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GiveWell: Are all products under 1- year warranties?

IDE: No. We try to have on most products. Warranties make sense for treadle pumps, not so much for drip irrigation where the lifespan is shorter. If there are no warranties on a product, we can use sales records. We try to offer dealers so they do tracking. In some areas, we're very reliant on dealers for the data; in other areas, staff are working more closely with farmers, and can collect the data directly from them.
GiveWell: What is the breakdown between products with warranties and ones without?

IDE: 90% of sales records are based on dealer-handled warranty cards, and about 10% are from field staff-oriented systems. 

GiveWell: Is there any auditing of sales reports? 

IDE: We rely on informal, internal processes generally. We do some spot-checking through farm visits. We compare sales records against manufacturing records.  In smaller programs, you can account for every pump that's been manufactured. It becomes trickier in places like South Asia, where there are copycat manufacturers. It's not a hard and fast system. We're now introducing a new software platform for better tracking by supply chain actor (GIS tools). 
The system is not perfect and we deal in difficult environments for tracking this kind of data – especially as we are generally tracking sales through third parties and not a distribution channel that we directly control. Our sales and manufacturing records don't align perfectly, but that is also because we have some product that goes out through other channels (e.g. manufacturers selling product to NGOs or other organizations that don’t give us their distribution records).

GiveWell: Is there a risk that dealers would write out additional warranty cards?

IDE: Treadle pumps have metal serial number plate on them, which is put there during IDE's quality assurance process. The serial number is recorded on the warranty card. 60% of sales in 2010 were treadle pumps. Drip irrigation systems are trickier to track in this way, as there are no punch plates since they are sold in rolls. There's just spot-checking. Our staff spend a lot of time out in the field and are able to verify that these records are correct. In many cases, sales data are used to prompt follow-up visits with farmers to check on product installation and use, and also to draw random samples for farmer surveys on production and income etc., which provides another avenue for verification.

But a key consideration is also motivation. There is really no clear reason why a dealer would write out additional warranty cards. They don’t stand to gain anything from doing this (our issue is usually the opposite – ensuring that dealers complete the paperwork for pumps or other technologies that have been sold). 

GiveWell: How is income data collected?

IDE: We do surveys in our countries of operation. We take a random sample of first year customers (customers who we didn't have in database before). We visit 200 farmers in each country program. Income is determined through farmer's recall. We look at production by crop – how much land area put into crop, how much was harvested, how much was sold, and unit price of sale. We also look at livestock holdings at start of period - how many were born, died, sold, and consumed, and how many the farmer had at the end of the period. We look at costs of inputs - fertilizer, hired labor, etc. We then estimate the household income figure. (We use local currency for in-country purposes and purchasing power parity dollars - $PPP – for global reporting). 
We look at changes in overall and crop incomes. While we use total household income to get the income profile for the farmers we work with (farmers living on $1/day, $2/day etc.) we focus our impact assessment on crop incomes – cash receipts for crops sold minus expenses. The crop income gives us a more precise estimate of the direct impact our programs have had, since there are other factors that often skew total household income (e.g. remittances). We also gather data from a random sample of other non-adopters in each village, and compare their income change with the income change of farmers using IDE products or services. 
In order to estimate multiple-year impact. we take a subset of the sample and follow them for 3 years. We often see incomes increasing further in the second year as farmers get more familiar with new crops, technology, etc. and access new markets.

We calculate cost-effectiveness by dividing the total additional income generated for farmers by the cost of the program. The global cost effectiveness figure takes into account the full IDE budget, whereas local benefit:cost calculations look at the costs for specific projects or regions.  We don't report income by product yet because there are many products and we don't have a big enough sample size for that. It is also very tricky to disaggregate these effects, as there is a lot of synergy (e.g. the work we did to increase production would not be very effective without the work to improve output market channels and vice versa). 

