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Assignment 3 for MSI 5304 Action Design for Change 

Artistri Sud is a nonprofit organization that helps craftswomen in developing countries 

establish their own artisan businesses. The founder Jennifer Lonergan, PhD, founded the 

organization in 2009 after noticing a gap between the crafts that these women create and their 

ability to generate revenue in the larger global market. Artistri Sud’s mission is clear: “to 

empower women artisans in developing countries to fight poverty and build better lives by 

capitalizing on their existing craft skills and cultural assets” (Artistri Sud, 2017).  The 

organization’s target audience are women in developing countries who have a cultural craft, skill 

or talent that can be honed. They are women who can attend a multiple day training program 

away from their home, and are committed to following through on the program. The training 

allows them to establish a significant source of income from their craft, learn skills and gain 

community support of other like-minded women. This in turns leads to gaining independence 

and personal freedom. Better household financial decisions are usually made since women are 

more likely to spend money on their children’s education and family health.  

The social problem 

Studies show that empowering women not only impacts their lives, but also the lives of 

their children, their household, village and community at large. Women prioritize the needs of 

their children, putting health and education at the forefront. Having their own money allows 

them to influence how money is spent and sets them free from the constraints of being 

financially dependent on the men around them. The World Bank defines empowerment as “the 

process of increasing the capacity of individuals or groups to make choices and to transform 

those choices into desired actions and outcomes” (In J, 2016). By empowering specific groups of 

artisan women in developing countries, Artistri Sud is increasing the capacity of these 



MSI 5304 ASSIGNMENT 3                                                                                                   3 
 

individuals to make transformative choices. One of my favorite quotes regarding this topic is by 

former United States President, Barak Obama. The President has famously been quoted for 

saying “When women succeed, nations are more safe, secure and prosperous.” Given our 

expanded knowledge, doing nothing is no longer a viable solution. As a global community we 

need to do more to empower women to create a more prosperous world. 

Proposed solution 

In order for Artistri Sud to accomplish its mission, an effective solution must be put in 

place. Artistri Sud can (and does) do this by educating artisan women on how to earn a 

sustainable income, providing them with the tools to implement what they learn and follow up 

support so they don’t lose sight of the bigger goal. Having the three elements working in 

association is important. For example if you only provide them with education, they may feel 

empowered and would be better off than before the program but may not know how to turn it 

into action.  

For the education component, Artistri Sud currently has the women attend five day 

trainings and stay onsite during this training. This solution is sound, as travel is often an issue in 

developing countries. It also gives them a sense of shared community, a chance for the women to 

bond, promotes group discussions, and gives them an overall immersive experience. In the 

training they develop actionable, business-oriented skills such as product development, 

understanding price models, learning how to connect with buyers, and market their products. 

During this training session it would be imperative that Artistri Sud provide the women 

with specific tools that they can use to implement what they learn in training. The tools could be 

as easy as setting up excel documents to track their finances and customer lists to the 

implementation of third party business management software. If computer access is not possible 
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than perhaps they learn how to manage this information in a binder. Other tools like taking 

photos of their artisan products and creating graphics to market them are important – free tools 

like Canva are wonderful for this and can be created directly on a smart phone with minimal 

knowledge. 

Providing a solid way for the women to stay in touch with each other and with Artistri 

Sud staff after the training is completed is important. Ideally an online forum like a Facebook 

group where they can ask questions and learn from each other would be helpful. This is usually 

low maintenance and requires an Artistri Sud volunteer to check-in, ask questions about once a 

week and keep the conversation going. It does require the women to have a smart phone or 

device connected to the internet.  

An additional solution would be for Artistri Sud to bring their training program and 

follow-ups to the villages. This would allow for scaling. Either an Artistri Sud volunteer or a 

local trained by Artistri Sud could run day programs in smaller areas. They would teach the 

women how to run and maintain their business. As the women continue to successfully expand 

their business they could also give back to their community be teaching other women the same. 

Partnering with other organizations that are serving the same area could be beneficial too as it 

may allow for a sharing of costs and pooling of funds to provide supplies such as laptops and 

smart phones to the program participants.   

Logic Model 

By following a standard logic model one can see how to achieve the social goal starting 

with the inputs into the organization. This helps at the strategy level and allows us to understand 

how to achieve the desired outcomes (Epstein & Yuthas, 2014, p. 106). The first step in a logic 

model is to determine the inputs, that is the resources and constraints that Artistri Sud faces. A 
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visual of this is on Table 1, at the end of this paper. The human resource includes the founder, 

the board of directors, advisory board and partners, volunteers, donors as well as the women 

artisans and associates. The program must work within its constraints – namely financial and 

logistical in nature. These resources are then used to execute the activities of the program – these 

activities being training and development for the artisan women (Epstein & Yuthas, 2014, p. 

107). By putting the program into action, the organization begins to deliver outputs. In this case 

the training and development leads to what the organization set out to do: teach artisan women 

on how to use their crafts to support themselves financially. To measure this output we can look 

at the number of women supported, the change in their own and their family’s lifestyle. 

