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About the Government
Outcomes Lab

The Government Outcomes Lab (GO Lab) is a research and policy centre based in the
Blavatnik School of Government, University of Oxford. It was created as a partnership
between the School and the UK Government and is funded by a range of
organisations. Using qualitative, quantitative and economic analysis, it investigates
how governments partner with the private and social sectors to improve social
outcomes.

The GO Lab team of multi- disciplinary researchers have published in a number of
prestigious academic journals and policy-facing reports. In addition, the GO Lab hosts
an online global knowledge hub and data collaborative, and has an expansive
programme of engagement and capacity-building to disseminate insights and allow
the wider community to share experiences with one another.
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Key facts and figures

Launch: September 2020 (start date of service delivery)
Duration: 18 months

Thematic area: Sexual and Reproductive health (SRH)
Country: Kenya

Counties: Bungoma, Busia, Homa Bay, Kajiado, Kakamega, Kilifi, Kisii, Kisumu,
Migori, Mombasa, Nairobi, Nakuru, Siaya, Uasin Gishu, Vihiga, Machakos

Target population: Adolescent girls (15-19 years old)
Target number of service users: 193,000 girls

Outcome metrics: 1. Short-term: sexual and reproductive health services (SRH)
uptake and 2. Intermediate-term: contraceptive prevalence rate.

Investor: Children’s Investment Fund Foundation

Outcome payer: Foreign, Commonwealth & Development Office
Implementer: Triggerise

Intermediary organisation: Kois

Evaluator: Hera
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Executive Summary

This case study reflects on the experience of the ‘In Their Hands’ (ITH) project,
the world’s first Development Impact Bond (DIB) with a focus on adolescent sexual
and reproductive health. Representatives from the Children’s Investment Fund
Foundation (CIFF), the Foreign, Commonwealth & Development Office (FCDO),
Triggerise and KOIS were interviewed between February and March 2022.

This case study offers a description of the structure of the impact bond model,
the intervention and the results. During our interviews, representatives of the
stakeholders shared insights on why they decided to work with an impact bond
model, the enabling factors that helped them achieve positive outcomes and the
challenges and risks that they faced during this project. Finally, we offer a series
of recommendations on how to address these challenges in the future.
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Introduction

This case study reflects on the experience of the ‘In Their Hands’ (ITH) project,
the world’s first Development Impact Bond (DIB) with a focus on adolescent sexual
and reproductive health. The case study presents the perspectives from the
parties involved in the project. Representatives from the Children’s Investment
Fund Foundation (CIFF), the Foreign, Commonwealth & Development Office
(FCDO), Triggerise and KOIS were interviewed between February and March 2022.

There were five main organisations involved in this project. The Children’s
Investment Fund Foundation was the sole investor. Triggerise was in charge of the
implementation of the programme on the field and the Foreign, Commonwealth &
Development Office (FCDO) was the outcome funder. KOIS played the role of an
intermediary organisation and contributed to the design of the financial structure
of the impact bond. In addition, Hera was the official evaluator.

The ITH programme aims to connect adolescent girls to sexual and reproductive
health (SRH) services using a range of behavioural nudges for both girls and
providers, thereby reducing the incidence of unintended pregnancies among
Kenyan adolescent girls. The programme presents two main innovations in the
field of impact bond projects: the use of tech to measure social outcomes and
create a flow of real-time data, and the use of behavioural nudges to promote
positive and sustain health behaviours.

This was not the first time that this pool of actors worked with this programme.
Both Triggerise and CIFF run this same service under a grant model. The possibility
of including FCDO as an outcome funder and adopting an impact bond model
enabled them to grow and scale up an existing project. This has culminated in
inclusion of UN Kenya agencies in the bond, and securing additional outcome
funding and investment for ongoing growth of the bond.

In general terms, all consulted stakeholders agreed that using an impact bond
model was positive and generated a shift in mindsets towards focusing on social
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outcomes. When stakeholders were asked to compare the experience of
running the same programme with a grant, they identified advantages and
disadvantages which will be discussed in this case study.

The following sections cover a detailed description of the intervention, the history
of the development of the impact bond, and the enablers, challenges and risks of
this project. Finally, this case study presents insights and lessons from the
perspective of the different stakeholders.