GiveWell: How is the income change data it analyzed? What role do control groups play in this?
IDE: Additional income due to IDE is calculated as income change for customers minus income change for non-customers. In order to more precisely estimate attribution, we are conducting larger and more rigorous surveys using techniques such as propensity score matching. For example, we conducted a survey in Zambia that covered 1,000 farmers, matched using propensity scores. These are more sophisticated techniques and we rely on research partners for this type of analysis. For the Zambia study, we worked with an external research outfit (IRIS Center at University of Maryland). 
GiveWell: Why haven't you conducted randomized-controlled trials of your programs?
IDE: We are interested in randomization, where it makes sense as the best way to estimate the effectiveness of a given intervention. We worked with another academic team to prepare an application to do a randomized control trial (testing the effect of micro-finance and social networks on technology adoption in Ethiopia) but unfortunately it was not funded. In some cases, we don’t use randomized trials because they are not the most efficient way to get useful data to move ahead on a business-based intervention (i.e. if farmers are paying for products or services, as is the case for most of our programs, there are pretty clear signals (i.e. sales) on what is working and what is not. However, where we are applying direct or indirect subsidies, then you need other tools, which may include randomized experimental methods, to measure the impact with greater certainty.

We also face some logistical challenges, including picking right unit of randomization. We can't set up individual-level treatment groups because we can't choose who buys a pump, only who has been exposed to marketing. 
We have no plans to move exclusively to randomized trials. In Cambodia, where a new water and sanitation product (the easy latrine) has really taken off, there is interest from a donor in randomizing prices to answer the question: what's the optimal level of subsidy? We are looking at possibly setting up a randomized trial to test this. 

GiveWell: I saw in the iQ report that for many countries, there were data quality problems for the baseline poverty level data, but not for the change in income data. What is the reason for this?
IDE: The process of the annual survey has been rolled out over the last few years, and we are gradually bringing all the countries on board. In a couple of cases, countries have used non-standard methods and so we have had some trouble integrating those data into our system, as the data did not meet our quality criteria.

Funding is also an issue; we didn't have the funding in place to carry out the survey in all countries. The programs in Latin America and Ghana are new and we haven’t had enough customers until now to carry out a quantitative survey. We will be starting in both places this year. We use rapid assessment methods, but don't present this in that report. 

GiveWell: How is cost per client calculated? What costs are included?

IDE: We take the number of clients in a year and divide total expenses by that. We take a 3-year rolling average. For the country-level cost per client, we use in-country costs plus HQ costs that are directly attributable to that country. 

GiveWell: How is the iQ system used in practice? 

IDE: In-country management review key performance data monthly – they look less at the sort of data I sent you and more at breakdowns that allow them to track project performance by district, for example, which relates more directly to field staff targets. Now we have a GIS specialist who is designing a simple template for spatial analysis in the monthly review. At a senior management level, have VPs for each continent. They also look at project performance for projects they are responsible for. I make a quarterly presentation to our senior management group and provide monthly updates.

The data help us to identify trends and issues. At the global level, we've recently seen drop off in drip sales, which prompted the need to review this. With WATSAN work, numbers have played a key role in board discussions about the role of this sector in IDE. I would like to see much more of this. 
GiveWell: Has anything in the data surprised you? 

IDE: The survey data helps us to look more in-depth at the factors influencing results; for example, whether increased income is a result of greater production or better prices. Is it more yield per area or is it more area under production? It gives us interesting insights into where we're having impact. In one case, we didn’t see a big change in the prices farmers were getting, but significant increases in production. We also didn't see large change in area under irrigation in that case, which was surprising. It is possible that this was due to a more efficient irrigation strategy. 

GiveWell: What does it mean when sales go down following a 'project ending'? 

IDE: To a large extent it's because we stop measuring sales. A project is a time-bound effort in a particular area funded by a donor. While the project is ongoing, there is careful tracking because you have to report to a donor. In a lot of cases there is a drop off in sales once IDE isn't putting in those resources. In Bangladesh, we have 15-year data on donor funding v. sales and there's definitely a relationship. IDE has not been involved in micro-irrigation in Bangladesh in the last 10 years. We know that sales have continued up to today, but we are planning a study to get better data on ongoing sales, and what happened to farmers who purchased pumps 10 years back. We had great results in the 1980s-90s, and moved out of the market in early 2000s.
GiveWell: Are all products subsidized? What is the size of the subsidy? 

