


Innovation Evidence Generation Package – Pilot edition
Introduction
This set of tools includes simplified MEAL guidance to be applied by innovators that are looking to generate quality evidence for a pilot project. In particular, this package targets users who are willing to invest a reasonable amount of time to ensure that their work yields usable information, both for their internal design and implementation planning purposes as well as for the promotion of their solution to external stakeholders.  You can find a more comprehensive set of tools, including guidance on ideation and prototyping by checking out the full RIL Innovation Evidence Toolkit here: https://www.responseinnovationlab.com/innovation-evidence-toolkit
 
At Response Innovation Lab, we define innovation as a deliberate attempt to improve a system or solve a challenge through the introduction of new ideas, tools or procedures. This toolkit can be used for all types of innovations, from fully digital to technology-enabled to wholly analog products, services or approaches.

This Piloting Evidence Package includes the following documents/tools:
· Simplified Theory of Change for Innovation: This is a planning tool that will help you develop a simple chain of results starting with what your innovation provides in terms of activities/features all the way to the ultimate impact it may have on individuals, communities and systems. It also includes a simple logic framework template to help you match indicators to your objectives. If you have developed a full Theory of Change or Logic and/or MEAL framework, you may use these instead. 


· The Qualitative Feedback Guidance Tool: This tool will help you collect and analyze feedback from users, beneficiaries and “customers” of you solution. Its results should help you identify improvements to make in the design of your solution and/or its roll-out.


· The Pilot Data Management Tool: This form guides you in identifying the kind of data to collect to make certain that you have adequate information on the uptake and performance of your solution.  Since innovation pilots test both the design and implementation of a product/service/approach, it is vitally important that you collect a range of qualitative and quantitative indicators that will tell you whether people, communities and/or facilities are adopting your solution and whether the changes that its introduction create match your expectations.


· The Humanitarian Accountability and Ethics Checklist: This self-administered checklist will help you identify gaps and potential risks in your engagement with direct users and the communities taking part in your pilot project. 



· Pivot Diary: This standard RIL form is a very basic template in which to record the feedback you have received on your innovation as you test it, the changes that you have made to the design or implementation and the results of those changes.


· The Innovation Story Tool: This simple form will help you create a narrative of your innovation journey by documenting how your experiences and those of your users have led to changes in the design or implementation strategy of your solution.


· The Value for Money / Return on Investment Tool: This tool provides step-by-step instructions on how to collect and use implementation data and budget information to develop a simple rationale for investing into your solution. 


· The Innovation Toolkit Master Worksheets document: This Excel document contains all of the templates (except the Innovation Story Tool and Simplified Theory of Change for Innovation) mentioned in the documents above. Please use it to record your inputs.



Instructions
Preliminary question – Piloting or Scaling
Before proceeding with these instructions and the tools that follow, it is important to make certain that you are at the appropriate stage on your innovation journey by answering the following questions:

· Has a full version of your innovation been used in real-world conditions for a full cycle of programming?
· Have the results from one or more of these tests demonstrated conclusively the effect of your solution to users and beneficiaries?
· Has the design of your solution evolved through real-world testing and is now considered fully functional?
· Is your innovation being integrated into an organization’s “mainstream” programming?
· Do you deem your innovation ready to be applied in new locations, new sectors or for new groups of users?

If you answered yes to two or more of these questions, your innovation is likely ready to move beyond the pilot phase and into the scaling category. 

If you answered yes to only one of the questions above, you may or may not be at the scaling phase and are free to chose which toolkit is a better fit. 

If you answered no to all of the questions above, you are definitely in the right place – please continue reading!

[bookmark: _Hlk102485427]Step One – Planning for monitoring, evaluation and learning
When?: As soon as possible, during pilot design and NOT after implementation has begun.
By whom?: All parties implementing the pilot
Tools to use:  Simplified Theory of Change for Innovation, Pilot Data Management Tool, VfM/ROI Tool
How?:
1. Schedule a special meeting to discuss the pilot’s MEAL plan with all parties taking part in the pilot’s organization and implementation;
2. Disseminate these instructions and the tools of the Evidence Generation Package to all parties for review;
3. If you have not done so already, fill in the Simplified Theory of Change for Innovation, preferably during a collaborative work session.  Once you have completed the tool, think about how far down the chain of results you would like your pilot project to reach (i.e., will you be testing largely to see if you are able to achieve your expected outputs or will you be looking to see if you can measure intermediate results or outcomes?).  
Refer to the Simplified Theory of Change for Innovation and the Pilot Data Management Tool when designing your pilot to make certain that its scale, scope and duration will be able to provide you with the information you need. 

Step Two – customizing
When?: During the MEAL planning meeting
By whom?: All parties implementing the pilot
Tools to use: Simplified Theory of Change of Innovation Logframe; Pilot Data Management Tool, Qualitative Feedback Guidance Tool, VfM/ROI tool (optional)
How?:
1. Begin by agreeing what specific results the project expects to achieve, that is what changes will be experienced by the targeted beneficiaries by the time the implementation concludes.  These will need to be consistent with your Theory of Change and with the scale, scope and duration of your project.

2. Fill in the Pilot Data Management Form using the instructions provided there. 

When filling the Uptake Indicators table, please try to make as few modifications as possible to the indicators themselves and focus on setting realistic targets for each.

Next, please make certain that you include output -level indicators for all of the features of your solution that you are looking to test. 
It is possible that some of the data will need to be gathered directly from the beneficiaries through customized surveys. If that is the case, you will need to decide on what questions to be asked. RIL guidance on how to design surveys can be found here.

Please make sure to select indicators that are S.M.A.R.T. (Specific, Measurable, Available, Responsive and Timely). The data management form has links to further instructions on indicator selection. You will also need to ensure that collecting this data will be possible within your timeline, budget, access and staff capacity.  It is better to have a few reliable indicators than a high volume of flawed data.

3. Now that the Pilot Data Management Tool is filled, go on to review the Qualitative Feedback Guidance Tool to see which questionnaires apply to your pilot and if there needs to be any changes to the questions provided in the standard template. Make sure that these questions help you answer questions you may have on the use, uptake and impact of your innovation, as well as on how the pilot was implemented. It is assumed that your will have already consulted your users in the design of your solution regarding their living conditions, educational levels, attitudes, priorities and other elements relevant to the uptake of your innovation. Even if you have, it is always a good idea to refresh that data through additional questions that can be added to the Qualitative Feedback Guidance Tool and the questionnaires you will use to interact with stakeholders.

4. [bookmark: _Hlk102486121]If you plan on using it, you will also need to review the Vfm/ROI Tool here to see if the indicator(s) you need to measure returns will be included in your Data Management Tool. If they are not, you may want to include them there.


 Step Three –Baseline data collection and initial consultations
When?: Immediately after finalizing the MEAL tools and before the start of implementation
By whom?: The pilot implementer(s) 
Tools to use:  Pilot Data Management Tool, Qualitative Feedback Guidance Tool, Humanitarian Accountability and Ethics Checklist, Pivot Diary
How?:  If you are using indicators that require comparing changes to a baseline (i.e. when that baseline is not zero), you will need to establish what the current state of these indicators are.  When these are based on survey results, a pre-implementation survey will need to be administered.  For indicators collected by external actors, the latest data will need to be obtained. Generally, output and uptake indicators will not require a baseline as it will be assumed their value will start at nil, though if your pilot is building on a previous project, you may have a baseline to work with.

Users and beneficiaries will need to be consulted before the start of the project to inform them about the innovation and how it will be implemented, as well as collect initial feedback on the design of these.  Instructions on how to conduct surveys, focus group discussions (FGD)  or key informant interviews (KII) can be found by clicking the relevant link(s). This initial round of feedback may generate some inputs that will alter your design or implementation plans. If  that is the case, please record your pivots in the Pivot Diary.

Once you have engaged with the pilot’s users and communities, you will need to go through the Humanitarian Accountability and Ethics checklist to see if you identify any potential issues before moving on to implementation.

Step Four – Monitoring during implementation
When?: Throughout the implementation period
By whom?: The pilot implementer(s)
[bookmark: _Hlk102483956]Tools to use: Pilot Data Management Tool, Qualitative Feedback Guidance Tool, Humanitarian Accountability and Ethics Checklist, Pivot Diary
How?: During the implementation phase of the project, the team in charge of the pilot should routinely consult users and beneficiaries, through formal (surveys, FGD, KII) or informal means. Feedback from these sessions leading to changes in the design or implementation of the innovation should be entered into the Pivot Diary.

Uptake and Output indicators should also be monitored routinely to see how they are progressing and if they appear reliable and obtainable. Data should be regularly entered into the Pilot Data Management template and analyzed (at least on a monthly basis).

