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ABOUT NCVO

NCVO champions the voluntary sector and volunteer movement to create a 
better society.

We connect, represent and support over 13,500 voluntary sector member 
organisations, from the smallest community groups to the largest charities.

This helps our members and their millions of volunteers make the biggest 
difference to the causes they believe in.

Within NCVO, the Charities Evaluation Services (CES) team supports 
voluntary organisations to describe and measure the difference that they 
make, through external evaluations, consultancy and training. We believe 
evaluation should be meaningful, usable, proportionate and appropriate to 
the context.

Search for NCVO membership

Visit www.ncvo.org.uk/join

Email membership@ncvo.org.uk
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PBE harnesses the tools and insights from economics to help charities, 
social enterprises and their funders first understand and then improve the 
impact and value of their work. 

We do this by using good data, analysis and judgement, working with 
skilled volunteer economists who we match with charities to provide 
insight and advice. We then disseminate all the results of our work to 
extend knowledge of this area and improve practice. 

Established by Andrew Haldane and Martin Brookes in 2009, our Board of 
Trustees is currently chaired by Lord Gus O’Donnell, with trustees 
including Professor Diane Coyle and Sir Dave Ramsden, and patrons such 
as Bronwyn Curtis OBE, Lord John Eatwell, Dame Kate Barker and Lord Jim 
O’Neill. We are based in London and have 7 staff members, including our 
CEO Julia Grant.

About Pro Bono Economics

© Pro Bono Economics 3



Charities must produce evidence of results

"In this world, where money is increasingly tight and you have to prove to 
everybody you are making a difference . . . 

This is a world where you need to be measuring what you are doing." 

Lord Gus O’Donnell, PBE Chair of Trustees
“Charities must produce evidence of results,” Financial Times, February 5, 2016
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Insight on the impact issue
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PROBLEM: Charities 
struggle to attract reliable, 
mission aligned funding

• Shrinking public sector 
funding

• Charities struggle to 
prove impact

• Private capital lacks the 
metrics and frameworks 
to invest with 
confidence

SOLUTION: Focus on impact 
and value

• Matching high quality 
economists with 
charities

• Gathering the right data 
to track outcomes

• Making the case for 
investing in and for 
impact

RESULT: Better impact and 
service improvements

• Charities understand 
and improve impact

• Investors see how their 
funds make a difference

• Service improvements 
benefit the lives of 
people in need



Impact measurement is important, but it’s 
tough
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Measurement continues to play a larger role in the social sector…

• 68% feel impact measurement is ‘essential’ to the success of their organisation

• 85% find impact measurement ‘challenging, but worthwhile’

• Shift of focus in how data is used from ‘proving’ to ‘decision making’ 

…but the majority of organisations have yet to ‘crack’ it

• 45% characterise their knowledge and awareness of impact measurement as ‘poor’

• Only 2% find impact measurement easy

• 40% of organisations receive external assistance to guide impact measurement

• Organisations state that key aspects of impact measurement are ‘in focus’, but not done well and cannot 
be a priority for spending

Source : https://www.buzzacott.co.uk/uploads/impact-measurement-perspectives-from-the-front-line.pdf - 2017 survey of 130 charities and social 
enterprises, 84% of which are from the UK and 16% from other countries.



Why is data/evidence important for a charity?

• Confirms if outcomes align with theory of change/business plan?

• Estimates the true value of services to users and society  public

• Improves understanding of what works, but also what doesn’t, and what could work better

• Drives insight into performance

• Generates actionable recommendations to improve quality of service

• Demonstrates value to funders and commissioners
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Key questions charities should be asking 
themselves
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• What should we be monitoring, and why? 

•What data should we collect and how? Monitoring & Measurement

• How can we show our work is effective in improving the outcomes we 
target for our beneficiaries? 

•What/how can we do better?Effectiveness

• How can we quantify the economic and social value of our work?

•Do we provide value for money from a societal perspective?

•What are the benefits of our work for stakeholders (e.g. beneficiaries, 
govt/tax payers)

Impact
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Typical issues you will need to consider

Key questions

Who is the intervention aimed at 
and what is it meant to 
accomplish?

