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IN MY RECENT ROLE as the Team Leader of the Monitoring and 
Evaluation project for the Rockefeller Foundation’s Poverty Reduction 
through Information and Digital Employment (PRIDE) initiative, I 
worked closely with a portfolio of grantees, including Samasource. Using 
their work in Kenya as a blueprint, we jointly explored and assessed how 
impact sourcing allows young people to build better futures.  

A mission-driven organization, Samasource has emphasized the impact 
of microwork on the lives of its employees through personalized stories, 
as well as through a broader analysis of its workforce. More recently, the 
organization has dedicated additional time and effort to understand how 
employment and training translate into broader economic and social 
outcomes for individuals and their families. In reviewing their approach, 
priorities, and lessons in this report, Samasource is reaffirming the 
importance of assessing impact for the organization, its employees, and 
the communities in which it is situated.

Beyond examining the organization’s own approach and lessons, 
this is an important public good contribution to a sector that 
lacks a diversity of models on social impact measurement in 
practice. This report represents an important contribution to a sector 
that is seeking more insightful examples of impact measurement in 
practice.

As Samasource has shown, assessing impact must be feasible, relevant 
and integrated. There are also important lessons herein for policymakers, 
evaluators, industry associations, and other stakeholders in the areas 
where employment, information and communications technology (ICT)  
and inclusive business approaches intersect.

Finally, this is – and perhaps always will be – a work in progress, 
as Samasource learns from its own experiences and that of other 
organizations. These are important issues to consider, not just for 
monitoring and evaluation practitioners. I look forward to seeing how the 
various elements in this report are applied, refined and challenged by our 
colleagues working in this area, and welcome your feedback and insights 
on your own experiences and lessons.

Karim Harji

Youth unemployment rates remain alarmingly 
high across the globe—we have a critical need for 
thoughtful youth employment strategies. These must be 
accompanied by practical and relevant approaches to 
understand the nature, sustainability and impact of job 
creation efforts.
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WHO WE ARE
Across the globe, 197 million people 
are unemployed, and another 1.5 
billion are vulnerably employed—
working in menial, poorly paying 
positions without security or safety. 
According to the World Bank, over 
3 billion human beings live on an 
income of less than $1.50 per day, 
which often isn’t enough to purchase 
basic amenities like food and shelter. 

Samasource is a groundbreaking 
social business that helps people 
pull themselves out of poverty with 
digital work. Since 2008 we have 
trained and employed over 7,000 
disadvantaged youth and women 
through the Microwork model, 
which breaks down large digital 
projects into smaller tasks. Many 
of the youth and women we employ 
have never used computers or the 
internet before in a professional 
capacity. Yet we enable them to make 
high-quality contributions to image-
tagging and transcription projects 
for prominent global clients such 
as LinkedIn, Google, Microsoft, and 
Getty Images.  

We are also very proud to be an early 
pioneer of Impact Sourcing—the 
practice of supporting disadvantaged 
people to become employed in the 
business process outsourcing sector, 
and to develop a set of important 
foundational and technical skills. 
Impact sourcing has been supported 
by the Rockefeller Foundation through 
their “Digital Jobs Africa” initiative.

Samasource believes in creating 
new access paths to market-
driven, dignified work that pays 
a sustainable, living wage. 
Our poverty alleviation model is 
predicated on the theory that exposure 
to formal work and fair pay can be 
transformative for the disadvantaged. 
This impact can transcend the 
period of time in which workers 
earn wages completing digital tasks 
for Samasource. We introduce our 
workers to the formal economy, and 
refine their soft and ICT skills that 
allow them to compete in local and 
global labour markets.   

Our goal is to provide a crucial 
stepping stone into better jobs, stable 
careers, and increased earnings that 
improve their quality of life, as well 
as their dependents’ quality of life. 
We’re committed to tracking the 
effectiveness of our model toward this 
ambitious goal, and to continually 
fine-tuning our approach in order 
to effectively reach and support the 
greatest number of people possible. 

WHY MEASURE IMPACT? (fig. 1)

Impact measurement is the compass 
that determines our organization’s 
path; there is no other method by which 
we can prove and thereby improve our 
model’s efficacy. Importantly, the data 
we cull from the field on a daily basis 
doesn’t just “keep us honest” — it also 
directs us toward deeper, more-
sustained impact.