Humanitarian Accountability and Ethics Checklist should also be reviewed at least monthly and updated with any information or incidents recorded.  Changes made through this process should be recorded in the Pivot Diary.

Step Five – Post-Pilot Assessment
When?: Immediately following the end of the pilot implementation
By whom?: The pilot implementer(s)
Tools to use: All of them.
How?:
1. Collect the data needed to fill the Pilot Data Management Tool;
2. Organize final beneficiary and user consultations to capture indicators for the Data Management Tool, the Pilot Qualitative Feedback Guidance Tool and, if needed, the VfM/ROI Tool.
3. Review the Pivot Diary and use the data from the forms mentioned above to fill the Pilot Innovation Story tool;


image1.png
Humanitarian Innovation
MEAL Package

Piloting edition





image4.emf
Simplified Theory  of Change.docx


Simplified Theory of Change.docx
[image: A picture containing logo

Description automatically generated][image: Creative Commons License]



                                              

Simplified Theory of Change for Innovation Tool

Introduction – Innovation is about introducing new elements that will lead to positive change.  It is therefore critical that innovators have a vision of what ultimate impact you ultimately want to achieve and how your innovation directly contributes to change. There are usually many layers of results between what a solution of any type (technology, approach, service, etc…) achieves directly and a lasting evolution in the lives of people and communities. Understanding these middle steps between immediate results (Outputs) and high-level results (Impact) is critical to assessing whether any project (innovative or not) is achieving its objectives.

Innovators usually come upon their ideas by starting at either end of this spectrum.  Some think of how a new solution can immediately improve upon the traditional system or approach and then visualize what larger change this could generate. Others begin with a vision to solve a great fundamental challenge and find what new tool or approach are needed to create that impact.  

This tool will help you conceptualize how your inputs and features of your innovation will create change at multiple levels. You will then be able to apply this Simplified Theory of Change to the other MEAL tools and select the most appropriate indicators and questions to ask your users and beneficiaries.

Please bear in mind that this tool needs to be updated as you better understand how people and communities are reacting to your innovation and what change is actually taking place during your pilot or scaling projects.



Step One – Start with the end

Every innovation begins either with a challenge, an opportunity or a vision.  An innovator starting with a challenge may be prompted to solve problems by asking questions such as “How can we make water points less susceptible to poor maintenance?” or “How can we help children continue their development when schools are closed?” Those starting with an opportunity may ask themselves “What if women had a way to send a distress signal if they felt threatened?” or “What would happen if we combined solar energy and electric bicycles to make it easier for rural populations to travel?” A visionary may simply start by imagining a world where every child is protected from all preventable diseases and work backwards to see what would need to change. 

Regardless of what has inspired you to develop a new solution, it is important for you to understand what the ultimate impact of the successful implementation of your innovation at scale would look like.  While the word “impact” can sometimes be used to mean any kind of results, it is used by MEAL professionals to describe lasting change generated by a project.  Generally, the impact of a project (innovative or not) is not felt for several years after the implementation has been carried out, as it reflects the evolution of a system or a permanent shift in the living conditions or status of beneficiaries.  For instance, introducing a more fuel efficient cookstove may contribute to helping refugee households escape up from extreme poverty through savings in the purchase of charcoal, more free time for the woman of the household and better respiratory health for all. Or, a vocational training app may aspire to durably reduce youth unemployment in a low-income urban area.

It is important to note that your innovation will likely contribute to making this ultimate Objective happen but that it is likely that other external inputs (and possibly some good fortune) will be required. Still, it is helpful to try to define a long-term vision that is ambitious but specific. “Ending world hunger” is a very nice objective but it will likely require a great many innovations and resources to make it a reality.  

Please go ahead and write down a short impact statement for your innovation that will articulate your ultimate objective. Try to imagine what will change in the world if you are completely successful. Do not look for specific indicators or targets – this should be a short narrative statement that tells people what you are aiming to achieve.Objective

Please enter your impact statement here (no more than 20 words)









Step Two – Now go back to the beginning

Now that you have set your objective for long term impact you wish to create, you will need to jump back to the beginning and express what your innovation will do for or to users or beneficiaries that will generate change. Your functions will be what your target population experiences from interacting with your innovation and its features.  For instance, the function of a new improved cookstove may be to lower the consumption of fuel for cooking purposes in a household. For a literacy app, it will be on-demand instruction available at home. For a new water management scheme, it may be a system to provide affordable clean water to people.  These seem self-evident, but it is possible that an innovation contains multiple functions, such as training programme that equips farmers with skills in both Climate Smart Agriculture AND Financial Literacy, or an electronic records system that digitizes data AND generates automatic alerts to users AND allows staff to perform remote case management.  These elements are quite often understood as the features of your innovation. They are what makes your solution different from “business as usual”. Please think through these features and use the RIL Innovation Functions tool as needed:





Once you have list of 1-5 functions (if more than 5, you may want to consider whether your innovation is viable as a single product/service/approach or whether it may be better packaged as two or more separate solutions), please enter it in the box below:Impact

Please enter your impact statement here (no more than 20 words)









Functions

1. Function 1

2. Function 2 (Optional)

3. Function 3  (Optional)

4. Function 4  (Optional)

5. Function 5  (Optional)







Step Three – Immediate Results / Outputs

What happens when your users or beneficiaries directly interact with your solution? What immediate benefit that the full use of your service, tool or approach will people experience? The answer to these questions will constitute the first results that your solution will be able to claim.  In the Pilot and Scaling Data Tools, you will be looking to express these results in terms of Output Indicators. Here, however, you may use a simple narrative to explain what initial changes you expect to see once your innovation is in use.

Please note that these outputs are often experienced by users who may not be the beneficiaries whose lives you are ultimately trying to improve. For example, a tool that helps Community Health Workers geolocate at-risk households will not directly help these households. Instead, the solution will first create change among CHW’s and health facilities’ understanding of where vulnerability “hotspots” are located. You do not need to address the results of each input – it is more helpful at this stage to concentrate on the general change(s) that will take place once people have fully interacted with the solution.

Functions

1. Function 1

2. Function 2 (Optional)

3. Function 3  (Optional)

4. Function 4  (Optional)

5. Function 5  (Optional)

Impact

Please enter your impact statement here (no more than 20 words)









Outputs (immediate results)

Please describe the immediate change you wish to see



















Step Four – Outcomes

The last step in developing your Simplified Theory of Change is to link your immediate results with your ultimate vision. People sometimes like to jump straight from one to the other, without thinking through all of the steps in between. For instance, an innovator introducing a new kind of entrepreneurship training for youths may think that once the participants have learned how to open a business, their economic outlook will have automatically improved. The reality is that a lot needs to happen between the moment the youths have completed their course and when their income will steadily improve.  They will need to find capital to start their business, register their company, find customers, etc… These steps in the Simplified Theory of Change are critical because they imagine what people will do with the direct benefits of the innovation, how the solution will directly or indirectly benefit others, and, in some cases, how users will help create change for beneficiaries.

You are free to add as many or few intermediate steps to your Simplified Theory of Change as you wish – it will depend on how wide the gap is between your Outputs and your Vision.  To begin, try to visualize what happens after the Outputs are achieved.  What new changes are taking place that lead closer to the achievement of your Vision? Repeat the process until you have a logical chain of results all the way from Inputs to Impact. The step before your vision is reached should be labeled Outcomes. These are the kind of changes you would expect to achieve at the end of the full implementation of your idea through a single project.

Functions

1. Input 1

2. Input 2 (Optional)

3. Input 3  (Optional)

4. Input 4  (Optional)

5. Input 5  (Optional)

Impact

Please enter your impact statement here (no more than 20 words)









Outputs (immediate results)

Please describe the immediate change you wish to see











Intermediate Outcomes (multiple I.O. steps can be added or you can jump straight from Outputs to Outcomes)  

Please describe the intermediate change you wish to see 











Long-Term Outcomes

Please describe the outcome-level changes you wish to see.














An example – Child Friendly Spaces in Emergencies 

Child Friendly Spaces are child care centers deployed to places where displaced families are located (usually emergency shelters or refugee settlements). 

Functions

1. A space where children can spend time in safety

2. Activities in support of Early Childhood Development

3. Distribution of child-friendly WASH items

4. Healthy meals are provided



Impact

The damage to children and communities during rapid-onset disasters is minimized









Outputs (immediate results)

Children are spending time in a safe space where their basic needs and rights are met and their parents have time to attend to their affairs.











Intermediate Outcomes 

Children’s overall wellbeing is safeguarded while they are displaced. Parents have more time and resources to rebuild their lives.











Long-Term Outcomes

Children are able to continue their physical and emotional development during the crisis. The community is able to rebuild faster.