Blavatnik School of Government, University of Oxford 8
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The intervention

The ITH programme’s main goal is to connect adolescent girls to SRH services. It is
expected that the uptake of SRH services will reduce the incidence of unintended
pregnancies in Kenyan teen girls.

A key part of the development of this programme is the Tiko platform. The Tiko
platform was developed by Triggerise and it has a double purpose. It offers a list
of clinics and health centres to girls and gives them the possibility to choose from
this list. The platform uses a series of nudge tools to motivate girls to uptake SRH
services, such as reminders, follow-ups, subsidies and instant rewards. Every time
a girl uses an SRH service, she can provide feedback and rate the service. As a
reward for this, the platform gives girls an amount of Tiko points that girls can
spend in local shops in exchange for other products. At the same time, the Tiko
platform enables the implementer, the investor and the outcome funder to keep
track of the agreed payment metrics (uptake of SRH services and contraceptives)
in real time. This means that they can all actively be involved in discussions
around programme implementation and collaborate towards finding solutions to
potential problems in the implementation.

Before releasing the platform to the public, Triggerise worked to build a series of
virtual ‘ecosystems’ in 19 Kenyan counties. They enrolled groups of existing
pharmacies, retailers, on-the-ground mobilisers and clinics on the Tiko mobile
application. Once the ecosystems are part of the platform, girls are ready to sign
up and start using the services.

There are three ways in which girls can sign up to the Tiko platform: girls either
sign up to the Tiko application on a mobile phone (they can enrol themselves or
be referred by another peer)', or through one of the community mobilisers on the

! Girls who don’t have a phone can access ITH services through a membership card.
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ground?. Girls can choose between three pathways to enrol: sending a WhatsApp
or Telegram message, sending an SMS or using a Tiko membership card (no tech
involved). Once they signed into the platform or enrolled with a physical card
(with a mobiliser), girls can access a network of clinics and providers that offer
sexual and reproductive health services including counselling about contraceptive
options, and advice on sexually transmitted infections (STls).

Once a girl has used the service, using the Tiko platform, she is asked to rate her
experience with the provider. The fact that girls are rating these services
generates an incentive for health providers to improve their services. Moreover, it
enables the different service providers and franchisors to keep track of the
performance of the different ecosystems and understand which health centres
provide better services than others. The cost of these SRH services is paid by the
programme, thus creating a motivation for service providers to be part of the
platform and retain a high rating from the participant.

2 A community mobiliser is an agent of change from within the community. Tiko mobilisers actively
reach out to the underserved members of their communities and connect them to various
healthcare services through the application.
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The impact

The ITH impact bond was designed and run as a pilot project to understand the
viability of offering sexual and reproductive health services to adolescent girls
under an impact bond framework. It was also a way to explore if non-traditional
funders could be brought in to invest in adolescent SRH care.

Contract Start date of End date of
= {ac : service service e Of. Evaluation: May
bt delivery: delivery: impact bond: 2022
September 2020 September 2020 February 2022 September J022

Milestones for the ITH DIB. Both contract signature and start of service delivery were in September
2020. Service delivery was complete in February 2022 and the last outcome payment was claimed
in September 2022. The evaluation was set to be ready for May 2022.

The impact bond was set to last for two years. According to the original design of
the impact bond, 80% of outcome payment was tied to service delivery and the
remaining 20% was tied to the final evaluation results, carried out by Hera.
Assuming the best-case scenario after the intervention (that is to say, all targets
were met), the investor would receive a 2% return on their investment and
recover the sum of USD 6,600,000. After analysing the results and methodological
design of the evaluation, the outcome funder and investor were not satisfied with
the evaluation and decided to pay 100% of outcome payments according to service
delivery.

The investor recovered the initial capital and received a 2% ARR. Data from
Triggerise shows that the project has outperformed all of its targets. For instance,
362,092 girls have visited a clinic or health centre due to a Tiko platform
connection and 118,058 of them repeated their visit. The programme was
expected to have 244,445 girls visiting a clinic and 45,000 of them repeating their
visit (Triggerise, 2022).