Our system of impact measurement 
is multifaceted, and teaches us about 
every single beneficiary: who they 
are, how they define their experience 
working for Samasource, and what 
impact the experience has had on 

them and their families. These 
measurements also provide an 
aerial view of our impact: the total 
number of people we’ve reached, what 
demographics we’re helping the most, 
and what influence geographical 
or cultural nuances may have.  For 
example, we’ve learned that a majority 
of our urban workers send money to 
their rural family members, widening 
the reach of our impact. Interestingly, 
cultural obligation is often the reason 
that income is shared.

Measuring impact is often time-
intensive, resource-heavy, and 
expensive.  It requires crucial support 
not only across an organization, but also 
from external partners.  Much effort is 
expended without immediate “return.”  
These are some of the biggest reasons 
why many organizations (both large 
and small) do not measure impact at 
all, do not measure impact in-house, or 
do not measure impact systematically 
or robustly.  At Samasource, we face 
the same challenges—but we face them 
with a conducive mix of prudence, 
scrappiness, and organizational buy-in. 

We see our system of impact measurement as an integral step in our organization’s 
cycle of iterative learning and improvement.  

Framework loosely adopted from “The Lean Startup.”

fig. 1

At Samasource, we believe impact measurement is 
critical. We use our system of impact measurement 
to monitor, understand, and improve our impact. As 
a start-up, we’ve also found deep value in using our 
M&E insights to inform key business decisions. In 
this paper, we summarize our thinking, objectives, 
methodology, learnings, challenges, and limitations 
as they relate to impact measurement.

Our goal is to contribute both transparency 
and learning to the impact sourcing, nonprofit, 
evaluation, and social enterprise arenas. 

We hope to elicit deeper and more frequent 
conversations on  impact assessment, and to initiate 
new M&E and learning partnerships with similarly 
motivated organizations and institutions.   

EXECUTIVE SUMMARY
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HOW DO WE MEASURE IMPACT? 
Samasource defines successful social 
impact through its Breadth x Depth 
formula. 

Breadth refers to how many lives 
we impact with digital work—both 
directly (workers) and indirectly 
(workers’ dependents).

Depth refers to our effect on a single 
worker—how a formal-sector job can 
change a life. Aforementioned surveys 
help us systematically measure and 
track changes in workers’ outcomes, 
professional development, skills, 
attitudes and perceptions over time. 
Our key depth success metrics 
revolve around short and long term 
financial benefits, job stability, 
future employability, professional 
development, and changes in 
confidence and outlook. 

In development, it is easy to think 
that breadth and depth are analogous 
to quantity and quality.  Oftentimes, 
more breadth means less depth—
helping more people means you help 
each individual person less.  What 
Samasource does and wants to show, 
however, is that this doesn’t need to be 
a trade-off.  To illustrate this, we must 
measure both well, over time. 

CORE MEASUREMENT TOOLS
Our proprietary web-based platform 
enables us to capture a standard set 
of robust data on every single worker, 
at multiple points of their tenure with 
Samasource, on a systemized and 
rolling basis. This platform has allowed 
us to partly automate the process of 
data collection, providing an efficient, 
constant stream of insight on our 
workers and our impact. Our current 
measurements include: 

BASELINE ONLINE SURVEY (fig. 3)

Workers cannot start any project tasks 
until they have completed this survey, 
which consists of approximately 90 
questions and takes approximately 30 
minutes to complete. Data collected 
include: demographics, geographical 
information, household information, 

stable work experience. Focusing on 
these groups allows our model to have 
maximum impact on people at the 
bottom of the pyramid (BOP).

How does employment through 
Samasource change workers’ lives?

To answer this question, we administer 
a survey to all workers who have been 
with Samasource for approximately 
5 months. In this survey, we track 
workers’ incomes and expenditures. 
Additionally, we identify categories 
of skills learned and types of training 
received. Importantly, we compare 
their responses here to their baseline 
responses in order to determine 
positive changes Samasource has had 
on earning and learning.

What are the longer-term changes 
in our workers’ lives that are 
attributable to Samasource?

To determine this longitudinal 
trajectory, we first collect data on 
workers at the point of exit.  Here, 
we ask why workers are leaving and 
where they are going. Additionally, 
we follow-up with workers 6 months 
to 18 months after they have left 
Samasource.  At this point, we want 
to know what former workers are 
doing. Are they in school?  Are they 
working?  If so, we seek to identify the 
type of work, type of company, hours 
of work, salary, and skills being used. 
We want to assess whether or not 
these workers’ career paths have been 
shaped by their tenure at Samasource, 
and how. We also continue to collect 
data on quality of life indicators such 
as happiness, health, outlook, and time 
spent on leisure.  

