
Introduction to Impact 
Evaluation

Emmanuel Skoufias
The World Bank

PREM 
Poverty Reduction & Equity Unit 

October  9, 2011



Answer these questions

Why is evaluation valuable?

What is the difference between 
Impact Evaluation and 
Monitoring?

What makes a good impact 
evaluation?
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1. Why Evaluate
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How do we turn this 
teacher…



… into this teacher?



Ice Breaker: why evaluate?

To “fight” the 3 I’s:

IDEOLOGY

Q: What’s the logic behind investments in Private 
Sector Development(PSD)? A: Because PSD is good

IGNORANCE

Q: How are you going to measure the outcome/final 
success of a Water/Sanitation project? A: Miles of 
pipes installed 

INERTIA

Q: Why we are implementing this particular program 
for crime prevention? A: Because it’s the same we’ve 
done for the last 15 years



Why Evaluate?

Need evidence on what works

Information key to sustainability

Improve program/policy implementation
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Limited budget and bad policies could hurt

o Design (eligibility, benefits)
o Operations (efficiency & targeting)

o Budget negotiations
o Informing beliefs and the press
o Results agenda and Aid effectiveness



Why Evaluate?

S Social  Reasons
 increases transparency & accountability

 Support of public sector reform / innovation

Political Reasons
 Credibility/break with “bad” practices  of past
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Impact Evaluation Answers

What was the effect of the program on 
outcomes?

How much better off are the beneficiaries 
because of the program/policy?

How would outcomes change if changed 
program design?

Is the program cost-effective?



Summary
An impact evaluation informs:

S
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y

Whether we are doing the right things

Rationale/justification

Clear theory of change

O
p
e
ra
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n

Whether we are doing things right

 Effectiveness in achieving expected outcomes

 Efficiency in optimizing resources

 Client satisfaction

L
e
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Whether there are better ways of doing it

Alternatives\Innovations

Best practices

Lessons learned



2. What makes a “good” impact  
evaluation?
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How to assess impact

What is beneficiary’s test score with program 
compared to without program?

Compare same individual with & without 
programs at same point in time

Formally, program impact is:

α = (Y | P=1) - (Y | P=0)

e.g. How much does an education program 
improve test scores (learning)?



Solving the evaluation problem

Estimated impact is difference between treated 
observation and counterfactual.

Counterfactual: what would have happened 

without the program.

Need to estimate counterfactual.

Never observe same individual with and without 
program at same point in time.

Counterfactual is key to impact evaluation.



Counterfactual Criteria

Treated & Counterfactual
(1) Have identical characteristics,
(2) Except for benefiting from the intervention.

No other reason for differences in 
outcomes of treated and counterfactual.

Only reason for the difference in 
outcomes is due to the intervention.



We observe an outcome indicator,

Intervention
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and its value rises after the program:
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Having the “ideal” counterfactual……
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allows us to estimate the true impact
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Comparison Group Issues

Two central problems:
Programs are targeted

Program areas will differ in observable and unobservable 
ways precisely because the program intended this 

 Individual participation is (usually) voluntary
Participants will differ from non-participants in observable 

and unobservable ways (selection based on observable 
variables such as age and education and unobservable 
variables such as ability, motivation, drive)

Hence, a comparison of participants and an 
arbitrary group of non-participants can lead to 
heavily biased results



Impact Evaluation methods

Differ in how they construct the 
counterfactual
• Experimental methods/Randomization

• Quasi-experimental methods
• Propensity score matching (PSM)

• Regression discontinuity design (RDD)

• Other Econometric methods 
• Before and After (Reflexive comparisons)

• Difference in Difference (Dif in Dif)

• Instrumental variables 

• Encouragement design



2 Counterfeit Counterfactuals

Before and After

Those not enrolled
o Those who choose not to 

enroll in the program
o Those who were not offered 

the program

Same individual before the treatment



1. Before and After: Examples

School scholarship program on enrollment

Agricultural assistance program
o Financial assistance to purchase inputs.
o Compare rice yields before and after.
o Before is normal rainfall, but after is drought.
o Find fall in rice yield.
o Did the program fail?
o Could not separate (identify) effect of financial 

assistance program from effect of rainfall.