IDE: It's an indirect subsidy. IDE doesn't pay manufacturers or distributors to offset their costs. In one project, a funder did pay for vouchers as an early adopter discount, but we've moved away from that. There are cases where IDE is intervening more directly in the supply chain. In Zambia, IDE warehouses the product: we purchase the product from manufacturers, store it, and sell it onward to dealers. IDE doesn't charge a margin to warehouse the products. This keeps the cost artificially low. However, where we directly intervene like this we generally avoid any direct, operational subsidy to the supply chain. ‘Smart subsidies’ tend to be for market stimulating activities such as product development, rural marketing and training.
GiveWell: Why do sales go up and down so much? 
IDE: There are a few reasons: trialing of new products (e.g. the rope pump in Ethiopia) where we are just launching into new areas, seasonal variations (most of our products are highly seasonal in nature) and also the issue that I spoke about earlier, where we often stop counting sales after a project ends, even though sales continue through the supply channels that we have established. This last point means that you get some variation that is an artifact of our data collection methods rather than actual variations in the sales patterns. We’re working to improve on that point.
GiveWell: How often have customer satisfaction surveys been conducted and can we see the results?

IDE: It's not something we've done systematically up to this point. We're now making it a standard part of annual surveys. In Ghana, we're doing it separately for men and women. We do have some data, but it's variable in level of quality. A lot of the customer feedback has been used at the country level, but I don’t currently have it at the global level. However, in the next year, we will be tracking this more systematically at the global level. 
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IDE: I coordinate monitoring and evaluation across IDE. We have staff in each country for monitoring and evaluation, and also people in Delhi coordinating monitoring and evaluation. We are currently setting up systems for tracking key performance indicators. The key things we track are sales and provision of services, while periodic evaluations to go deeper. The data is used as both internal accountability to management and board, and as external accountability to donors. We also want to contribute to broader evidence base. 


GiveWell: How is sales data collected? 


IDE: By and large, sales are not being made by IDE. We act as a catalyst to businesses serving farmers. We are experimenting with incubating income-earning entities, but generally, we are strengthening existing businesses. Our primary interventions are product design, and strengthening supply chains and marketing of products (i.e. raising awareness of technologies and farm practices). The main challenge is tracking sales through 3rd party entities. In order to capture sales data, we provide tools for product/service provider accounting and data tracking. For many products, there are 1-year warranty cards; one copy goes to the dealer and the other to the customer. IDE gets the dealer copy and that information feeds into IDE's system. Data is aggregated at regional offices within the country programs and entered into a sales tracking spreadsheet. In our main countries of operation, IDE has a significant level of interaction (or in many cases involvement) with supply chains for IDE products. We are now trying to get a better handle on sales through other channels where IDE is not as directly involved (both sales outside our direct operational areas and sales that take place in areas after a project has wrapped up) as these ‘indirect’ sales really speak to IDE’s true impact on the local market for irrigation technologies. We generally look at manufacturing data to measure indirect sales. We're also working on integrating mobile technologies (for example, in Zambia) in order to increase the efficiency and timeliness of sales tracking.
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IDE: No. We try to have on most products. Warranties make sense for treadle pumps, not so much for drip irrigation where the lifespan is shorter. If there are no warranties on a product, we can use sales records. We try to offer dealers so they do tracking. In some areas, we're very reliant on dealers for the data; in other areas, staff are working more closely with farmers, and can collect the data directly from them.

GiveWell: What is the breakdown between products with warranties and ones without?


IDE: 90% of sales records are based on dealer-handled warranty cards, and about 10% are from field staff-oriented systems. 


GiveWell: Is there any auditing of sales reports? 


IDE: We rely on informal, internal processes generally. We do some spot-checking through farm visits. We compare sales records against manufacturing records.  In smaller programs, you can account for every pump that's been manufactured. It becomes trickier in places like South Asia, where there are copycat manufacturers. It's not a hard and fast system. We're now introducing a new software platform for better tracking by supply chain actor (GIS tools). 

The system is not perfect and we deal in difficult environments for tracking this kind of data – especially as we are generally tracking sales through third parties and not a distribution channel that we directly control. Our sales and manufacturing records don't align perfectly, but that is also because we have some product that goes out through other channels (e.g. manufacturers selling product to NGOs or other organizations that don’t give us their distribution records).