Ultimately, our belief is that workers 
can better their lives and the lives of 
their dependents on their own terms 
by continuing to make a living wage.

WHAT DO WE MEASURE?
The factors that maintain cycles 
of poverty worldwide are often 
local socio-economic ones. Due to 
a lack of access to education or job 
opportunities, for instance, people will 
not have enough money to afford basic 
needs for themselves or their families. 
The quality of life experienced declines 
as a result. At Samasource, we focus on 
the relationship between earnings and 
quality of life—and the role that formal 
work can play in increasing both. 

Our goal is to help as many people as 
possible pull themselves out of poverty 
sustainably. We define a permanent 
departure from impoverishment 
as: the ongoing ability to provide 
one’s self and one’s dependents 
with safe housing, nutritious 
food, education, and savings. Our 
programs target individuals with 
over two dependents, because they 
represent the greatest opportunity 
to impact as many people as possible 
with a single job and paycheck. 

Our mixed methods measurement and 
evaluation (M&E) system is designed 
to assess the impact Samasource is 
making on these factors. This system 
is focused around three mission-
relevant questions:

Are we reaching our target 
population?

To answer this question, we assess the 
poverty level and quality of life of our 
incoming workers.  We also identify 
their baseline levels of computer 
literacy, work skills, and work 
experience. We also track whether 
our delivery centers have achieved 
gender parity in the hiring process 
and if workers fall within the youth 
age bracket (18-30). Our employment 
targets are individuals with very 
low income, and who lack formal or 

WE FOCUS ON THE RELATIONSHIP 
BETWEEN EARNINGS AND QUALITY OF 
LIFE—AND THE ROLE THAT FORMAL 
WORK CAN PLAY IN INCREASING BOTH.

fig. 2

Our longitudinal multi-point 
measurement system captures 
relevant data over time.  Our rolling 
assessments ensure that we have a 
standardized data collection process 
for each of our beneficiaries. 

We leverage Wufoo, an online form builder, for our online surveys.  Our workers 
move seamlessly from the SamaHub to our Wufoo form, and return to the SamaHub 
upon completion. 

fig. 3

STANDARDS & INFLUENCES
Our surveys are informed by best practices in international development and poverty assessment survey methodology.  
Specifically, our surveys contain and mirror the themes, indicators, phraseology and terminology found in the below tools. 

• PPI : the Progress out of Poverty index was developed by the Grameen
Foundation and is a country-specific poverty measurement tool.  We 
include all country-specific PPI questions in our respective surveys.

• LSMS:  the Living Standards Measurement Study was established by
the Development Research Group of the World Bank to explore ways of 
improving the type and quality of household data collected by statistical
offices in developing countries.

• FLS:  the Family Life Surveys are conducted by RAND and their local
research institution partners in developing countries. They are a set of
detailed household and community surveys.

• GSS:  the General Social Survey contains a standard core of
demographic, behavioral, and attitudinal questions and is widely 
regarded as the single best source of data on societal trends in the U.S.

• We have also found it helpful to align our survey to local conditions 
by aligning with national census surveys such as the KIHBS (Kenya
Integrated Household Budget Survey) and UNHS (Uganda National
Household Survey) in our respective surveys. 

(fig. 2)
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BASELINE & FOLLOW-UP  
ASSESSMENT TESTS (fig. 4)

Our assessment tests consist 
of 16 questions each and take 
approximately 15 minutes to complete. 
They contain questions that assess 
English proficiency, as well as ICT 
work skills.  We test three major 
categories of ICT work: web research, 
document categorization, and 
sentiment analysis. These questions 
mirror and in many instances, 
duplicate the common tasks that 
workers perform on the SamaHub. 
The test also requires navigation on 
external websites (web research) 
as well as the use of attachments 
(document categorization).  

Importantly, correctly answering 
these questions requires skills 
that we believe workers learn from 

We developed our own workers’ skills assessment capability by translating our task delivery 
process into a testing process.

fig. 4

prior income, prior experience, ICT 
skill levels, expenditure buckets, 
PPI indicators, health, outlook, 
motivations, and future aspirations.   

