelihood changes
Ci  Oi

Food, assets & income 
� Oi  I2  I1

Household Survey (n 840)

Generic Change Analysis (n 439)
(change ranking and causal fl ow mapping) 

Livelihood Change Analysis (n 400) 
(matrix scoring and causal fl ow mapping)

SenseMaker® (n 393)
(self-signifi cation of micronarratives) 

Constituent Feedback (n341)
(anonymous scoring)

Key Informant Interviews 
(n100)

Incorporate multiple perspectives 
Participatory mixed-methods



8 out of 10 regions 



30 random 
supply chain systems

in 25 districts



836 random households

1180 quasi-random smallholders

(45 % women)

120 supply chain actors

Sampling of/in ‘open systems’ in Ghana



Click icon to add picture
Probing for ALL possible 
causes and explanations by 

• Using ‘sensing’ methods such 

as causal fl ow mapping and 

SenseMaker® 

• Continuous cross-checking of 

data from different methods 

and different sources/groups 

• Collating and linking the data 

along the ToC (daily)
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Assessing causality



Click icon to add picture

Participatory sense-making 

at local and aggregated levels to

• Engage stakeholders in validating 

the emerging evidence and the ToC

• Obtain an extra layer of explanations

• Create debate about contributions 

and responsibilities

• Enable smallholder voice (30%)

In Ghana: 

• 23 local WSs (640 participants)  

• 1 national WS (110 participants) 
32

Assessing causality



Assessing causality - Contribution scoring

Sampled 

systems


Scoring of consistency & strength 

of each causal link and evidence (0-6)

Presence of 

mechanisms
(1=yes ; 0=no) 



Click icon to add picture

• Looking for patterns across the 

sample of supply chain systems 

• Comparing and analysing 

different patterns for each causal 

claim

• Zipping up fi ndings to draw 

conclusions about contributions

34

Assessing causality

Confi gurational analysis



Please contact: 

• Adinda Van Hemelrijck

• adinda@piala.org

• Edward Heinemann

• e.heinemann@ifad.org

• For PIALA resources:

• https://www.ifad.org/topic/overview/tags/piala

Further information
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ITAD.This publication has been prepared for general guidance on matters of interest only, and does not constitute professional advice. You should 
not act upon the information contained in this publication without obtaining specifi c professional advice. No representation or warranty (express or 
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PIALA is an approach, not a single methodology. It can 

embed any method so long it’s consistent with the 

principles of thinking systemically and enabling voice.



The Practice of Evaluating 
Change in Market Systems: 
Evidence from Nigeria’s Niger Delta

Adrienne Gifford

Initiative for Global Development 



Introduction: Private Sector-Led Development in 

the Niger Delta

38



Impact Assessment Scope

39

• Gather critical feedback from wide group of stakeholders
• Understand impacts across all programs
• Quantify “multiplier effects”
• Understand critical success factors
• Identify key recommendations 
• Support transparency
• Share lessons learned 
• Articulate power of the private sector in creating and sustaining socio-

economic impacts. 

When will 

systemic 
change be 

achieved and 

how much 

impact has been 
created to date?



Designing An Appropriate Framework

• Understand the Theory of Change

• Account for the local context

• Create consistency with the organizational operational 

model

• Capture market systems 

• Address the enabling environment 

40

Navigating Complexity 



Understanding ToC and Operating Model

41

Economic Development Peacebuilding

Empower Existing Actors
BMOs, CSOs, youth, government, 

women, entrepreneurs, peace actors, etc.

Catalyze New Entrants
Donors, NGOs, Investors, 

Private Sector, Implementers

Contributes to

Depends on

Capacity Building
Best Practices Business Mgmt,

Leadership Advocacy

Org, Mgmt. Access to Finance

Partnerships & 

Networks

Proving Models Work
Pilot Projects

Demonstrations

“Seeing is Believing”

Ecosystem / Enabling Environment

• Media Hub
• NDLink
• Media Strategy
• Social Media
• Wider Access

Media & 

Platforms

• ATED
• Chorkor Ovens
• Mechanized 

Harvester
• Biosand Filter
• Biogas Digesters
• Small-Scale 

Processing 
Equipment

Technologies & 

Showcase

• EDC Warri
• EDC Port Harcourt
• Abuja Offi ce
• Offi ce Space for 

Partners

Physical 

Presence

• Knowledge & 
Intelligence

• Cooperation with 

security services
• Security 

Personnel
• Best Practices

Security

• Value Chain 
Analyses

• Baseline / Impact 

Assessments
• Confl ict 

Assessments
• M&E Data
• Research Reports

Research & 

Analysis



Identifying Key Areas of Innovation

42

Aquaculture

Cassava

Palm Oil

SMEs

NGOs and CSOs

WASH

Power

Transport



• Understand importance of 

networks 

• Identify actors and change 

agents

• Defi ne and refi ne systemic 

outcomes and impacts

Thinking Systemically

43

“a one-dimensional, 

economic-centered 

defi nition of poverty fails to 

adequately address the 

concept of quality of life in 

all of its forms; many of 

which are aspects that are 

intangible and 

immeasurable, but 

nonetheless exceedingly 

important to human life and 

development.”  
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The Framework
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Adapting Traditional Methods and Creating New 

Tools

• Balance quantitative and qualitative metrics and 

indicators 

• Apply tools and analogous data to develop 

estimates

• Create methods and criteria to reduce 

subjectivity

46

Evaluating Systemic Change 



Qualitative Indicators: Systemic Changes in 

Human Behavior and Well-Being
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Estimating Rate of Adoption 

48

p= coeffi cient of innovation
q= coeffi cient of imitation
M = the potential market (the ultimate 
number of adopters)

Bass Diffusion Modeling



IGD Innovation and Systemic Change Maturity 

Model 

49
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Scoring Impacts



NDPI / PIND Innovation Maturity Summary

51



For more information 
please contact: 

• Adrienne Gifford

• agifford@igdleaders.org 

• www.igdleaders.org 

The Power of Partnership
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