Theory of Change 

When looking at what ideas and actions will create the desired change, a theory of change 

is helpful – it clarifies the problem, the target audience, looks at the assumptions being made and 

the outputs (Epstein & Yuthas, 2014, p. 104-105). In this case, the theory of change inputs are 

the training program, tools and support provided. The output is the service being consumed by 

the women in the program.  

Artistri Sud’s target audience are women in developing countries who have a cultural 

craft, skill or talent that can be honed and don’t have an existing business in place. They are 

women who can attend a multiple day training program away from their home, and can stay in 

contact after the program. The input is the training program itself and access to tools and 

ongoing support after the initial program is completed, as discussed in the previous section. The 

assumption we are making here is that the women actually want the training and that they’ll 

follow through on the program commitment. 
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The output in the proposed theory of change is the number of women who receive 

training. The training will allow them to establish a significant source of income from their craft, 

learn skills and gain community support of other like-minded women. The outcome of this is the 

independence and personal freedom they gain. This leads to the short term impact, an increase in 

confidence. Better household financial decisions are usually made since women are more likely 

to spend money on their children’s education and family health. The long term impact of this is 

increased stability in these women’s homes, better family life and healthier communities. For a 

visual of this theory of change please see Table 2.  

Impact measurement 

In order to see the effectiveness of the proposed solution, the impact would need to be 

measured. As currently done by Artistri Sud, a detailed pre and post evaluation system would be 

needed. Measurements are made for internal understanding – to test if the assumptions being 

made are in alignment with the truth and if the teaching curriculum the goals. Measuring for 

action would lead to making adjustments in the training program. It would make it clear where 

the resources should be directed to achieve the greatest impact. The third aspect is measuring to 

improve accountability – Artistri Sud’s stakeholders consisting of volunteers, donors, supporters 

and the Board of Directors can see the great work being done and be inspired to increase capital 

invested (Epstein & Yuthas, 2014, p. 122-124).  

Measurements metrics that would be beneficial, actionable and comparable are: 

1. Number of women initially enrolled vs women who are still applying their learnings 

and business at the 1 year and 2 year mark. This metric could apply to the day 

programs solution too – Artistri Sud trainers could measure how many people are 

interested in the program and how many attend consistently.  
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2. Number of times additional tools and resources have been accessed after completion 

of the initial training program at 1 month, 6 months, 1 year, etc. 

3. The women’s income before attending training vs income 1 year after the training 

program has been completed. 

Assessing impact 

By putting the program into action, the organization begins to deliver outputs. In this case 

the training and development leads to what the organization set out to do: teach artisan women 

on how to use their crafts to sustain themselves financially. To measure this output we can look 

at the number of women supported, the financial and lifestyle change in their own and their 

family’s life. 

Measuring the number of women in the program is a linear, quantitative measurement 

and easy to collect. We can report how many women are enrolled and complete the program 

annually. If this number increases, than Artistri Sud can say that its’ impact is increasing at an 

x% over time.  

Current impact assessment 

In February 2017, Claremont Lincoln students went to Chile and volunteered at an 

Artistri Sud training program. At the end of program, they administered a questionnaire to the 

women who had just completed the program. They asked each of the women five questions to 

understand if Artistri Sud was fulfilling the perspective and lifestyle change in the women’s lives 

that they had set out to do. The format of the data collection was as one on one interviews with 

extensive notes and video recordings. The questions asked can be summarized as follows 

(Impact Assessment, 2017): 

1. How the women have been bolder 
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2. How the women have increased their involvement in the community 

3. How the improved communication skills has impacted the women 

4. The lifestyle change the women have experienced since completing the training 

5. The proudest accomplishment for the women since completed training 

From the answers provided in the February 2017 Impact Assessment notes it is clear to 

see that the women feel more confident and self-assured than before the program. They share 

that they have been more involved in their communities, speak out more and take on active 

leadership roles. The women report feeling more supported and better understood by their 

husbands. The women also report an increase in revenue, they have used this extra money for 

education, helping out community members and saving. 

In Artistri Sud’s 2016 Annual Report we see that they are currently measuring numbers 

such as the percentage increase on average in personal income (164%) and craft income sales 

(92%) of the women and their business ventures (Annual Report, 2016, slide 8). Selling their 

products in new locations and an increase in number of customers are also good measurements 

and indicators of success.   

Another point of data collection was a Facilitator Report on Artistry Sud’s business 

development training program in Bolivia 2013. This report provided some great insight into how 

the actual training program content and training manual could be improved. The suggestions in 

this report were sound and had suggestions such as simplified language, more visuals and a 

larger amount of time dedicated to financial management skills (Facilitator Report, 2013). 

Assessing the program this ways and following through on suggestions makes Artistri Sud’s 

program even stronger and more impactful. 

Additional impact assessment 
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To understand if the program is improving the financial lives of the women, Artistri Sud 

needs to have an in depth understanding of the demographics of the communities it is trying to 

bring change upon on.  Doing so will allow them to measure the difference. Statistics such as the 

average income of women and the poverty line will help them understand the threshold to cross 

and give them a baseline of which to compare from.  