2. Those not enrolled: 
Example 1

Compare employment & earning of those 
who sign up to those who did not

Job training program offered

Who signs up?
Those who are most likely to benefit -i.e. those with more 
ability- would have higher earnings than non-participants 
without job training

Poor estimate of counterfactual



2. Those not enrolled: Example 2

With no insurance: Those that did not buy, 
have lower medical costs than that did

Health insurance offered

Compare health care utilization of those 
who got insurance to those who did not
o Who buys insurance?: those that expect large medical 

expenditures
o Who does not?: those who are healthy

Poor estimate of counterfactual



Program placement: example

Compare fertility in villages offered 
program to fertility in other villages

Government offers a family planning 
program to villages with high fertility

Program targeted based on fertility, so
(1) Treatments have high fertility and
(2) counterfactuals have low fertility.

Estimated program impact confounded 
with targeting criteria



What's wrong?

Selection bias: People choose to participate 
for specific reasons
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o Job Training: ability and earning
o Health Insurance: health status and medical 

expenditures

Many times reasons are related to the 
outcome of interest

Cannot separately identify impact of the 
program from these other factors/reasons



Need to know…

All the reasons why someone gets the 
program and others not.

All the reasons why individuals are in the 
treatment versus control group.

If reasons correlated w/ outcome cannot 
identify/separate program impact from other 

explanations of differences in outcomes.



Possible Solutions

Need to guarantee comparability of 
treatment and control groups.

ONLY remaining difference is intervention.

In this seminar we will consider:

o Experimental design/randomization 

o Quasi-experiments (Regression Discontinuity, 
Double differences)

o Instrumental Variables.



These solutions all involve…

Knowing how the data are generated.

Randomization
 Give all equal chance of being in control or 

treatment groups 

 Guarantees that all factors/characteristics will 

be on average equal btw groups

 Only difference is the intervention

If not, need transparent & observable 
criteria for who is offered program.



3. Impact Evaluation vs. 
Monitoring 



Definitions

(Results Based) Monitoring: is a continuous process 
of collecting and analyzing information to 
compare how well a project, program or policy is 
performing against expected results

(Results Based) Evaluation: An assessment of a 
planned, ongoing, or completed intervention to 
determine its relevance, efficiency, effectiveness, 
impact and sustainability.  The intent is to 
incorporate lessons learned into the decision-
making process. 



Monitoring and Evaluation
 

IMPACT 

OUTPUTS 

OUTCOMES 

INPUTS 

Effect on living standards  
- infant and child mortality,  
- prevalence of specific disease 

Financial and physical resources  
- spending in primary health care 

Goods and services generated 
- number of nurses 
- availability of medicine 

Access, usage and satisfaction of users 
- number of children vaccinated,  
- percentage within 5 km of health center 



Evaluation Addresses:
“Why” Questions – What caused the changes we 

are monitoring

“How” Questions – What was the sequence or 
processes that led to 
successful (or not) outcomes

“Compliance/ 
Accountability 
Questions”

Process/
Implementation 
Questions

– Did the promised activities 
actually take place and as they 
were planned?

Was the implementation 
process followed as 
anticipated, and with what 
consequences



Six Types Of Evaluation

Impact Evaluation

Process

Implementation

Performance

Logic Chain

Meta-Evaluation

Case Study

Pre-Implementation

Assessment



Complementary Roles of 
Results-Based Monitoring and Evaluation

Monitoring Evaluation

Clarifies program objectives Analyzes why intended results were 
or were not achieved

Links activities and their 
resources to objectives

Assesses specific causal 
contributions of activities to 
results=Impact Evaluation

Translates objectives into 
performance indicators and 
set targets

Examines implementation 
process=Operations Evaluation

Routinely collects data on 
these indicators, compares 
actual results with targets

Explores unintended 
results=Spillover effects

Reports progress to 
managers and alerts them 
to problems

Provides lessons, highlights 
significant accomplishment or 
program potential, and offers 
recommendations for improvement























Summary--1

Results-based monitoring and evaluation 
are generally viewed as distinct but 
complementary functions

Each provides a different type of 
performance information

Both are needed to be able to better 
manage policy, program, and project 
implementation



Summary--2

Implementing results-based monitoring and 
evaluation systems can strengthen WB and 
public sector management

Implementing results-based monitoring 
and evaluation systems requires commitment 
by leadership and staff alike



Thank you