Blavatnik School of Government, University of Oxford 11
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Capital
g Recoupment

g of USD 6.6 m
If ITH
overperforms |y
B Up to 2% ARR
If ITH
underperforms |
\\ Up to full

capital loss for
CIFF

ITH impact

bond project

Different scenarios. If the programme overperformed, the investor (CIFF) would get up to 2% of
ARR and recover USD 6.6 m. If the programme underperformed, the investor would face up to full

capital loss.
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Rationale for using an
impact bond model

Key stakeholders mentioned different reasons for using an impact bond model.

From the perspective of Triggerise, the implementer, the fact that payments were
tied to two concrete outcome metrics generated a shift in the mindsets of all
employees. The whole organisation was focused on achieving these outcomes and
they aligned all their activities towards them. They describe the process of
working under an impact bond as iterative, given that the outcomes focus
demanded constant improvement and adaptation from the organisation.

Furthermore, the outcomes focus made them rethink how to run the ITH
programme. For instance, Triggerise provided access to a dashboard to closely
monitor outcome achievements and as both the investor and funder had access to
this dashboard, they were kept up to date with the performance of the bond.

The CIFF team also recognised that the impact bond made them spend more time
on analysing performance metrics and focusing on the desired results. Having
launched the same programme with a grant approach, CIFF practitioners
identified a clear increase in accountability levels. Before the impact bond
project, they were only accountable to themselves as they had given a grant to
the provider. After transitioning from grant-provider to investor, they still find the
usual internal accountabilities and in addition, they become accountable to the
outcome funder too.

According to the KOIS team, an impact bond was a timely model for these
partners as they were looking for an opportunity to externalise risk to an investor,
attract a diversified range of stakeholders, increase visibility of the project, and
integrate some innovative elements (such as the use of real-time data). As they
knew that the intervention worked well, experimenting with an impact bond
model was an opportunity to scale up their project.

Blavatnik School of Government, University of Oxford 13
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Enablers

1. Strong working relationship

One key enabler in the development of this impact bond was a strong
working relationship between the Children’s Investment Fund Foundation
and Triggerise. They had worked together running the same programme
under a grant (from 2017 to 2020), which enabled them to generate a
trustful relationship with shared values and common goals. According to
KOIS, the previous relationship between CIFF and Triggerise had a positive
impact in the structuring phase, as it is easier to work with partners who
already have a relation (rather than working on the creation of that
relation).

2. Experience in working with impact bonds

The Children’s Investment Fund Foundation had previous experience
working with impact bond models. They were the sole outcome payers for
the Educate Girls Development Impact Bond (India), which was completed
in 2018 and had positive outcome achievements (IDInsight, 2018).

3. Successful experience with the same programme under a different type of
contract

The outcome funder expressed that part of their interest in funding this
project came from their awareness of the good results that the ITH team
was achieving even before running an impact bond. The outcome funders
did not have in mind a project where they would fund a completely new
intervention, but a project where the theory of change was at least
partially proven and the main investment was related to the technological
component.

Blavatnik School of Government, University of Oxford 14



IN THEIR HANDS DIB CASE STUDY | GOVERNMENT OUTCOMES LAB

4. Availability of real-time data on outcome achievements

The Tiko platform not only enabled girls to have access to a personalised
list of clinics and pharmacies, but it also generated a flow of real-time data
that providers and funders could access through a dashboard to keep track
of the achievements. Although some girls use the SRH services with their
membership card, not the phone application, all clinics and health centres
use the application to verify data about the girls who are accessing
services. This is why the real time data is representative of all the
adolescents accessing services, not just the ones who are using the mobile
application.

All stakeholders recognised that the data generated by the utilisation of the
platform was useful in different ways. They could use the data to show
proof to the payer that outcomes were achieved, to learn where the
programme was underperforming and adapt, to mitigate risk of low
performance, to test different solutions in cases of underachievement, and
to prepare various nudging strategies for different Kenyan counties.

Blavatnik School of Government, University of Oxford 15
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Challenges and risks

1.

Added management costs

Comparing with their experience of running this programme under a grant,
the investor, CIFF, recognises that the impact bond model has an added
cost. There is an increase in costs not directly related with the provision of
the service. These costs are linked to performance management, risk
management, and the need to coordinate the programme with a bigger
group of stakeholders. Every stakeholder comes to the table with their own
metrics of success and scrutiny requirements. The programme has to be
able to comply with all of them. This adds a cost in terms of time and
management of stakeholders’ expectations.