The primary purpose of this survey is 
to establish a baseline measurement 
of our workers’ and workers’ families’ 
socioeconomic levels. This allows us 
to build and understand our average 
worker profile, which is regularly 
reported to funders and stakeholders, 
and to ensure that our delivery center 
partners are adhering to our social 
impact criteria.

FOLLOW-UP ONLINE SURVEY 
When workers reach their 4-month 
mark with Samasource, they are 
automatically notified via the 
SamaHub that they must complete a 
follow-up survey, which consists of 
approximately 80 questions and takes 
approximately 25 minutes to complete. 
To minimize work disruption, workers 
are given a 2-week window to take the 
survey, after which they will not be 
able to access SamaHub tasks without 
having completed it.

This follow-up survey lets us better 
understand changes in our workers’ 
lives that are attributable to their time 
with Samasource. Major indicators 
would include changes in income, work 
stability, expenditures, skills attained, 
and health. Data from this survey are 
part of a monitoring suite that confirms 
whether our delivery center partners 
continue to pay a living wage. 

Samasource training and tasks. These 
skills are also valuable for the most 
common forms of targeted post-
Samasource employment. The tests 
are therefore an excellent gauge of 
post-Samasource employability.

Our proprietary web-
based platform enables 
us to capture a standard 
set of robust data on 
every single worker, 
at multiple points 
of their tenure with 
Samasource. 

6 7

• Worker QJ is 22 years old
• She lives in a slum dwelling, 20 

km away from our work center in 
Kolkata

• She has no formal work experience
• She hopes to improve her level of 

education (currently Secondary) 

• QJ works 36+ hours a week for 
Samasource

• She is satisfied with her current 
amount of work

• She spends more on utilities, food, 
and education for her household

• Her short-term goal is to become a 
team leader

Example Data

• QJ’s initial assessment scores in 
both English and ICT work skills 
were low:  45%, 30%

• After 6 months of Samasource 
work, we saw an improvement in 
both categories:  75%, 80%

• The specific projects QJ has 
worked on correlate to her 
improvement in these skills

Example Data

Example Data



SUPPLEMENTAL 
MEASUREMENT TOOLS 
To verify the information collected 
by our core measurement tools, and 
to collect additional data, we also 
conduct other surveys and interviews 
on random subgroups of current and 
former workers:  

HOUSEHOLD SURVEYS (fig. 5)

Household surveys are a common 
tool in development for assessing 
the poverty levels of individuals 
and communities. These surveys 
furnish Samasource with detailed 
insights into workers’ daily lives and 
circumstances. Household surveys 
demand greater interactivity 
between enumerators and 
respondents compared to 
our online surveys, which 
enables discussion about more 
complicated and nuanced issues. 
A sizable portion of the data collected 
is also directly observable (i.e. number 
of rooms, material of roof, other 
household members, and the existence 
of certain consumer goods), providing 
an additional level of data integrity. 

Data collected from household surveys 
also allows us to extrapolate our other 
findings to larger social contexts.  
Specifically, comparing our datasets 
against those collected by others, in 
regions or areas where Samasource 
does not work, allows us to forecast 
the potential impact of our program 
in these geographies.  This is done 
by deliberating having or sharing the 
same questions when eliciting desired 
data points. “Sharing” questions with 
nationally administered household 
surveys (which generally consist of 
over of 10,000 surveys per run) is a 
common practice that allows us to 
not only understand our beneficiaries 
better, but also how valid our impact 
might be on a much wider population.  

POST-SAMASOURCE SURVEYS

Successfully collecting detailed data 
on individuals who no longer work for 
Samasource is extremely difficult but 
critically important.  Only through 
this data can we understand and 
verify the longer-run outcomes of our 
workers.  Like the household surveys, 

Post-Samasource surveys must be 
conducted in the field, with the help 
of a trained enumerator.  We have 
conducted these Post-Samasource 
surveys both in person as well as via 
telephone. 

WORKER INTERVIEWS (fig. 6)

Meeting and talking to individual 
workers provides a direct and 
interactive form of learning. Members 
of our team regularly and informally 
engage with our workers in the field.  
Additionally, we have conducted video 
interviews over the internet via Skype. 
Interviewing workers in this manner 
reveals the human context behind the 
numbers we collect and report.     