Step Five – Adding indicators to your Simplified Theory of Change

Now that you have completed your Simplified Theory of Change, you can move on to identifying the indicators you will need to collect at each stage.  Please start by using that will help you think through the types of indicators you will need to gather in order to demonstrate the chain of results you expect to obtain. You can obtain guidance on how to select and organize indicators by clicking on this link: How to develop a monitoring and evaluation framework — NCVO Knowhow.

Whereas your output indicators will need to be tailored to your specific functions, your intermediate result and outcome indicators will be more useful if they are standardized. Using standard indicators will allow you to compare your results to those obtained by the system/product/approach you are looking to replace as well as to possible competing solutions. You can find lists of standard humanitarian and social indicators here through these directories:

· UNOCHA Indicator Registry: https://ir.hpc.tools/

· SDG Indicators List: https://unstats.un.org/sdgs/indicators/indicators-list/ (scroll down to open the document in the language of your choice)

· U.S. Department of State / USAID Master Indicator List: https://2009-2017.state.gov/documents/organization/260455.xlsx



You can use any format for M&E/MEAL/Logic frameworks of your choosing or you may be mandated to use a standard organizational template.  You may also use the template included in the Innovation Toolkit Master Worksheet to develop a basic logic framework (“Logframe”) based on your Simplified Theory of Change. A logframe can help you develop a multi-year plan for the scaling of your innovation.

You will also be able to apply the information in your logframe to the Pilot or Scaling Data Management Tools once you are ready to develop a MEAL plan for a specific pilot or scaling project. 
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			Tool purpose


			Use this tool to define the functions that your innovation needs.You will need to review and update the functions as you gather new information about your problem or solution. 











			


			





			When to use this tool


			Use this tool weekly or fortnightly while you’re designing and developing your innovation
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This tool will help you to identify your innovation functions. INTRODUCTION











Innovation functions (sometimes called design criteria or design objectives) are the set of features you need to meet for your innovation to be successful. They might relate to how the innovation looks, feels or works. Example innovation functions are the size of a product and  the length of time that a service takes.





Your innovation functions will be developed through conversations with your team, end users, beneficiaries, experts and other innovators. They should be updated regularly as you learn more about the problem, and about the requirements for a successful solution.  





Clearly defined innovation functions will help you improve your innovation and demonstrate to donors that you’ve collected user feedback to inform your idea. Clear intended innovation features are also important for evaluation because you will assess your solution against the intended features you planned to create. 








[bookmark: _heading=h.gjdgxs]


			STEP ONESTEPS








			Gather innovation team participants





			Gather your innovation team together. If possible, include potential users of your innovation and other stakeholders (such as experts in a relevant area). 





You can use the focus group or in-depth interview tools for more guidance on how to collect information from users. You could also consider conducting an observation to better understand the context. 





Task: Write the problem in Section A of the template at the end of this document[image: ] to make sure you are in agreement on the overall focus of the innovation.





			


STEP TWO





			Identify your innovation functions


As a group, discuss the innovation objectives. At the most basic level, you are asking: what features does the solution need to be successful? 


The descriptions of the functions should be clear, short and specific.


 


 As you come up with your functions, consider:


			User requirements


			What do your intended users need from the innovation? 


What features will make the innovation accessible to the users? For example, does it need to be accessible to those with low literacy or limited resources? 





			Context


			What aspects of the climate, geography and culture does the innovation need to take into account? 


For example, does the innovation need to work in hot temperatures, in low water pressure environments or areas of limited electricity? 





			Resources


			How do the available resources influence the innovation objectives? 


For example, are there particular cost limitations? 





			Technical


			What technical or sector-specific requirements do you need to consider? 


For example, are there any international standards that the innovation needs to meet, such as the Sphere Standards for humanitarian action?





			Other


			What other functions are needed for the innovation to solve the problem? 

















			





STEP THREE





			Prioritise functions





			Ask the innovation team to list the functions in order of how important they are. At the top of the list, place features that are essential if the solution is going to be a success. Lower down the list, include features that are desirable, but not essential. 








			[image: ]


Task: List the functions in order of importance in Section B of the template





			


STEP FOUR. 


Review and refine your innovation functions 


You should regularly review and update the innovation functions as you learn more about the problem, and how best to solve it. Involve your whole innovation team in this process, and continue to draw on feedback from end users. [image: ]





Task: Document the changes you make to the innovation functions by updating section B (make a new copy of the tool so you can track the history of the changes you make ; and always make sure you date the changes).








			
A | PROBLEM





			





			THE PROBLEM:


What is the problem or unmet need you are trying to address? 


			[insert text]




















[bookmark: _heading=h.30j0zll]


			B | INNOVATION FUNCTIONS








			Date: 





			List the innovation functions identified in step 2 in order of importance.


Essential


1.


2.


3.


4.


5.





Desirable


1.


2.


3.


4.


5.
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Qualitative Feedback Guidance Tool

Introduction

To generate feedback about your innovation and conduct simple assessments you will need to use some qualitative tools, such as questionnaires. “Qualitative” refers to a type of data that is usually non-numerical. (For comparison, “quantitative” data is numerical, i.e., it relates to things you can count in some way.) 



Depending on the amount of consultation needed, you can gather feedback through surveys, focus group discussions (FGD) and key informant interviews (KII). Surveys involve the least consultation, while key informant interviews are the most consultative. Click the links in the previous sentence to download instructions on how to conduct these types of consultations.

About this tool

This tool will help you create questionnaires you can use to gather feedback through surveys, focus group discussions and key informant interviews. The tool has two parts: a table to help you decide which generic questionnaire to use and generic questionnaires for you to adapt to your specific innovation and your feedback information needs. 



It is likely you will need different questionnaires at different stages of your project. For example, at the end of the project, you will need to have a final round of consultations that will allow you to understand what key groups of people think of your solution and its potential for further scaling. This means you will need to use this tool more than once. 



Questionnaire guidance 

· Make sure your questionnaire covers all aspects of the user experience and provides you with enough details on specific innovation functions you want to test.  

· Keep questionnaires short (no more than 12 questions) to help increase response and completion rates.

· Use a mix of methodologies (surveys, FGDs and  KIIs) to obtain answers to your questionnaire. Surveys will help you get broad feedback from a large number of users (and can be done remotely too), and FGDs and KIIs will help you get more detailed inputs.

· Take care to consult a representative sample of responders (especially for Questionnaires 1 and 2) and make sure that your consultation methodologies do not exclude vulnerable or marginalized segments of your user base (for example, written questionnaires will exclude illiterate people and FGDs may exclude women if mixed-gender meetings are culturally prohibited). 

· If children are interacting directly with your innovation, make sure you use appropriate, child-friendly language in your questionnaire, that you obtain consent from a legal guardian before starting the questionnaire and that the child is accompanied by said guardian.



You can find other guidance on developing useful user consultation questionnaires here.  Go to the section "project lifecycle" under "crosscutting M&E". 



Questionnaire selection

Find the most appropriate profile of your innovation user in the table to find out which generic questionnaires to use and when you should use them. 

		Innovation user profile

		Questionnaire(s) to be used

		Timing of use



		Primary user is the end-line beneficiary



For example, affected children, adults, parents, and households; informal community groups and farmers. 



Example types of innovations: cookstove, handwashing station, literacy app and cash transfer scheme. 

		1 

		At the introduction of the solution, at least once when people have become habitual users, and after any change in design







		Primary user is an implementer



For example, humanitarian organization staff, health facility staff and Community Healthcare Workers.



Example types of innovation: data management tool, capacity building scheme and drone imagery

		2 for users



3 for leaders in the implementing entity

		Questionnaire 2: At the introduction of the solution, at least once when people have become habitual users, and after any change in design



Questionnaire 3: At the end of the pilot



		User or other stakeholder is in a leadership position in their community, facility or organization



For example, health center managers, headteachers, and heads of village or farmer associations 

		3

		At the end of the pilot



		Innovation does not have “users”



For example, it is process innovation, communication campaign or small business creation. 

		Gather custom feedback from beneficiaries, such as through a Knowledge Attitudes, Practice survey or customer satisfaction survey

		After introducing new content or features







Questionnaire 1

This questionnaire is for end-line beneficiary users. Try to reach a significant percentage of the population with this questionnaire. 

Significant percentage: 25% if the population of end-line beneficiaries is less than 250 people, 10% if the population is more than 250. 



Task: 

1. Determine the number of people you need to reach with the questionnaire.

2. Adapt each of the questions below to fit your innovation. One obvious change is inserting the name of the innovation, but there will be other changes to make so you can gather the information you need. Aim to make your questions as easy to understand as possible.

		

		Questions



		1

		 Is the [innovation] easy to use? Explain why or why not



		2

		How is the [innovation] different to the previous, traditional system?



		3

		What challenges in your life did [innovation] address?