GiveWell: Is there a risk that dealers would write out additional warranty cards?


IDE: Treadle pumps have metal serial number plate on them, which is put there during IDE's quality assurance process. The serial number is recorded on the warranty card. 60% of sales in 2010 were treadle pumps. Drip irrigation systems are trickier to track in this way, as there are no punch plates since they are sold in rolls. There's just spot-checking. Our staff spend a lot of time out in the field and are able to verify that these records are correct. In many cases, sales data are used to prompt follow-up visits with farmers to check on product installation and use, and also to draw random samples for farmer surveys on production and income etc., which provides another avenue for verification.


But a key consideration is also motivation. There is really no clear reason why a dealer would write out additional warranty cards. They don’t stand to gain anything from doing this (our issue is usually the opposite – ensuring that dealers complete the paperwork for pumps or other technologies that have been sold). 


GiveWell: How is income data collected?


IDE: We do surveys in our countries of operation. We take a random sample of first year customers (customers who we didn't have in database before). We visit 200 farmers in each country program. Income is determined through farmer's recall. We look at production by crop – how much land area put into crop, how much was harvested, how much was sold, and unit price of sale. We also look at livestock holdings at start of period - how many were born, died, sold, and consumed, and how many the farmer had at the end of the period. We look at costs of inputs - fertilizer, hired labor, etc. We then estimate the household income figure. (We use local currency for in-country purposes and purchasing power parity dollars - $PPP – for global reporting). 

We look at changes in overall and crop incomes. While we use total household income to get the income profile for the farmers we work with (farmers living on $1/day, $2/day etc.) we focus our impact assessment on crop incomes – cash receipts for crops sold minus expenses. The crop income gives us a more precise estimate of the direct impact our programs have had, since there are other factors that often skew total household income (e.g. remittances). We also gather data from a random sample of other non-adopters in each village, and compare their income change with the income change of farmers using IDE products or services. 

In order to estimate multiple-year impact. we take a subset of the sample and follow them for 3 years. We often see incomes increasing further in the second year as farmers get more familiar with new crops, technology, etc. and access new markets.


We calculate cost-effectiveness by dividing the total additional income generated for farmers by the cost of the program. The global cost effectiveness figure takes into account the full IDE budget, whereas local benefit:cost calculations look at the costs for specific projects or regions.  We don't report income by product yet because there are many products and we don't have a big enough sample size for that. It is also very tricky to disaggregate these effects, as there is a lot of synergy (e.g. the work we did to increase production would not be very effective without the work to improve output market channels and vice versa). 


GiveWell: How is the income change data it analyzed? What role do control groups play in this?

IDE: Additional income due to IDE is calculated as income change for customers minus income change for non-customers. In order to more precisely estimate attribution, we are conducting larger and more rigorous surveys using techniques such as propensity score matching. For example, we conducted a survey in Zambia that covered 1,000 farmers, matched using propensity scores. These are more sophisticated techniques and we rely on research partners for this type of analysis. For the Zambia study, we worked with an external research outfit (IRIS Center at University of Maryland). 

GiveWell: Why haven't you conducted randomized-controlled trials of your programs?

IDE: We are interested in randomization, where it makes sense as the best way to estimate the effectiveness of a given intervention. We worked with another academic team to prepare an application to do a randomized control trial (testing the effect of micro-finance and social networks on technology adoption in Ethiopia) but unfortunately it was not funded. In some cases, we don’t use randomized trials because they are not the most efficient way to get useful data to move ahead on a business-based intervention (i.e. if farmers are paying for products or services, as is the case for most of our programs, there are pretty clear signals (i.e. sales) on what is working and what is not. However, where we are applying direct or indirect subsidies, then you need other tools, which may include randomized experimental methods, to measure the impact with greater certainty.


We also face some logistical challenges, including picking right unit of randomization. We can't set up individual-level treatment groups because we can't choose who buys a pump, only who has been exposed to marketing. 

We have no plans to move exclusively to randomized trials. In Cambodia, where a new water and sanitation product (the easy latrine) has really taken off, there is interest from a donor in randomizing prices to answer the question: what's the optimal level of subsidy? We are looking at possibly setting up a randomized trial to test this. 


GiveWell: How is baseline data gathered on households' incomes?