Our household surveys (seen in PDF format below) are administered via hard-copy, paper 
surveys.  Collected data is then input via an electronic form on a real-time basis.

fig. 5

PROJECT DATA (fig. 7)

Our technology platform gives us the 
ability to look at work data linked to 
every worker.  What this means for 
impact measurement is the ability to 
tease out activity, performance, and 
tenure data.  This becomes important 
when we think about the efficacy of 
training and the extent to which the 
type of work we deliver makes an 
impact on workers in both the short 
and long-term. 

We leverage Looker, an innovative business intelligence tool, to pull relevant data from all our SamaHub platform user data.  

fig. 7

San Francisco HQ Samasource staff Goldie Chow, Jon Lanthier, and Twisha Mehta interview Naume, a worker in Kampala, Uganda.

fig. 6

INTERVIEWING WORKERS REVEALS THE 
HUMAN CONTEXT BEHIND THE NUMBERS 
WE COLLECT AND REPORT.
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SUCCESSES
Over the course of the last year, we’ve built not only a system of M&E, but 
an internal and external standard for it in our space. This system, and its 
corresponding standard, has deepened our commitment to reporting, 
transparency, and accountability.  We also now better understand our 
workers’ paths out of poverty—empowering us to maximize our impact as we 
continue to scale.  

As an example, our M&E work has led us to bolster our definitions, our 
auditing, and our focus on two core facets of our model: our target population 
and the living wage we pay.  Specifically, our ability to analyze our worker 
data against poverty indicators has helped us determine the efficacy of 
our impact target population criteria, and make the right enhancements 
accordingly.  With respect to living wage, learning about our workers’ diets 
and expenditures gave us a better ability to “set” a fair, living wage—above and 
beyond any common standard such as the Fair Wage Guide, local minimum 
wages, or World Bank PPP $4/day benchmarks.  

Here, we bring in an external rubric to illustrate “how we’re doing.”  The below table is adapted from Accenture’s “Recruitment, Training, and 
Impact Measurement; a Recommended Approach for Impact Sourcing.”  We think we’re off to a good start in this regard—but we have a long way 
to go in terms of leveraging as well as improving the system.

Table adapted from “Recruitment, Training, and Impact Measurement; a Recommended Approach for Impact Sourcing,” page 96. Accenture 2013.

SAMASOURCE
“LEVEL”

ASSESSMENT
QUESTION

IMPACT MEASURMENT 
SUCCESS FACTOR

CRITERIA
MET

High 
Performance

Does your organization 
have clearly defined 
strategic drivers?

Clearly defined drivers

• Use of LogFrame or similar tool for defining 
mission, purpose, goals, objectives

• Consistent review of alignment between 
mission, objectives, and indicators

Advanced

Is there complete buy-in 
and awareness throughout 
your organization of your 
approach to measure 
impact?

Unified Implementation

• Standard processes throughout organization 
but not documented 

• Industry frameworks applied 
• Awareness of LogFrame, indicator catalog, 

and Balanced Scorecard across organization

High 
Performance

Does your organization 
have the capacity and 
capability to perform 
rigorous data analysis?

Effective data analysis

• Analysis largely objective but includes 
subjective evaluation 

• Real-time reporting capability 
• Individual and Family impacts are measured; 

community impacts are in progress

Advanced /
High 
Performance

Does your organization have 
the ability to scale Impact 
Measurement?

Ability to scale

• Collaboration with CBOs and NGOs in field 
• Dedicated Impact Measurement Resources
• Continuous process improvement culture 
• Feedback mechanisms in place for all 

stakeholders

Advanced
Does your organization 
leverage tools to measure 
impact?

Tools leveraged

• Tools both developed in-house or packaged 
solutions with little customization 

• Advanced solutions used (e.g. SQL Database, 
Web interface, Reporting)

LEVERAGING TECHNOLOGY
Our ability to use a digital platform to connect to each 
and every one of our workers is a boon to our impact 
measurement objectives.

LIMITATIONS of METHODOLOGY
We’re continuously improving our 
system of impact measurement, and 
we recognize that even at its most 
accurate, this system has several 
limitations. Some of these limitations 
are specific to our organization and 
its model, and others are shared by 
almost all organizations trying to 
measure impact in similar ways. 

Knowing, acknowledging, and 
addressing these limitations (with or 
without success) to our system is as 
important as our system itself.  