		4

		Which part of the [innovation] do you want to see improved? Explain what changes you’d like to see



		5

		Do you see any reason why you would stop using [innovation]? Explain







Questionnaire 2 

This questionnaire is for implementer users. Try to reach a significant percentage of the population with this questionnaire. 

Significant percentage: 25% if the population of implementer users is less than 250 people, 10% if the population is more than 250. 



Task: 

1. Determine the number of people you need to reach with your questionnaire.

2. Adapt each of the questions below to fit your innovation. One obvious change is inserting the name of the innovation, but there will be other changes to make so you can gather the information you need. Aim to make your questions as easy to understand as possible. 

		

		Questions 



		1

		Is the [innovation] easy to use? Explain



		2

		How does the [innovation] compare to the traditional system? 



		3

		What challenges did you face in implementing [ innovation]? 



		4

		Which component in the [innovation] needs to be improved? Explain what changes you’d like to see



		5

		Do you think it’s possible to integrate the [innovation] into systems you currently use? Explain what you see as barriers and opportunities 



		6

		What challenges do you foresee if the [innovation] were to be scaled up?



		7

		How do you think we should scale up the [innovation]? 







Questionnaire 3 

This questionnaire is for leaders within key stakeholder organizations or within the community. This questionnaire will usually be done through KIIs.

Task: Adapt each of the questions below to fit your innovation. One obvious change is inserting the name of the innovation, but there will be other changes to make so you can gather the information you need. Aim to make your questions as easy to understand as possible. 

		

		Questions 



		1

		How does the [innovation] compare to the previous system?



		2

		What challenges did you face in implementing [innovation]?



		3

		How many people are likely to be impacted by this [innovation]? Explain in terms of age, number, gender and geographical scope



		4

		Which component in the [innovation] needs to be improved? Explain what changes you’d like to see



		5

		Do you think it’s possible to integrate the [innovation] with the systems you currently use? Explain what you see as barriers and opportunities



		6

		What challenges do you foresee if the [innovation] were to be scaled up?



		7

		How do you think we should scale up the [innovation]?



		8

		How cost effective was the [innovation] piloting? Explain in terms of resources saved and efficiency 



		9

		How will you ensure sustainability of the [innovation] at scale? Explain in terms of ownership in the future and administrative costs
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Pilot Data Management Tool 



About this tool 

This tool will help you collect and analyze the data generated by your pilot activities. It will help you get proof of concept (evidence that demonstrates your idea is feasible) for your innovation by:

· Verifying that your innovation is being adopted by its target users (This adoption is known as “innovation uptake”)

· Tracking your engagement with users and communities

· Checking that the innovation’s implementation is leading to the outputs you defined in your Simplified Theory of Change 

· Seeing if these outputs are translating to your defined outcomes for your users and end beneficiaries

· Understanding whether the actual results seen have been affected by issues related to the innovation design or implementation.



This tool covers four steps:

· Define your innovation uptake indicators

· Define your output indicators

· Define your outcome indicators 

· Plan your data monitoring and analysis 



Don’t add your indicators to this document, please use the Excel template provided for this exercise in the Master Worksheet





Step 1 – Define your innovation uptake indicators 

Your innovation uptake indicators will measure the scale and scope of the innovation implementation. These indicators are needed as it is important to understand whether the pilot was able to: reach the intended number of users and beneficiaries, be adopted by target structures, and carry out sufficient consultations with stakeholders. 

Pilots that score well on innovation uptake indicators but poorly on indicators in the output and outcome categories may have innovation design issues to review. 

Task: Adapt the standard indicators in the table below so they fit your innovation and information needs. (Remember to use the Excel workbook, not the table.) Don’t worry about the other columns yet. 

		 

		Indicators 

		Target 

		Reached 

		Percentage Achievement 

		Comments 



		1

		Total number of persons trained on the [innovation]

		 

		 

		 

		 



		2

		Number of structures (facilities/institutions/groups) using the [innovation]. 

For example, the number of schools, health centers, volunteer networks, or refugee camps

		 

		 

		 

		 



		3

		Number of beneficiaries benefiting from the [innovation]

		Men:

		 

		 

		#DIV/0!

		 



		

		

		Women:

		 

		 

		#DIV/0!

		



		

		

		Boys:

		 

		 

		#DIV/0!

		



		

		

		Girls:

		 

		 

		#DIV/0!

		



		

		

		Total:

		0

		0

		#DIV/0!

		



		4

		Number of forums conducted to share information with the beneficiaries and other stakeholders of the [innovation]

		 

		 

		 

		 

		 



		5

		Number of feedback sessions conducted among the pilot users and beneficiaries

For example, the number of surveys or focus group discussions. 

		 

		 

		 

		 

		 



		6

		Number of regular users and beneficiaries of the [innovation] in the pilot area

		 

		 

		 

		 

		 



		7

		Percentage of users and beneficiaries in the pilot area using or benefiting from the [innovation] (This is a measure of at what scale the pilot is operating).

		 

		 

		 

		 

		 



		8

		Percentage of users satisfied with the [innovation]

		 

		 

		 

		 

		 










Step 2 – Define your output indicators

If you have already completed the Simplified Theory of Change Tool (or another type of logical or monitoring framework), you will have already defined your output indicators. 

If you have not yet completed the Simplified Theory of Change Tool, please do that now. 

Output indicators measure what the project has directly produced as a result of its implementation. For instance, an innovation that helps communities visualize areas at risk of flooding may have the number of inhabitants identified as living in high-risk zones, whereas an improved cookstove may immediately save its user cooking fuel and decrease the amount of indoor pollution in the household. Try to test as many of the functions of the innovation through the output indicators you define.

You will need to customize these for your specific innovation or you can use standard indicators. The more standardized they are, the more easily they can be compared and analyzed. 

Task: Add your output indicators to the workbook. Before you copy your indicators, make sure: 

· the indicators are SMART (Specific, Measurable, Accessible, Relevant and Timely)

· you have at least three indicators

· as much as possible, your indicators use data you can collect directly from your users or partners

· the output indicators link to your outcome indicators you have a mix of qualitative and quantitative indicators.  

If you need more guidance on output indicators, refer to the Simple Monitoring Data / Basic Output Data (2.3) and Advanced Monitoring Data (2.4) Guidance in the Toolkit, 


		No 

		Output Indicators 

		Source and means of verification

		Baseline (optional)

		Target 

		Results 

		Percentage Achievement 

		Comments 



		1

		TBD

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		



		2

		TBD

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		



		3

		TBD

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		



		4

		Optional

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		



		5

		Optional

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		





Step 3 – Define your outcome indicator(s)

Your outcome indicator(s) measure the change that the intended beneficiaries (individuals, households, communities or institutions) experience as part of the pilot project. Unlike outputs, outcomes are generally not the direct result of an innovation’s inputs. If you have already completed the Simplified Theory of Change (or another framework), you will already have outcome indicators (potentially at two levels, intermediate and long-term).  If you have not, please refer to the guidance for that tool to find out how to select Outcome indicators.

Task: Add your outcome indicators to the workbook. Before you copy your indicators, make sure: 

· the indicators are not impact indicators that measure very high level, lasting changes in humanitarian situations, such as poverty rates or cultural norms. These changes usually take large-scale, sustained efforts to improve

· the indicators cover measurable changes, such as number of pre-natal visits per month or income generated 

· the needed data can be collected by the implementers or come from existing structures, such as health centers or schools

· the indicators are (mostly) quantitative.

Review the RIL Advanced Monitoring Data (2.4) guidance and the Outcome Harvesting Tool for additional information.






		No 

		Outcome Indicators 

		Source and means of verification

		Baseline 

		Target

		Results

		Percentage Achievement 

		Comments 



		1

		TBD

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		



		2

		Optional

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		



		3

		Optional

		 

		Men:

		 

		 

		 

		#DIV/0!

		 



		

		

		

		Women:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Boys:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Girls:

		 

		 

		 

		#DIV/0!

		



		

		

		

		Total:

		0

		0

		0

		#DIV/0!

		







Step 4 – Plan your data collection and analysis

Task: Now that you have the list of indicators that you plan on using during your pilot, you need to plan with your team how, where and when you will collect this data throughout the course of your pilot.  

Keep these two things in mind as you plan: 

· You should aim to update the Uptake and Output tables monthly and review those results to assess the performance of your pilot. Combined with your user feedback data, this information should help you spot potential issues in the design or implementation of your innovation early enough for you to make a “pivot” (a change). 

· Outcome level data generally takes longer to react to stimulus and therefore may not be ready to analyze until halfway into your pilot or, if the duration is especially short (3 months or less), until the end.
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RIL Humanitarian Accountability and Ethics Checklist 

About this tool

This six-question checklist will help refine your pilot design and help ensure you’re following the Core Humanitarian Standards and Principles for Digital Development. 