As the financial and development models become more complex, it is
necessary to bring to the team an expert who can explain complex ideas to
the rest of the team. These experts include an economist who can grasp
the complexities of the financial model and an evaluator who can ensure
that measurements are accurate and unbiased.

. Exclusive focus on targets

Most stakeholders indicated that the strong focus on pre-set outcome
metrics could be seen as a strength and limitation at the same time. An
exclusive focus on metrics and targets may cause that service providers to
be tempted to game the targets. In addition, an exclusive focus on
particular metrics could incentivise service providers to work hard toward
those targets but not work towards bigger outcomes achievements. For
instance, a provider could be incentivised to get girls to attend a clinic but
would not receive any incentive (or payment) to get the same girl to
develop other types of healthy behaviours.

Blavatnik School of Government, University of Oxford 16
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3. Measurement errors and baselines

Measurement errors pose a significant risk to impact bond projects. If
outcomes are achieved, but the evaluation is not able to capture those
results, the service provider and investor will not receive a payment. One
particular problem with the baseline of this project is connected to some
delays in the procurement process. The evaluator was contracted later than
expected and the baseline was done in July 2021 (10 months after the start
date of service delivery). This presented a serious challenge in terms of
measurement. If many girls who already accessed the platform were part of
the study, the baseline could be biased. Biased baselines could affect
projects by overpaying or underpaying for outcomes.

4. Difficulty to set outcomes that are both valuable and achievable

The KOIS team highlighted the difficulties to design outcome metrics that
were both relevant and measurable. The paradox lies in the fact that an
evaluator needs a long period of time to measure highly valuable outcomes
(such as a significant decrease in the rate of adolescent births). Given that
this pilot was an 18-month impact bond, it was difficult to design metrics
that were tied to outcomes, rather than activities. Even if outcome funders
usually prefer to set metrics related to impact, investors and implementers
may find themselves preferring metrics related to outputs, as they are in a
better position to manage and evaluate them. In sum, what organisations
value and what can be tied to payment do not necessarily coincide.

5. Difficulties related to running a SRH programme without government
engagement

One of the challenges that this project faced was the lack of engagement
from the national government which is ultimately responsible for the public
health system. The beginnings of this project were difficult because a few
months before the start date of service provision, the health authorities
were discussing the possibility of enacting new regulations that could
restrict access to contraception. The ITH programme clearly advocates for
broadening the access of adolescent girls to SRH services.

Blavatnik School of Government, University of Oxford 17
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6. Little room for managing targets

The KOIS team highlighted the fact that Triggerise had achieved the targets
5 months before the expected time. In case of overachievement, there is
no extra reward for the implementation team. The KOIS team highlighted
the need to find new ways to incentivise the implementers to both go
beyond the targets and do their best and move towards a model where
initial targets can evolve, instead of staying fixed during the whole life of
the project. This new way of thinking of targets would be beneficial for
those cases where initial targets were not challenging for the providers or
unrealistic.

Blavatnik School of Government, University of Oxford 18
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INSIGHTS AND LESSONS LEARNT

The three parties agreed that the ITH DIB had been a positive experience where key
lessons should be documented and shared.

1) Lessons from the implementer

The implementer was able to prove the scope of their platform and how much the
data behind it could help projects adapt and improve. They also identified the need
to re-think the model so that there is more incentive to think of the bigger picture
instead of solely focusing on pre-set outcome metrics. This would encourage projects
to achieve not only pre-agreed impact but also other positive impacts that were not
foreseen in contracts.

2) Lessons from the investor

The investor raised the issue of value for money analysis and the fact that the sector
needs to reflect more on potential ways of reducing the costs of setting new impact
bond projects. Even if these projects achieve positive social outcomes, it is still
unknown if there is another model to achieve the same outcomes in a more cost-
efficient way.