RELIANCE ON SELF-REPORTING

Our core survey tools rely on self-
reported data. Self-reported data 
is ubiquitous in international 
development (from tiny nonprofits to 
the World Bank)—oftentimes there is 

no other cost-effective way to harvest 
the necessary information. In the 
data we collect that is self-reported, 
only some of it can be independently 
verified, such as worker earnings, 
number of family members, and 
prior employment. At Samasource, 
we use triangulation of data from 
multiple sources.  For example, we 
look at multiple surveys, pay audit 
data, payroll data, and center policy as 
‘multiple checks’ on our living wage.  
However, other data points cannot be 
verified, and can also be distorted by 
survey bias or inaccuracy. Workers 
can experience selective memory, 
erroneous memory, exaggeration, 
positive skew, negative skew, 
attribution error, and intentional 
falsehoods. We encourage our 
workers’ honesty by upholding their 
privacy and requiring their consent to 
release any information with which 
they provide us.  

INABILITY TO CAPTURE  
THE FULL PICTURE

In many instances, we underestimate 
the true and full impact of 
Samasource. Some of this is 
driven by the ambitiousness of our 
‘transformational’ model: it can be 
impossible to account for all the ways 
that lives are changed when they move 
out of poverty, and the entire spectrum 
of benefits that a person gains from 
achieving a sustainable livelihood— 
this also applied to the benefits 
realized by their family or community 
members.  For example, we might be 
able to ask every worker how much 
more money they bring home, but it 
becomes more difficult to quantify to 
what extent increased spending on 
education impacts the happiness of 
their children. Similarly, our belief 
that Samasource has a lifetime impact 
on workers by moving them out of 
poverty cannot yet be tested due 
to the relatively short existence of 
Samasource.  

Lastly, we often “miss” wider and 
ripple effects such as those in the 
community and local economies.  
This is a major area of focus for our 
future M&E work—specifically, we 
are exploring a “community capture” 
form of rapid impact assessment in 
the next year.  For now, we stress the 
verifiable impact that Samasource 
makes by combining standard and 
customized indicators.  At the same 
time, we are developing forward-
looking processes that can better 
understand and validate longer-term 
benefits which accrue to workers and 
their dependents.

FOCUS ON ATTRIBUTABLE 
EFFECTS RATHER THAN 
‘RIGOROUS’ CAUSALITY

Our current methodology is centered 
around reflexive comparison. We 
examine the associated effects 
Samasource has over time on each 
individual, while controlling for a 
variety of alternate causes. What we 
don’t do is determine these effects 
by comparing against a strong 
counterfactual. We do believe that 
this type of impact evaluation, which 
would likely randomize selection into 
our program (at the individual, school, 

OVER THE COURSE 
OF THE LAST YEAR, 
WE’VE BUILT NOT 
ONLY A SYSTEM 
OF M&E, BUT AN 
INTERNAL AND 
EXTERNAL STANDARD 
FOR IT IN OUR SPACE.
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or village level), is extremely valuable, 
but the resources it would require 
far exceed our current capabilities. 
Additionally, evaluations of this 
nature are generally better suited for 
highly targeted interventions with 
a relatively immediate impact as 
opposed to the more long-term and 
multi-faceted impact that we believe 
giving work engenders. Nevertheless, 
we are currently planning to attempt 
impact methodology at this scale, and 
continuously discuss its development 
with supporters, experts, academics, 
and partners.  It is also important to 
note that our explicit purpose is to 
use this data to enhance strategy and 
implementation, not just accountability. 

MEASUREMENT CHALLENGES
As a relatively young organization, 
Samasource’s impact strategy 
mirrors its organizational strategy: 
we’re simultaneously building and 
improving a functional system 
from the ground up. One perennial 
challenge is how we can apply 
our adaptive and resourceful 
start-up philosophy to our impact 
measurement system while upholding 
the discipline’s best practices. Other 
more specific challenges are explored 
below:

THE TECHNOLOGY ISN’T PERFECT 

We’ve embedded the bulk of our 
monitoring and evaluation system 
within the SamaHub—the proprietary 
web-based platform we use to deliver 
work for projects.  Importantly, this 
allows us to reach and track every 
single worker in an extremely efficient 
and low-cost manner. This platform 
was, however, built to deliver and 
manage work, and not to measure 
impact. Two resulting difficulties are: 

1) The messiness of the data 
collected, which makes an exact 
worker count challenging. 
At any given time, we have hundreds 
of active users and inactive users on 
the SamaHub, as well as thousands 
of previous users. Many of these 
represent workers who joined the Hub 
before our current platform; we also 
have multiple types of user accounts 
in our system. These peculiarities are 
necessary for the work and delivery 

process, but make measurement 
difficult. To compensate, we regularly 
adjust our worker count downward, 
and we regularly track the number of 
active workers on the SamaHub so 
that irregular account activity can be 
quickly spotted. 