You should use this checklist before, during and after the pilot. This checklist doesn’t replace your organization’s existing ethical and safeguarding policies and tools, it should be considered complementary. 

Task: Score your pilot using the questions below. Add notes that explain why you gave the score. 

Note: The questions are written in the past tense (e.g., were, did), when you use this before and during your pilot, adjust the tense in the question as you read it. For example, before the pilot read “were” as “will” and during the pilot read “were” as “are”.



		 

		Question 

		Scoring options

		Score (1-5)

		Explanation



		1

		Were the users of the ( innovation) consulted in the design and implementation of the pilot? 

Refers to: 

Core Humanitarian Standard (CHS) 4

Communities and people affected by crisis know their rights and
entitlements, have access to information and participate in decisions that affect them

Digital Development Principle (DIAL) 1 

User-centered design starts with getting to know the people you are designing for through conversation, observation and co-creation.

		1= No consultation – users were told to implement system as is and had no opportunity to alter the innovation or how it is implemented

2= Minimal or passive consultation – user feedback was not actively solicited but feedback received was considered.

3= Limited consultation – user feedback was solicited in restricted ways such as during a single event or via a small sample of stakeholder consultation. Feedback was not consistently sought during both design and implementation phases of the pilot but was used to make decisions.

4= Active consultation – There were multiple opportunities for users to share feedback with the pilot team and the input was routinely used to make adjustments

5= There were extensive structured consultations featuring all stakeholders and feedback was systematically incorporated into the design and implementation of the solution or otherwise addressed

		

		



		2

		Was information on the pilot shared with all relevant stakeholders? 

Refers to:

CHS 4

Communities and people affected by crisis know their rights and
entitlements, have access to information and participate in decisions that affect them

DIAL 9 

Being collaborative means sharing information, insights, strategies and resources across projects, organizations and sectors, leading to increased efficiency and impact.

		Assess the pilot against the criteria below: 

· All members of the community (regardless of language, age, social group, gender, physical condition or economic situation) have access to basic information on the pilot

· Information provided was complete and included details on the design of the innovation, the planning of the pilot, the expected outcome, the risks and benefits to the users, beneficiaries and community at large and the next steps after the project’s end

· Information was provided to the community at multiple stages in the project, including the beginning, mid-point and end.

· Information was shared through active means and with opportunities for dialogue 

If 0 criteria are met, score is 1

If 1 criterium is met, score is 2

If 2-criteria are met, score is 3

If 3 criteria are met, score is 4

If all 4 criteria are met, score is 5



		

		



		3

		Did the pilot exacerbate inequalities or vulnerabilities in the area of implementation?

Refers to: 

CHS 1 

Communities and people affected by crisis receive assistance appropriate and relevant to their needs

CHS 3

Communities and people affected by crisis are not negatively affected and are more prepared, resilient and less at-risk as a result of humanitarian action

		1= The project was aware of potential risks to the participants and/or the wider community (such as possibility of abuse and exploitation, exposure to dangerous materials or equipment, increased stigmatization, etc…) and went ahead without any monitoring or mitigation measures OR the project did not undertake take risks into considerations at all during the design and implementation

2= Risks were informally considered during the project design but not actively monitored or mitigated in the implementation

3= The pilot design included a basic risk analysis and limited measures were put in place to monitor possible negative impacts to vulnerable populations during the implementation

4= A thorough risk analysis was conducted during the design phase, leading to the development of mitigation measures and the inclusion of warning indicators in the MEAL system

5= The project established an independent mechanism to identify and evaluate potential and actual harm to the communities throughout all phases of design and implementation. Project staff were empowered to pause or cancel activities based on risks encountered.



		

		



		4

		If personal information was collected, was kept safe and secure? 

(Leave blank if not relevant) 

Refers to: 

DIAL 8

Addressing privacy and security in digital development involves careful consideration of which data are collected and how data are acquired, used, stored and shared.

		1= Serious breaches of data security were observed leading to sensitive personal information being made easily available to unauthorized persons. 

2= No serious data breaches were observed but private information about users and/or beneficiary was not kept secure from unauthorized access

3= Private and sensitive information was kept safe through basic measures (password protection, removal of documents from public places) from the general public but could be obtained by certain individuals who should not be authorized

4= Access to personal and private information was restricted to selected personnel through effective means. Project staff were trained on data security.

5= Effective data security measures were detailed in a Standard Operating Procedure and were routinely tested to ensure inaccessibility to any non-authorized individual, including criminals.

		

		



		5

		Did the pilot include the necessary accountability mechanisms to ensure that it would receive constructive criticism, complaints and suggestions from users and other stakeholders without fear of negative consequences? 

Refers to: 

CHS 5

Communities and people affected by crisis have access to safe and
responsive mechanisms to handle complaints

		 Assess the pilot against the criteria below: 

· All beneficiaries regardless of language spoken, age, social group, gender, physical condition or economic situation had the ability to communicate with the project team during all phases of the project

· It was possible to provide feedback in an anonymous manner

· The feedback mechanisms put in place were routinely used by beneficiaries

· The project team communicated on the feedback received and used it to manage the pilot

If 0 criteria are met, score is 1

If 1 criterium is met, score is 2

If 2-criteria are met, score is 3

If 3 criteria are met, score is 4

If all 4 criteria are met, score is 5

		

		



		6

		Did the pilot treat all those who took part in its design and implementation fairly and equitably?

Refers to: 

CHS 8

Communities and people affected by crisis receive the assistance they
require from competent and well-managed staff and volunteers

		1= Staff from implementing agencies and/or volunteers from the community were obligated to work overtime and beyond their scope of work for no additional pay and/or organizations were forced to cover additional costs budgeted for other activities.

2= The pilot required existing staff to take on additional work during regular working hours with no direct incentive provided. Community volunteers were asked to perform the work at the level of paid personnel with no compensation.

3= Existing staff were required to take on additional work but were compensated fairly for the extra duties or responsibilities. Unpaid volunteers were not asked to perform work equivalent to paid positions.

4= Participation from existing staff was either not required or performed on a voluntary basis with fair compensation for the extra work. Community volunteers were provided fair monetary or non-monetary compensation.

5= All costs (monetary, time, effort, etc.) related to the pilot were covered through the funding available in comprehensive, fair, transparent and timely manner. Opportunities to participate in the pilot were made available to all qualified individuals. 
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		1 DAY



		Summary



		Tool purpose

		The pivot diary will help you (a) reflect on your decisions, (b) consider the impact of your assumptions and (c) compare your expectations with actual results. 



		When to use this tool

		Use this tool every time you make a decision that causes you to change part of your innovation. 

You should also use it after you use any other Iterate tool to record what you learned and the decisions you made as a result.
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INTRODUCTION



This pivot diary tool supports your learning during your innovation process. You will  use it to record your decisions, changes in direction, and adaptations. The process of reflection and discussion in your team encourages clear decision-making. 



This pivot diary will provide a record that you can use later to tell the story of your innovation and to explain your innovation process to donors and other stakeholders.



Iterations: Small changes to the way your idea is implemented. 

Pivot: Radical changes in the design, rationale or implementation of your idea









		[bookmark: _Hlk530038769]STEP ONESTEPS





		Discuss your learning 



		

In your team, discuss what you learned from using the Iterate tool.



		



		

STEP TWO



		Fill in the pivot diary

[image: ]

The diary templatre is toward the end of this document. Add:  

· The date. 

· The CAUSE: what caused a change in direction. For example, did feedback from your community lead you to identify a change in the need? Did an expert stakeholder suggest a different way to approach the problem?

· The change: describe the change you made, include what you originally set out to do and your revised action. Say how they are different. 

· The expectation: describe what you expect to achieve as a result of making the change.



You will complete the Actual Outcome column later.  



		



STEP THREE



		Fill in the actual outcome



		



		[image: ]After 2 to 4 weeks of making your pivot, record what actually happened as a result. 

If possible, use the Iterate and Data tools to collect evidence of what happened. 












TEMPLATE







		[bookmark: _Hlk530039731]PIVOT DIARY 

		Date

		Cause of change  

		Change

		Expectation 

		Actual Outcome



		

		

		

		

		



		

		



		

		

		



		

		

		

		

		



		

		

		

		

		







		

		







Inspired by: DEPP labs pivot logbook





















		



		

Keep developing your innovation through adjusting the innovation objectives, prototyping and piloting. Document any changes in the pivot diary.









What’s next?
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Pilot Innovation Story Tool-Version 2

Guidance 

Use this tool to develop a case study that describes your innovation process, and identifies important success factors and barriers. A case study can be used to publicize your work both internally and externally, and to demonstrate a thoughtful, evidence based approach to potential new donors. Use this tool intermittently, after major events such as completing a pilot or a failed scale up

1.  Describe the desired future your project seeks to create





2. Share what you learned in studying the problem









3. Now describe 3 to 4 parts of the solution and positive feedback from testing it





4. Identify three to six key success factors: why do you think they were they important, and what would have happened otherwise? 