IDE: The process of the annual survey has been rolled out over the last few years, and we are gradually bringing all the countries on board. In a couple of cases, countries have used non-standard methods and so we have had some trouble integrating those data into our system, as the data did not meet our quality criteria.


Funding is also an issue; we didn't have the funding in place to carry out the survey in all countries. The programs in Latin America and Ghana are new and we haven’t had enough customers until now to carry out a quantitative survey. We will be starting in both places this year. We use rapid assessment methods, but don't present this in that report. 


GiveWell: How is cost per client calculated? What costs are included?


IDE: We take the number of clients in a year and divide total expenses by that. We take a 3-year rolling average. For the country-level cost per client, we use in-country costs plus HQ costs that are directly attributable to that country. 


GiveWell: How is the iQ system used in practice? 


IDE: In-country management review key performance data monthly – they look less at the sort of data I sent you and more at breakdowns that allow them to track project performance by district, for example, which relates more directly to field staff targets. Now we have a GIS specialist who is designing a simple template for spatial analysis in the monthly review. At a senior management level, have VPs for each continent. They also look at project performance for projects they are responsible for. I make a quarterly presentation to our senior management group and provide monthly updates.


The data help us to identify trends and issues. At the global level, we've recently seen drop off in drip sales, which prompted the need to review this. With WATSAN work, numbers have played a key role in board discussions about the role of this sector in IDE. I would like to see much more of this. 

GiveWell: Has anything in the data surprised you? 


IDE: The survey data helps us to look more in-depth at the factors influencing results; for example, whether increased income is a result of greater production or better prices. Is it more yield per area or is it more area under production? It gives us interesting insights into where we're having impact. In one case, we didn’t see a big change in the prices farmers were getting, but significant increases in production. We also didn't see large change in area under irrigation in that case, which was surprising. It is possible that this was due to a more efficient irrigation strategy. 


GiveWell: What does it mean when sales go down following a 'project ending'? 


IDE: To a large extent it's because we stop measuring sales. A project is a time-bound effort in a particular area funded by a donor. While the project is ongoing, there is careful tracking because you have to report to a donor. In a lot of cases there is a drop off in sales once IDE isn't putting in those resources. In Bangladesh, we have 15-year data on donor funding v. sales and there's definitely a relationship. IDE has not been involved in micro-irrigation in Bangladesh in the last 10 years. We know that sales have continued up to today, but we are planning a study to get better data on ongoing sales, and what happened to farmers who purchased pumps 10 years back. We had great results in the 1980s-90s, and moved out of the market in early 2000s.

GiveWell: Are all products subsidized? What is the size of the subsidy? 


IDE: It's an indirect subsidy. IDE doesn't pay manufacturers or distributors to offset their costs. In one project, a funder did pay for vouchers as an early adopter discount, but we've moved away from that. There are cases where IDE is intervening more directly in the supply chain. In Zambia, IDE warehouses the product: we purchase the product from manufacturers, store it, and sell it onward to dealers. IDE doesn't charge a margin to warehouse the products. This keeps the cost artificially low. However, where we directly intervene like this we generally avoid any direct, operational subsidy to the supply chain. ‘Smart subsidies’ tend to be for market stimulating activities such as product development, rural marketing and training.

GiveWell: Why do sales go up and down so much? 

IDE: There are a few reasons: trialing of new products (e.g. the rope pump in Ethiopia) where we are just launching into new areas, seasonal variations (most of our products are highly seasonal in nature) and also the issue that I spoke about earlier, where we often stop counting sales after a project ends, even though sales continue through the supply channels that we have established. This last point means that you get some variation that is an artifact of our data collection methods rather than actual variations in the sales patterns. We’re working to improve on that point.

GiveWell: How often have customer satisfaction surveys been conducted and can we see the results?


IDE: It's not something we've done systematically up to this point. We're now making it a standard part of annual surveys. In Ghana, we're doing it separately for men and women. We do have some data, but it's variable in level of quality. A lot of the customer feedback has been used at the country level, but I don’t currently have it at the global level. However, in the next year, we will be tracking this more systematically at the global level. 

�Is this really how I answered this question? The response here doesn’t seem to match the question at all...