2) Intensive ad-hoc processes are 
required to collect data. 
Relying on our platform requires it to 
create a new (and often inconvenient) 
process to collect whatever data isn’t 
already captured by the system. For 
example, at any given time a nontrivial 
portion of our workforce completes 
projects that do not require signing 
in to the SamaHub. In order to verify 
that these workers enjoy all the same 
benefits that those using the Hub 
enjoy—such as increased digital 
skills and a living wage—we have to 
collect data on them without using the 
platform. 

STANDARDIZING MEASURES 
OVER MULTIPLE GEOGRAPHIES 
ISN’T EASY

Samasource is proud of its rapid 
growth during 2012-13, during 
which the rate and breadth of our 
impact accelerated and expanded. 
Specifically, we onboarded over two 
thousand new workers and expanded 
to two new work centers.  This growth, 
however, has required new partners 
in new regions, each of which has 
their own processes and nuances. 
The appropriate balance between 
impact measure standardization and 
customization isn’t always apparent. 

For example, all our surveys ask the 
same questions, but the terminology 
and denominations must be adapted 
from one geography to the next. In 
some instances, these adjustments 
could not be made prior to launching 
in new geographies due to our speed 
of our growth and scaling, though 
fortunately we have been able to tweak 
our online surveys in real-time and 
‘salvage’ data for the most part.  

KEEPING OUR IMPACT 
MEASUREMENT BOTH  
LEAN & EFFECTIVE

Establishing and maintaining quality 
for our impact measurement activities 
is difficult given Samasource’s “lean” 

As a relatively 
young organization, 
Samasource’s impact 
strategy mirrors its 
organizational strategy: 
we’re simultaneously 
building and improving 
a functional system from 
the ground up.

nature. We don’t have the resources 
to collect data in the most ideal 
manner—i.e. with more enumerators, 
more time, more training, and more 
tools. However, we believe that 
balancing rigor with feasibility is 
possible.  We’ve also learned that 
considering the drawbacks to each 
method of impact measurement 
before implementation is a critical 
part of our process. 

We’ve been able to successfully 
conduct field impact activities 
(household surveys, phone surveys, 
on-site surveys, and worker 
interviews) in all of our major locales. 
But as is common with data collection 
in the field—we’ve had mixups and 
imperfections due to our lean nature—
i.e. some inevitable “falling through 
the cracks.”  For example, some 
workers were mistakenly contacted 
multiple times and some data has been 
lost or input incorrectly.  Fortunately, 
such issues have been restricted to 
less than 5% of our total data set.  
Nevertheless, we are keen to minimize 
similar issues in the future, and are 
continuously adapting our processes 
as we learn. 

We believe that we are learning from 
these logistical setbacks and can 
greatly improve on our quality by 
being more proactive.  This will lead 
us to be significantly ‘tighter’ with our 
training, piloting, and implementation 
process-especially at the beginning—
to ensure data quality.  

IN MANY 
INSTANCES, WE 
UNDERESTIMATE 
THE TRUE AND 
FULL IMPACT OF 
SAMASOURCE.
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CONCLUDING REMARKS & LOOKING FORWARD
Through a ‘learning by doing’ approach, we have developed 
our impact measurement methodology with an organic but 
systematic approach.  We lean on our ability to triangulate 
between various dimensions of data and data points. We 
also value a mixed methods approach—believing in the 
deep value of the story behind the numbers.  But to us, this 
is only the foundation.  We believe that there are many ways 
to iteratively improve our current set of tools, as well as 
drastically expand our system.    

Specifically, we have two key goals for our methodology 
in the near future:  to address “impact efficiency” and to 
develop deeper partnerships externally.

Put another way, what is the cost of “creating” a job, and 
what is gained by both individuals and communities 
over time?  Assessing cost-benefit one level deeper won’t 
only help us with funders looking to compare us to other 
development “options”—it should and will also inform 
our strategy:  where and how our short and long-term 
investments pay off, for each beneficiary and for our 
aggregate impact “footprint”  as a whole.       