3) Lessons from the outcome payer

The outcome funder was interested in the opportunities that the use of technology
could bring for future projects. In addition, the FCDO signalled that the lessons from
this project will be key to improve the design of the next phase of the ITH
programme. The United Nations has consulted the stakeholders about additions and
improvements to the original design of the service. The FCDO suggested that the
programme could be improved by seeking a more active engagement from the
government, including HIV services in the basic programme, including mental health
services and adding a new branch that could also attract boys to the conversation.
The KOIS team recommended adding a bonus for overperformance, so as to
incentivise providers to make the most of their time under an impact bond.

Blavatnik School of Government, University of Oxford 19
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Recommendations

Most of the challenges and risks highlighted in previous sections are common to
other development impact bonds. For instance, several organisations have
highlighted the fact that impact bonds often imply added management cost. This
is why it is vital that the different parties are clear about the rationale for using
this mechanism and what is the added value that an impact bond could add to the
programme. The question that remains unanswered is whether the added costs
are worth the added benefits. In the case of the ITH DIB, it would be interesting
to commission a study to compare the results of the programme delivered under a
grant and the results of the programme under a DIB model to better understand
not only how costs differ but also how benefits are achieved in each case.

Discussions around outcome metrics are also common in the field. As impact bonds
are focused on predetermined metrics, it is key that the parties agree on the
appropriate indicators. In this sense, the GO Lab guide to setting and defining
outcomes can be helpful. The general recommendation is to select targets that
are reasonable to achieve in the period of time of the specific project and
measurable at acceptable cost and effort. When there is no reasonable and
measurable outcome target for the period of time of the project, a sound theory
of change can justify the selection of a proxy indicator, based on activities rather
than outcomes.

Several organisations have highlighted the fact that the focus on a set of metrics
can be seen as a strength and weakness of the model at the same time, and have
suggested the possibility of introducing more flexibility in the outcome’s
verification stage. However, this would also open the possibility for organisations
to overbid to win a contract and then use the flexibility to renegotiate targets
down.

The fact that the baseline was done 10 months after the start of service delivery
affected the payment structure of the DIB. This was related to unforeseen
complexities with contracting an evaluator for the DIB. As the main stakeholders
were not satisfied with the quality of the evaluation, the DIB paid outcome

Blavatnik School of Government, University of Oxford 20


https://golab.bsg.ox.ac.uk/toolkit/technical-guidance/setting-measuring-outcomes/
https://golab.bsg.ox.ac.uk/toolkit/technical-guidance/setting-measuring-outcomes/

IN THEIR HANDS DIB CASE STUDY | GOVERNMENT OUTCOMES LAB

payments exclusively on a service delivery basis. In addition to finding ways to
reduce costs, it is also necessary to improve the organisation’s capacity to procure
and contract key services for the project in a timely manner.

The aim of this case study was to highlight factors that favoured the impact bond
model and those that presented challenges or difficulties. As of August 2022,

. This new tranche will be a three-year programme to improve access
and uptake of sexual and reproductive health and HIV services among low-income
adolescent girls in 10 counties in Kenya. In addition, this new phase of the DIB will
also have more engagement from the public sector as the national government
will be a member of the project committee. Many of the difficulties signalled by
CIFF, Triggerise and FCDO will be addressed and other organisations will be
included in the project, as it is expected to receive more upfront investment,
deliver more services and for more service use

Blavatnik School of Government, University of Oxford 21


https://triggerise.org/news/championing-the-worlds-first-adolescent-sexual-reproductive-health-development-impact-bond-in-kenya
https://triggerise.org/news/championing-the-worlds-first-adolescent-sexual-reproductive-health-development-impact-bond-in-kenya
https://triggerise.org/news/championing-the-worlds-first-adolescent-sexual-reproductive-health-development-impact-bond-in-kenya

IN THEIR HANDS DIB CASE STUDY | GOVERNMENT OUTCOMES LAB

GOVERNMENT
BLAVATNIK ” O UTCOM ES

SCHOOL OF Ul‘-“'\"E"SlT_ F
covernvenT [l OXFORD L A B

Government Outcomes Lab
Blavatnik School of Government
University of Oxford

golab.bsg.ox.ac.uk
© 2022 | Government Outcomes Lab

Blavatnik School of Government, University of Oxford 22



	Key facts and figures
	Executive Summary
	Introduction
	The intervention
	The impact
	Rationale for using an impact bond model
	Enablers
	Challenges and risks
	Recommendations