What data is currently collected or 
missing?

Why are the targeted outcomes 
valuable and who is expected to 
benefit?

Is there a feasible way to value the 
impact of the intervention?

Feasibility assessment

Is an economic analysis feasible 
now or in future? 

Types of study

Yes: Provide appropriate economic 
analysis to assess the value of the 
intervention.

No:  Provide advice on what data 
would be needed, and/or advice on 
how to better demonstrate the 
value of the intervention:
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We use a two stage framework
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Stage 1
Assess intervention & 
effect on outcomes 

Stage 2
Economic analysis of impacts

Inputs used to supply 
service

Attributable change in 
outcomes

Delivery cost (C)
(over time)

Monetised benefits (B)
(over time)

• NPV/BCR of programme

• Scenario analysis

• Breakeven/viability analysis

• Sensitivity analysis

Typical outputs

1. How to estimate the % improvement in outcomes caused by the intervention.

2. How to value the improvement in outcomes in monetary terms.

The two central 
issues



Any questions so far?

When considering impact measurement what 
are the key data constraints your organisation 

has faced (or is facing)?
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2. Assessing an intervention and the impact 
on outcomes



First step is to understand the scope and 
rationale of the intervention
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Key considerations:

• Objective: what social problem does it tackle?

• Target group (beneficiaries): who is the service aimed at?

• How: what is the intervention? How is it delivered, and what inputs/resources 
used?

• Intended effect: how is the intervention expected to work?  What outcomes 
are targeted and how do these help address the relevant social problem?

• Selection: how is the intervention allocated to people (e.g. self-referral, 
agency referral) and what criteria are used? 



Case Study: evaluating the economic benefits 
of mental health provision in primary schools.
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1:10 children aged 5-16 have a clinically diagnosable mental 
health problem.   

Place2Be is a children’s mental health charity that provides 
in-school support and training to improve the emotional 
wellbeing of pupils, families, and staff in primary and 
secondary schools, with services reaching 116,000 pupils 
across 282 primary and secondary schools in the UK.

The charity approached Pro Bono Economics to assess the value for money of its one-to-one counselling 
service in primary schools.

• 4,548 children 
• 251 schools
• At a cost of £4.2m (2017)



A useful tool – the logic model framework

Inputs

Labour, rent 
etc.

Activities

Sessions run

Outputs

People helped

Outcomes

Improved skills

Impact

Increased 
employment
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Planned work of charity Intended results

Simple representation of intervention that is widely used by charities and evaluators to explain what they do.
• Helpful to include in our reports when describing the intervention.
• Also helps identify and explain what should be measured by the charity.
• NB – any intervention will be based on a set of assumptions and causal mechanisms that are not shown in a

simple logic model. These are typically captured in the ‘Theory of Change’ for the intervention.



Case Study: Our approach to the evaluation of 
social interventions
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Intervention
Effect on 
individual

Economic/ 
Social 

outcome

What charity does Intended results

Use economic analysis to assess net social benefit of intervention; fiscal impact; and 
cost-effectiveness of alternatives.  



Need to consider a range of issues

1. What is suitable counterfactual?

2. How is effect of intervention measured?

3. Strength of link to socioeconomic outcomes

4. Value of social outcomes: monetary, wellbeing, 
other

5. Displacement of existing activities

© Pro Bono Economics 17



Measured outcomes must often be linked to 
later impacts 

Intervention

• Counselling in 
primary 
schools

Measured 
outcome

• Improvement 
in mental 
health

Linked outcome

• Better 
academic 
attainment

Impact

• Higher 
productivity
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Many social interventions target outcomes that support improvements in later life chances (e.g. improved educational attainment
at school is linked to improved employment, health, and wellbeing). Broadly, there are two options for assessing improvements in
such linked outcomes:
• Monitor longer term outcomes: requires systematic process to follow-up and gather data, potentially for several years. Not

feasible for most charities, or useful given long timescales.
• Infer from existing studies: requires reliable causal relationships between short and long term outcomes. Typically, these will

come from longitudinal studies that can be used to derive relevant conditional probabilities that can be use to forecast long-
term effects.