5. Identify three to six key problems: why do you think they happened, and how did they affect the innovation process?





6. Identify the key turning points - prioritise those that most of the users mentioned, and that you consider to be the most relevant, critical and transformative





7. Share the benefits and value that would be created as a result





8. Ask for the audience’s support with a specific way they can help/support





Pilot Story Template 



		
Title



Introduction to the case study 

This is a very brief opening for the case study, offering a few words to present the innovation and the major characters involved in its development. The introduction is meant to quickly lay out the issue that is being addressed and its context, and the main characters in a way that grabs the reader’s interest to continue reading the story. 



Context 

A good case study provides the reader with information about the context that will help the reader understand why the innovation developed in the way that it did. This can include information on the: 

· Location and community 

· Specific sector 

· Organisation 

· Partners and other stakeholders 



What was the problem? 

This section describes the primary challenge or problem being faced and the underlying issues that impact a solution to the problem. Major characters involved in the case story are introduced.



Important events 

Describe important events in each phase:

· Design

· Prototyping

· Pilot 

· Scale 



You may wish to discuss the different things that you tried, and why some did or didn’t work. Explain how the innovation was designed, and implemented, and some of the challenges involved in the implementation and outcomes. Highlight any differences that you identified in different prototypes or tests. 







You might wish to include the timeline of your Critical Turning Points here. 



Was this a successful innovation? 

Explore whether or not the innovation was successful, and include evidence to back this up (the EVALUATE tools can help you with this). Identify 1-3 factors that contributed to success, and 1-3 factors that limited the success of the implementation. 



What was learned about innovation? 

This section can cover a few different issues such as what the characters learned and how their ideas were reinforced or changed as they went. It should highlight what could have been done differently and why. The section could also outline things that might have made other potential solutions more feasible. 
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Value for Money / Return on Investment Calculation Tool 



Introduction

Innovators are often asked to demonstrate how their solution compares with established products, services or approaches in terms of value and/or how financial support to the innovation will yield future income or savings. While these are important and legitimate questions, they can be very difficult to answer conclusively and favorably during early stages of development and implementation. For one thing, pilots generally occur at a small scale and require extra staff time for training, oversight, design tweaks and special MEAL work, making per beneficiary costs higher than they would be for an established project operating at scale.  Secondly, VfM and ROI metrics are usually expressed in monetary terms to fit the private sector perspective from which these terms originate. It is entirely possible that innovations that significantly improve outcomes for children may actually cost more (or come in as additional costs) to existing programming.  

VfM and ROI metrics for Save the Children innovations may therefore need to be expressed through other “currencies” such as time saved, risks removed, and/or indicators of individual/community welfare. Because the purpose of those calculations is to evaluate the benefits of investing financial resources into a project, you will still need to link your result “currency” to money spent on implementing your pilot.



Instructions

1. Identify your “returns currency.” 

Based on your Impact Hypothesis and/or indicators listed above, look for a measurable unit of results that is directly linked to the deployment of your innovation (so most likely an Output). Changes in the measurement of that unit should be clearly understood as a net gain by the user, beneficiary or implementing agent (in this case, Save the Children and its partners). The emphasis should be on the most clear improvement generated by introducing the innovation (as compared to the traditional system or the absence of any). 

Here are some examples:

· An app that helps Community Health Workers better plan their routes and schedule visits may lead to an increased number of household visits performed over a period of time. The unit here would be Number of CHW visits performed per month (or whatever the frequency of the report may be);

· An improved cookstove may immediately generate lower consumption of charcoal (or firewood) by households. The unit here would be Kilograms of Charcoal (or Firewood) consumed per week, month or year;

· An innovative campaign to sensitize children on gender inequalities seeks to bring awareness of harmful and positive behavior to boys and girls. ROI/VfM may be measured in the Number of Children who have been exposed to these new types of messages;

· A remote training solution can help reduce the costs of sending trainers to provide in-person sessions. Here the primary benefit of the innovation can be measure in Money (pick appropriate currency) saved by Save the Children.

· A drone survey may help identify the extent of damage from a natural disaster in hours rather than days. Time saved would be the currency unit here. 

Using a single “returns currency” to justify a complex Theory of Change is clearly simplistic and it is unlikely that you will find a single unit of measurement that will accurately convey the full benefits of your solution. The purpose of VfM/ROI calculations is meant to be narrow and clear, however, for organisations looking to understand how different levels of investment will generate change.  You may think of it as a proxy indicator – one that suggests a larger change without necessarily fully demonstrating it. In some rare instances, you may have no choice but to use two distinct currencies, if your innovation is designed to lead to unrelated outcomes.  In that case, you will need to express both in your ROI/VfM calculations, not have separate ones per currency.

For the purpose of this exercise, we will be filling the ROI/VfM table using the example of Child Friendly Schools.  In the case of that past innovation, the Returns Currency could be the number of hours of safe child care provided.  For maximum effect, it would make sense to calculate not just the number of hours that the CFS operates but to add up the number of hours for each child served (since this is also the amount of time that adults in the community will now have free to manage their recovery).  In this instance, you can see that a currency can actually apply to two separate outputs (safe environment for children and free time for caregivers).

Please go ahead and add your Returns Currency to the table below:

		

		Returns Currency

		Innovation Unit

		Cost per Unit (current)

		Total Returns

		Returns per Unit

		Current ROI per 1 USD

		Projected Cost per Unit (at scale)

		Project Total Returns (at scale)

		Projected Returns per Unit

		Projected ROI per 1 USD



		Example:

		Hours of safe Child Care provided

		

		

		

		

		

		

		

		

		



		Your input:

		

		

		

		

		

		

		

		

		

		







2. Selecting your innovation “Unit” 

Understanding the cost of implementing a “unit” of your product, service or approach is essential to demonstrating its scalability and sustainability.  It will be generally clearer to define what a “unit” is when you are working with a product (cookstove, solar lamp, creative video content, water filter, etc…) or service (training curriculum, virtual coaching, automated referrals, online platform, etc…) than a more general approach (digital safeguarding, innovative financing, CTP scheme, etc…). For innovations that combine multiple products or services, the “unit” may a package of things. “Units” can be small in scale and individually used (a single water filter, book, reusable sanitary pad), very large and distributed (a national Information Management System, global youth engagement platform, new social enterprise model) and everything in between.  When choosing your unit, please keep the following in mind:

· Units must be something that you produce, i.e. an input.  They cannot rely on external uptake by users, participants, beneficiaries, etc…. For instance, if you are setting up a new kind of volunteer engagement platform, your unit will be the platform itself, not the number of volunteers (Hours of volunteering generated may be you Currency, however);

· There is no advantage to making the unit as small and distinct as possible. Since ROI/VfM will be ultimately calculated on a dollar per results currency basis, there is will be no harm in selecting a very large “unit” that will yield a higher level of results;

· Since we will be looking to assess unit costs, it is essential that you select a unit whose pricing (current and future) can be known and estimated. 

Using the Child Friendly Space example, the Unit for such a service would be the platform itself – a CFS center.  This may include several distinct spaces (per age group or gender depending on the context) within a single location such as a community shelter, IDP camp, etc…

		[bookmark: _Hlk86152775]

		Returns Currency

		Innovation Unit

		Cost per Unit (current)

		Total Returns

		Returns per Unit

		Current ROI per 1 USD

		Projected Cost per Unit (at scale)

		Project Total Returns (at scale)

		Projected Returns per Unit

		Projected ROI per 1 USD



		Example:

		Hours of safe Child Care provided

		1 CFS Space

		

		

		

		

		

		

		

		



		Your input:

		

		

		

		

		

		

		

		

		

		







3. Measuring you Unit Cost

Because implementation costs tend to be much higher during early phases on development (prototype, pilot) than for solutions operating at full scale, it is recommended that you calculate VfM/ROI for at least two stages, “Current” and “At Scale.”  

The “Current” stage should consider the costs of implementing your solution at whatever scale you are currently planning or managing. This may include the costs of further refining the solution, of added MEAL support, initial capital investments (equipment, construction, etc…, maintenance/upkeep and trainings (initial and refresher).  For instance, if you are planning a six month pilot of your solution, you should factor in the full costs of your pilot project, not just the costs of producing the Unit that you have selected. 

In the example of the Child Friendly Space, let us imagine that this is the first time that CFS is being trialed in a particular setting.  To pilot the approach, the following costs would have to be factored in for the expected operating span of each CFS Center:

· Local purchase or importing of CFS equipment (furniture, education material, etc…);

· Save the Children staff time (including CO technical and operational support and project hires);

· New staff and volunteer training costs (including additional sessions for replacement staff/volunteers if turnover is expected)

· Travel costs for SC staff to/from the CFS Center;

· Costs for meals catered for children (if included in the service);

· Background checks for staff and volunteers;

· Other equipment (tablets for MEAL support, phones for new staff, etc…)



For the sake of argument, let us assume that operating each CFS center for a planned 1 month pilot will be $20,000. 