The potential partnership value of external 
thought leaders, academics, experts, and 
professionals cannot be overstated.  Samasource 
provides a platform to learn from and learn with 
leaders in numerous, overlapping arenas:  international 
development, impact sourcing, M&E, workforce 
development, youth employment, and technology.  
Interactive expert advisory can inform not only our impact 
methodology but our impact model as a whole.  Joint 
evaluations or partner evaluations lend a critical form of 
external validity and learning.  

Lastly, there is also a very interesting opportunity for even 
wider data-driven M&E sharing: What if this data could 
both be accessible and “pluggable” into other organizations 
and institutions?  For example, could a water NGO provide 
data on water usage that we both could use to correlate 
with Samasource earnings, microfinance loans, and phone 
credits?  Connecting data sources with impact, development, 
and broader M&E in mind should be possible the same 
way that private corporations use data to market products.  
After all, we realize that our model of development through 
employment does not occur in a vacuum.

As Senior Manager of Impact at Samasource, 
Goldie leads a team that oversees the collection 
of data and its strategic application within 
the organization. Since 2012, she has 
managed the design and implementation of 
Samasource’s first monitoring and evaluation 
system, including online surveys, household 
surveys, skills assessments, and real-time 
work platform data.

Goldie works regularly with an international 
team of software engineers and program staff 
to gather data and insights about workers’ 
experiences. This practice drives many of 
Samasource’s strategic business decisions, 
enabling the organization to better define 
its competencies and maximize its impact. 
She also works closely with Samasource’s 
development team to determine and deliver 
on grant-specific impact indicators and 
milestones.

Goldie’s previous experiences illustrate her 
passion for building processes that deliver 
actionable insights from messy, complex 
data. Her previous experience ranges from 
on-the-ground quantitative research method 
implementation (while conducting field 
research in Tamil Nadu, India) to pricing 
model development (at General Mills) to 
procurement strategy optimization (at Nestle).

Goldie grew up in Tokyo, Taipei, and 
Singapore. She holds a B.S. in Business 
Administration from the University 
of Southern California and an M.A. in 
International and Development Economics 
from the University of San Francisco.

Karim Harji brings ten years of innovative 
practice and research in workforce development 
and job-creation strategies, social finance and 
impact investing, together with extensive work 
in monitoring, evaluation and social impact 
assessment, particularly in sub-Saharan Africa, 
South East Asia and North America.

As Senior Associate at E.T. Jackson & 
Associates, he was the Team Leader for the 
Developmental Monitoring and Evaluation 
Assignment for the Rockefeller Foundation’s 
$8m Poverty Reduction through Information 
and Digital Employment (PRIDE) Initiative, 
the precursor to the $100m Digital Jobs Africa 
initiative. Karim has authored several reports 
on digital employment and impact sourcing.

In 2012, Karim co-authored a strategic 
assessment of the Rockefeller Foundation’s 
$40M Impact Investing Initiative. He was 
previously the Senior Manager for Partnerships 
and Social Impact at Social Capital Partners, 
where he worked with Canada’s largest 
employers, franchises, and social enterprises to 
generate sustainable employment outcomes for 
populations facing barriers to employment.

Karim is also a co-founder at Purpose Capital, 
teaches social entrepreneurship in the Faculty 
of Applied Engineering at the University of 
Toronto, and is a Senior Research Associate at 
the Carleton Centre for Community Innovation 
at Carleton University. He holds a BA in 
Economics from McMaster University and an 
MPA from Carleton University.
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DEFINING, MEASURING, 
AND IMPROVING IMPACT 
EFFICIENCY ALLOWS 
US TO ANSWER THE 
QUESTION: “WHAT IS 
SAMASOURCE’S SOCIAL 
RETURN PER DOLLAR?”
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We’re proud of how far our homegrown system for impact 
measurement and evaluation has come over the last few years. 
We further understand, however, the importance of continual 
improvement and enhancement. 

We view this white paper as an opportunity to share our 
evolving methodology with like-minded stakeholders in 
the impact sourcing, international development, social 
enterprise, and non-profit fields.

We welcome all questions or feedback, and look forward to 
learning and growing with our thought leader partners.  

Please contact us at impact@samasource.org. 