Can an improvement in outcomes be causally 
attributed to the intervention?
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Attributable
improvement
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Without 
intervention

Show causation via counterfactual analysis Considerations

Ideally, we would like to compare outcomes with and
without the intervention for the same individuals and all
else equal.
This is not possible, so the ‘without’ outcome must be
inferred from data on outcomes for a group of different
individuals who did not receive the intervention.
Care is needed to ensure that this comparison is reliable
i.e. comparator group should be closely matched to the
treatment group, with any differences controlled for in
the analysis. Selection bias commonly arises where the
intervention is not randomly allocated (including due to
unobservable differences between individuals (e.g. re.
ability/motivation) and the severity and implications of
this must be considered.



In practice, there are a range of ways to assess 
attribution, including:

• Often not appropriate for social interventions, due to cost, practicality and 
ethical concerns.

• PBE does not carry out RCTs, but we do use the results of RCTs if available.

• Based on random allocation of intervention to eliminate selection bias

Randomised 
Control Trial

• Based on comparison of change in outcome for treatment group vs comparison 
group over same period.  Need to control for (observable) differences in groups 
using matching or regression.

• Less rigorous that RCT, but easier to do. Relies on ‘parallel trend’ assumption to 
identify the causal effect of an intervention.

Difference in 
Difference
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Most of the social interventions we consider seek to make 
lasting changes over time – hence need to consider 
whether improvements are sustained

Examples

• Employment support for NEET: how long does employment last?

• Counselling in primary schools: are mental health improvements sustained after counselling?

• Literacy support in early years: are improvements permanent?

Application to PBE projects

Systematic collection of follow-up data is challenging – costly, low response rate etc.

At best charities may have follow up data at 1 year, but rarely longer.  Often no follow up data is 
collected.

Hence often necessary to make a reasoned judgement. Again, it is important to acknowledge low 
reliability/high risk of error, and a scenario-based approach is recommended. 
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Any questions so far?

Do you consider your net impacts?

If so how? And if not why?
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3. Economic analysis



High level framework for economic analysis of 
charity programmes

Charity uses scarce 
resources to produce 

change & create social 
value

Present value of 
benefits from 
intervention

Attributable outcomes  
x value

Present value of  cost 
of intervention

Inputs x cost
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Four key principles
• Benefits should reflect the imputed social 

value of the improvement in outcomes 
due to the intervention.  

• Inputs should be valued at opportunity 
cost. 

• Relevant timeframe depends on duration 
of effects from intervention.  (NB – in 
practice uncertainty about duration of 
impact may limit ability to forecast 
benefits).

• Discount future benefits and costs (in real 
terms) using HM Treasury real STPR –
3.5%.



Common sources of potential benefit and 
their incidence

Incidence

Charity beneficiaries

Government (or taxpayers)

Others

Potential source of 
benefit

Increased (net) income from 
employment

Improved health and wellbeing

(Potentially) avoided costs on 
public services

Lower transfer payments (benefits 
and taxes)

Improved wellbeing e.g. from 
lower crime, better social 

cohesion/inclusion
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Exclude 
transfer 

payments 
and ensure 
no double 
counting

Value to 
society

The relative importance of these will depend on the nature and effectiveness of the intervention



The benefits to include depends on the 
relevant perspective

• In principle, all of the relevant benefits should be included. In practice, important 
to focus on the most material benefits. 

• Benefits that cannot be monetised should be assessed qualitatively. 
Value to society

• Focus is on fiscal benefits i.e. increase in tax revenue less expenditure on public 
services and welfare.

• Include both cashable and non-cashable savings
Fiscal value

• Focus on change in net income + individual wellbeing from improved outcomes

Value to beneficiaries
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Estimating benefits in practice

Key steps

• Identify key socio-economic outcomes from Logic Model & evidence on linked outcomes.

• Establish which outcomes can be monetised:

• set out economic rationale for valuation.

• identify source for estimate of unit value. 

• Record non-monetisable outcomes and assess in qualitative terms.