		

		Returns Currency

		Innovation Unit

		Cost per Unit (current)

		Total Returns

		Returns per Unit

		Current ROI per 1 USD

		Projected Cost per Unit (at scale)

		Project Total Returns (at scale)

		Projected Returns per Unit

		Projected ROI per 1 USD



		Example:

		Hours of safe Child Care provided

		1 CFS Space

		$20,000

		

		

		

		

		

		

		



		Your input:

		

		

		

		

		

		

		

		

		

		







Please go ahead and calculate your current Cost per Unit

4.  Calculate you current VfM/ROI.  

Now that you have a Unit Cost and Returns Currency for your current stage of innovation, you can go ahead and combine them to develop your current VfM/ROI ratio.   To do so, you will need to calculate the amount of the Returns Currency that you are generating.  For instance, if you are distributing solar reading lights to 30 households for a six months pilot, your “returns currency” may be Hours of Additional Lighting provided per household and your Innovation Unit is a single solar light. Assuming that these lights provide 2 hours of illumination each evening, the 6 month pilot would return 365 hours of light per household for a total of 10,950 hours across 30 HH. Please note that if you are planning on letting the beneficiaries keep the devices after the end of the pilot and their expected lifespan is 5 years, the expected results would yield a much higher return, in this case 109,500 hours of additional lighting. Conversely, your currency may have no “lifespan” to speak of – i.e. it does not accumulate extra value over time. This would be the case with a training course, for example. Once the course is finished the knowledge acquisition ends. 

To make your VfM/ROI table more understandable, you will want to express your Returns on a per unit basis. In the case of the solar lamp above, that would be either 365 hours (for 6 months) or 3,650 hours (for 5 years) per lamp distributed. This will help reviewers understand how many units may yield a given result. 

Finally, you will want to divide your Returns per Unit by your Unit Cost to get to your ROI for each $1 invested. You can use any monetary currency and can use any amount that is most appropriate (e.g. 1 GBP or 1000 Ugandan Shillings) – for this example, we will use US dollars .  If the solar lamps mentioned above cost $50 apiece (including all support costs), then the ROI for a pilot where they were given away permanently would be 3,650/$30 or 73 hours of additional light for every dollar spent.

Returning to our CFS example, let us assume that each Center will be open for one month, serve 200 children with an average of 50 hours spent under supervision. That would come to a total of 10,000 hours of child care.  Based on a unit cost of $20,000 per center, the ROI per dollar would be 0.5 hours (or 30 minutes).

		

		Returns Currency

		Innovation Unit

		Cost per Unit (current)

		Total Returns

		Returns per Unit

		Current ROI per 1 USD

		Projected Cost per Unit (at scale)

		Project Total Returns (at scale)

		Projected Returns per Unit

		Projected ROI per 1 USD



		Example:

		Hours of safe Child Care provided

		1 CFS Space

		$20,000

		10.000 hours of safe child care

		10,000 hours of safe child care

		0.5 hours / 30 minutes of safe child care

		

		

		

		



		Your input:

		

		

		

		

		

		

		

		

		

		







Please go ahead and calculate your current Returns per Unit and ROI per $1 (or whatever monetary currency you prefer).

Tips: In the above example, we divided the total returns (10,000 hours) by the Cost per unite ($20,000). 10000 / 20000 = 0.5 hour per dollar, which can also be expressed as 30 minutes.



4.  Calculate you future VfM/ROI.  

Estimating what you expect your ultimate Value for Money and Return on Investment is essential to demonstrate the scalability and eventual sustainability of your innovation.  As mentioned above, it is likely that unit costs will diminish over time as your design is perfected and as your scale of production and delivery increases.  In order to create these estimates, you will need to first decide what “At Scale” implementation means for you. There is no easy guidance here, some innovators intend their solution to be mass-produced and distributed around the world, while others would consider a local niche market to be their ultimate scale point.  The question to ask here may be: At what point do you see your innovation demonstrate significant improvement over its alternative ? For an expensive product such as a drone capable of delivering heavy payload to remote areas, that point may be reached after several years of increased production efficiency, when its cost becomes affordable to the programs serving these communities or the communities themselves.  For a low-cost digital product such as a mobile application, the At-Scale ROI may happen very quickly after a conclusive pilot.

Using your current cost structure as a starting point, you will need to develop a budget for your At-Scale scenario. You will likely need to make several assumptions about lower production costs, more distributed management and support costs and more availability of trained personnel (amongst other things).  Since this is an estimated projection, you are free to use your best informed guesses as to what that budget will be. Please do make certain to keep your calculations and rationale on record – you may well be asked to show how you arrived at certain figures.

Now that you have a new, presumably lower Unit Cost, you will also need to estimate what Returns it will yield. Again, think of a possible scenario of at-scale deployment of your innovation and calculate what you would expect to see happen on a per unit basis. In the case of the solar lamp discussed above, perhaps it will eventually be mass produced and distributed at $20 apiece and now has a seven year lifespan. Should Save make it a standard part of its emergency shelter distribution, it could perhaps be provided to 100,000 HH around the world during various emergencies.  That would mean a total of 511 million additional hours of lighting and a per $1 ROI of 255 hours of additional light.

Using the CFS example, NGO that introduced the approach to its country may see its ultimate scale as being part of every emergency shelter that is opened after a disaster.  Supplies are now pre-positioned and can be reused across multiple emergencies, reducing upfront costs. There is a network of trained and pre-vetted personnel and volunteers who will only require minor refresher training and no more background checks. Costs per Center may be cut in half, with Returns per Center staying the same, though Total Returns would significantly increase if 10 CFS are expected to operate simultaneously.

Please go ahead and calculate your own Projected Costs, Total Returns, Returns per Unit and ROI per $1 (or other currency). 

		

		Returns Currency

		Innovation Unit

		Cost per Unit (current)

		Total Returns

		Returns per Unit

		Current ROI per 1 USD

		Projected Cost per Unit (at scale)

		Project Total Returns (at scale)

		Projected Returns per Unit

		Projected ROI per 1 USD



		Example:

		Hours of safe Child Care provided

		CFS Space

		$20,000

		10.000 hours of safe child care

		10,000 hours of safe child care

		0.5 hours / 30 minutes of safe child care

		$10,000

		100,000 hours of safe child care

		10,000 hours of safe child care

		1 hour of safe child care



		Your input:

		

		

		

		

		

		

		

		

		

		









Congratulations! You have now completed your Value for Money / ROI calculations!
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Innovation Toolkit master worksheet -- Pilots v1.xlsx
ToC logframe

				Note:  Refer to Simplified Theory of Change Tool for guidance. 														Sample  logframe for an improved cookstove innovation

				Outputs (Immediate Results)														Outputs (Immediate Results)

				Narrative (from Simplified Theory of Change)		Output description		Indicators		Disagregation		Target (optional)						The cookstove will immediately provide households with a fuel efficient, low-emission, fast, safe and reliable method of preparing food.		Output description		Indicators		Disagregation		Target(s) (optional)

						Output 1		Indicator(s) for Output 1		Disagregate data for each indicator		Target for each indicator								1) Cookstove uses less fuel than current cooking method		1a) Kgs of fuel consumed per use		By type of fuel (charcoal, wood, etc…)		50% less than previous cooking method

						Output 2 (optional)		Indicator(s) for Output 2		Disagregate data for each indicator		Target for each indicator								2) Cookstove generates less smoke		2a) Perceived improvements in indoor air quality by users		By shelter type		80% of users report cleaner air during cooking

						Output 3 (optional)		Indicator(s) for Output 3		Disagregate data for each indicator		Target for each indicator								3) Cookstove cuts down time for meal preparation		3a) Average time per week spent cooking meals; 3b) Average time per month spent collectiing fuel		Disagregate by cook gender, size of household (HH)		3a) Food cooks in 20% less time than before; 3b) 30% fewer time needed to acquire fuel

						Output 4 (optional)		Indicator(s) for Output 4		Disagregate data for each indicator		Target for each indicator								4) Cookstove is used without generating harmful incidents reported (burns, fire, spill)		4a) Number of harmful or risky incidents reported		By gender, age of user		0

						Output 5 (optional)		Indicator(s) for Output 5		Disagregate data for each indicator		Target for each indicator								5) Cookstove does not fail to function 		5a) Failure rate		By gender and age of user		0%



				Intermediate Outcomes														Intermediate Outcomes

				Narrative (from Simplified Theory of Change)		Outcome Description		Linked Outputs  (from table above)		Indicators		Disagregation		Target (optional)				Regular use of the cookstove results in cost savings for the household , less time spent collecting fuel and cooking meals, and improved well being for household residents		Outcome Description		Linked Outputs  (from table above)		Indicators		Disagregation		Target (optional)

						Outcome 1 		List of linked Outputs 		Indicator(s) for Outcome 1		Disagregate data for each indicator		Target for each indicator						A) Households spends less income purchasing fuel		1		A1) Average cost of shelter-related energy / fuel (UNOCHA Shelter/NFI indicator); 		By HH size and type of fuel used		A1) 50% reduction in montly household costs

						Outcome 2 (optional)		List of linked Outputs 		Indicator(s) for Outcome 2		Disagregate data for each indicator		Target for each indicator						B) Household (especially women and girls) spend less time acquiring fuel and cooking		2		B1) Amount of time spent by household members collecting fuel and cooking meals		By gender, women-led households, household size		30% reduction

						Outcome 3 (optional)		List of linked Outputs 		Indicator(s) for Outcome 3		Disagregate data for each indicator		Target for each indicator						C) Household members report improved wellbeing due to introduction of cookstove		1,2,3,4,5		C1) Perceived improvements in HH air quality		By gender, age		70% report improvement

						Outcome 4 (optional)		List of linked Outputs 		Indicator(s) for Outcome 4		Disagregate data for each indicator		Target for each indicator						D) Stress on local natural resources reduced		1		D1) Amount of fuel sourced from local wood or brush; D2) Amount of fuel sourced from recycled biomass		By location		D1) 75% reduction; D2) 10-50% (increase over time)



				Long-term Outcomes														Long-term Outcomes

				Narrative (from Simplified Theory of Change)		Outcome Description		Linked Outcomes  (from table above)		Indicators		Disagregation		Target (optional)				Prolonged use of the cookstove improves the economic situation and health condition of the household		Outcome Description		Linked Outcomes  (from table above)		Indicators		Disagregation		Target (optional)

						Outcome 1 		List of linked Outputs 		Indicator(s) for Outcome 1		Disagregate data for each indicator		Target for each indicator						i) Households report increased levels of disposable income (through savings on fuel and/or time reallocated for income generating activities)		A, B		ia) Number and percentage of affected households requiring assistance to cover their energy needs (UNOCHA Shelter/NFI indicator); ib) Change in main source of income	(UNOCHA Early Recovery indicator); ic) Change in expenditure patterns (UNOCHA Food Security indicator)		By HH type, location, gender of income earner, female-headed HH		ia) 30% fewer HH require fuel assistance; ib) 15% of HH report additional income generating activities, ic) HH reports 25% increased spending on primary needs (food, health, education, shelter, WASH)

						Outcome 2 (optional)		List of linked Outputs 		Indicator(s) for Outcome 2		Disagregate data for each indicator		Target for each indicator						ii) Respiratory health of household (particularly food preparer and young children) improves		C		iia) Household members reporting a respiratory illness in the previous month		By gender age		iia) decrease of 50% from baseline

						Outcome 3 (optional)		List of linked Outputs 		Indicator(s) for Outcome 3		Disagregate data for each indicator		Target for each indicator						iii) Natural resources around the community are less severely exploited for cooking purposes		D		iiia) Proportion of the land that is degraded over total community land area (SDG inicator 15.3.1)		By location		iiia) 0 increase over baseline



						Impact														Impact

						Narrative (from Simplified Theory of Change)		Indicators		Disagregation		Target (optional)								Use of the cookstove at scale in settlements contributes to community-level sustainable development		Indicators		Disagregation		Target (optional)

								Indicator(s) for Outcome 1		Disagregate data for each indicator		Target for each indicator										Proportion of population living below the national poverty line		By gender and age		10% reduction over baseline

								Indicator(s) for Outcome 2		Disagregate data for each indicator		Target for each indicator										Percentage of cookng energy needs met by sustainable renewable resources		N/A		80%

								Indicator(s) for Outcome 3		Disagregate data for each indicator		Target for each indicator





Pivot Diary



				Trigger  		Change		Expectation 		Actual Outcome

		Date

		Eg. 1 July 2018











Pilot Data Management Tool



				Pilot Data Management Tool



				Innovation Uptake Indicators

						Indicators 		Target 				Reached 				Percentage Achievement 		Comments 

				1		Total No of persons trained on the [Target Innovation]

				2		No of structures (facilities/institutions/groups) utilizing the innovation. Ex: number of schools, health centers, volunteer networks, refugee camps, etc…

				3		No of beneficiaries benefiting from the [Target Innovation]		Men:								ERROR:#DIV/0!

								Women:								ERROR:#DIV/0!

								Boys:								ERROR:#DIV/0!

								Girls:								ERROR:#DIV/0!

								Total:		0		0				ERROR:#DIV/0!

				4		No of forums conducted in sharing information with the beneficiaries/stakeholders of the [Target Innovation]

				5		No of Feedback sessions conducted among the Pilot beneficiaries (number of surveys, FGD, etc…)

				6		# of regular users and beneficiaries of the new innovation in the pilot area

				7		% of users and beneficiaries in the pilot area using or benefiting from the innovation (i.e. at what scale is the pilot project operating within the programme area).

				8		% of the end users satisfied with the innovation 

				Output Indicators

				No 		Indicators 		Source and means of verification				Baseline (optional)				Target 		Results 		Percentage Achievement 		Comments 

				1		TBD						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!

				2		TBD						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!

				3		TBD						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!

				4		Optional						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!

				5		Optional						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!

				Outcome Indicators 

				No 		Indicators 		Source and means of verification				Baseline 				Target		Results		Percentage Achievement 		Comments 

				1		TBD						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!

				2		Optional						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!

				3		Optional						Men:								ERROR:#DIV/0!

												Women:								ERROR:#DIV/0!

												Boys:								ERROR:#DIV/0!

												Girls:								ERROR:#DIV/0!

												Total:		0		0		0		ERROR:#DIV/0!





Feedback Evaluation Tool



				Feedback Evaluation Tool



				Questionnaire 1

						Profile of respondants (location, role, gender, etc…)

						Number of respondants (disagregate by gender, age, function)

						Methodology (Survery, FGD, KII, etc…)

						Questions 		Feedback		Notes

				1		 Is the [Target innovation] easy to use? Explain why or why not

				2		 What is better about the [Target innovation] compared to the previous traditional system? Explain

				3		What challenges did [Target innovation] adddress? Explain

				4		Which part of the [Target innovation] do you want to see improved? Explain

				5		 Do you see any reason why you would not keep using [Target innovation]? Explain

				Questionnaire 2

						Profile of respondants (location, role, gender, etc…)

						Number of respondants (disagregate by gender, age, function)

						Methodology (Survery, FGD, KII, etc…)

						Questions 		Feedback		Notes

				1		 Is the [Target innovation] easy to use? Explain

				2		 What is better about the [Target innovation] compared to the previous traditional system? Explain

				3		What challenges did you face in implementing [Target innovation] at your level? Explain

				4		Which component in the [Target innovation] needs to be improved? Explain

				5		 Is it possible to integrate the [Target innovation] with the traditional systems you currently use? Explain

				6		What challenges do you foresee if the [Target innovation] were to be scaled up?

				Questionnaire 3

						Profile of respondants (location, role, gender, etc…)

						Number of respondants (disagregate by gender, age, function)

						Methodology (Survery, FGD, KII, etc…)

						Questions 		Feedback		Notes

				1		 What is better about the [Target innovation] compared to the previous traditional system? Explain

				2		What challenges did you face in implementing [Target innovation] at your level? Explain

				3		How many people are likely to be impacted by this innovation?

						Explain in terms of age, number, gender and geographical scope

				4		Which component in the [Target innovation] needs to be improved? Explain

				5		 Is it possible to integrate the [Target innovation] with the traditional systems you currently use? Explain

				6		What challenges do you foresee if the [Target innovation] were to be scaled up?

						Explain the scaling pathway that will be adopted in your view?





ROI-VfM Tool



				Value for Money / Return on Investment Tool



						Returns Currency		Innovation Unit		Cost per Unit (current)		Total Returns		Returns per Unit		Current ROI per 1 USD		Projected Cost per Unit (at scale)		Project Total Returns (at scale)		Projected Returns per Unit		Projected ROI per 1 USD

				Example:		Hours of safe Child Care provided		CFS Space		$20,000		10.000 hours of safe child care		10,000 hours of safe child care		0.5 hours / 30 minutes of safe child care		$10,000		100,000 hours of safe child care		10,000 hours of safe child care		1 hour of safe child care

				Main ROI/VfM

				Secondary ROI/Vfm (optional)

				Tertiary ROI/Vfm (optional)
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