• Use Benefits Register table to record this analysis and explain your approach.

Sources for valuation estimates

• Valuation approaches

• Economic benefits: use market price.

• Fiscal savings: use published unit cost estimate for avoided public costs.

• Non-market (social) benefits: use published subjective wellbeing based estimate where relevant.

• See PBE guidance on data sources.
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Estimating programme costs

Purchased inputs

• Charities can provide figures from management accounts

• Two main cost categories:

• Direct costs: salaries, materials, rent.

• Overheads: share of central office costs.

• NB – typically will need to allocate % of overheads and shared resources (e.g. based on relative usage 
or other appropriate measure).

Donated inputs

• This includes use of premises, donated materials, and volunteer support

• In principle, these should be valued on an opportunity cost basis that reflects the value of the 
alternative use.  

• The cost of volunteers includes out-of-pocket expenses (e.g. travel) and opportunity cost of time.  
Note that these may be offset by the benefits of volunteering.
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Need to consider both purchased and donated (non-pecuniary) inputs



The form of economic analysis depends on 
the question and data availability 

These are the most commonly used approaches in our work

• Net Present Social Value (NPSV): estimate of the present value of social benefits less the 
present value of costs.  This provides a measure of the net social value of the relevant 
intervention relative to the counterfactual no intervention scenario.

• Benefit-Cost Ratio (BCR): estimate of the ratio of the present value of benefits to the present 
value of costs (e.g. £4 benefit per £1 invested.

• Breakeven analysis: estimate of the value of a particular parameter that would lead to an 
NPSV of zero (e.g. the deadweight factor,  unit value of outcome, duration of benefits etc).

• Scenario analysis: tool for exploring how costs and benefits vary under different sets of 
assumption (e.g. about deadweight and duration).

• Cost Effectiveness Analysis (CEA): comparison of the cost per unit outcome for interventions 
that target the same outcome. 
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Reporting guidelines – best practice

Economic analysis

• Set out assumptions clearly (e.g in key assumptions table).

• Ensure reader can trace numbers through the report.

• Avoid unsupported assertions/judgements. Use illustrative scenario analysis where appropriate.

• Take care over assertion of conservative approach. ‘Best estimate’ usually more accurate.

• Don’t over claim and provide independent assessment of caveats and limitations.

Overall presentation

• Develop clear ‘storyline’ to explain analysis.

• Use accessible language for charity audience and avoid technical jargon.

• Use easy to read tables, with figures and charts to tell the story.

• Set out detailed supporting data/analysis in annexes and footnotes. 

• Short 1-2 page executive summary that provides standalone summary of context, study scope, key findings and 
recommendations. 
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Case Study: the analytical framework
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Depression 
Lower probability (age 16-60) Cost:  £4.2m 

Using Place2Be 2016/17 
financial data 

Impacts, age 11-60 

Value for Money 

Net Benefit:  £21.7m 

Benefit : Cost Ratio: 6.2 

Impact of Place2Be 
Counselling, age 4-11 

Wages 
Higher hourly wage (age 16-60) 

Smoking 
Lower probability (age 16-60) 

Total Benefits 
Private:         £16.2m 

Government:  £9.3m 

Society:            £0.4m 

Total:              £25.9m 

Exclusion 
Lower probability (age 11-16) 

Crime 
Lower probability (age 16-26) 

Truancy 
Lower probability (age 11-16) 

Employment 
Higher probability (age 16-60) 

Improved mental 
health 
Based on SDQ scores 
before/after counselling 

Value of Place2Be 
Counselling 



What do you believe is the best way of valuing 
your organisation’s impacts?
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Discussion: What does this mean for you?

What is the key constraint to measuring your organisations impacts (e.g. data limitations, 
identifying net impacts, valuation, etc.)?

What is the key benefit you have derived from measuring your impacts?

Payment by Results: a good or bad idea?  
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www.probonoeconomics.com
@ProBonoEcon | @CESOnline

www.ncvo.org.uk/charities-evaluation-services

http://www.probonoeconomics.com/
http://www.ncvo.org.uk/charities-evaluation-services