In the LogFrame provided by Artistri Sud we see that Artistri Sud is looking at these as 

indicators of success in their impact goals. Improving economics, interpersonal skills, political 

participation and psychological motivation are all ways to gauge achievement (ASSET 

LogFrame, 2016). Currently these indicators are being addressed by end-of-program discussions 

and surveys. Additional suggestions include: 

1.  Have a team of Artistri Sud volunteers make annual home visits to women who 

previously completed the training. If Artistri Sud implements the day program 

suggestion the home visits could be done as part of the training session. This would 

be ideal as representatives would be able to see first-hand the improvement or 

additional support that the women may need. Negatives of this suggestion is that it is 

time intensive and a drain on already limited resources. Positives however are a 

chance to collect success stories, take imagery to help marketing efforts and increase 

donor support and really understand the multitude of ways that Artistri Sud’s training 

program is touching these women’s lives. 

2. Invite past participants back to the final day of new training sessions for an informal 

gathering. This would not only give Artistri Sud to touch base with the women, but 

also provide ongoing leadership opportunities for the women towards newer 

participants. A potential difficulty with this suggestion is getting the women to travel 



MSI 5304 ASSIGNMENT 3                                                                                                   10 
 

to the site for one day. However, funding and incentives from Artistri Sud would 

probably motivate them to do so. 

Both these suggestions would be done in an interview style assessment. Some 

quantitative information could also be collected by surveys and asking the women to complete 

key metrics before the encounters. An additional tool that should be considered by Artistri Sud is 

The Four Pillar approach. Here, four integral steps are applied: create a theory of change, 

prioritize what is measured, choose the level of evidence, and lastly select appropriate sources 

and tools (Kazimirski, & Pritchard, 2016). My understanding is this last step is where Artistri 

Sud could improve – there is constantly new apps and websites being developed that might 

provide a better way for Artistri Sud to stay in contact with the women they support. 

Implementation of measurement results 

By prioritizing what is measured, Artistri Sud could use their resources effectively and 

gain knowledge on the impact and effectiveness towards their mission. Measuring success has 

another important impact, it allows Artistri Sud to increase investment and funding options for 

the organization. The more the organization can show how it’s changing women’s lives and 

achieving its mission, the more funders all over the world will be interested in supporting them. 

This in turn allows Artistri Sud to grow in program size, locations, etc. Sharing success in story 

form is an effective way to increase its volunteer base as people want to help the charities they 

feel connected to. 

Concluding thoughts on Artistri Sud 

Through the theory of change that women who earn their own income feel more 

empowered to make decisions regarding their own lives and their families, we can see how 

measuring specific outcomes shows us that these goals are indeed being met. Measuring the 
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external and internal progress of the organization, allows Artistri Sud to continuously improve its 

impact and effectiveness. Assessing these measurements allows them to see where they are doing 

well and where they fall short in reaching their impact goals. This opens them up to consider 

varied ideas along their main mission. By recognizing their “graduated” women as a vital 

resource for future programs, Artistri Sud could scale up their growth and impact. Solving the 

social problem that Artistri Sud has set out to do is important because it allows women in the 

developing world to have personal freedom, more fulfilling lives and improve the health and 

well-being of their community.  

Applying this process to my social impact initiative 

My social impact change vision is to provide greater access and knowledge to nonprofits 

on branding and design within their organization. I will begin implementing this vision through 

education and creation of a series of webinars so that nonprofits can firstly, understand the 

importance of branding and design in achieving their organization’s goals, and secondly, learn 

how to maintain their internal marketing systems and make them a more successful engine for 

good.  

In order to realize this vision I have identified several changes that I will need to make 

within my business. These include creating a sub-brand to my main business to house the social 

impact initiative, develop detailed list of resources for nonprofits, and create the webinar content. 

Initially I will be implementing these changes myself, but will recruit professional outsourced 

talent on an as needed basis.  The goal is to eventually have a virtual team that helps with 

webinar creation, content creation, marketing and design to support clients and the new business 

goals. 
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Once past the initial trial phase, a price per webinar will be implemented for the nonprofit 

organization participants. This revenue stream will help offset the program costs allowing the 

program to be sustainable. I am also considering ideas on implementing cost-effective 

membership levels for nonprofits so that they have affordable access to specific branding and 

design services at a later date. 

To begin the impact measurement strategy I first began with mapping out the theory of 

change, as done in the Artistri Sud process: 

• Target customer: Small to medium nonprofit organizations (specifically upper 

management and development team staff) who take a DIY approach to their 

branding and marketing efforts due to a lack of financial or skill support. 

• Input: Webinars to teach nonprofit staff how to create and manage their 

organization’s brand. 

• Output: Branding and marketing understanding and skills established within 

nonprofits. 

• Outcome: Clear, consistent message to donors, volunteers, supporters and 

community members of the nonprofit. 

• Impact: Greater funding options, donor support which means more funds for 

programs and services that ultimately serve the greater community. Reduction in 

community social problems: less poverty, better education, more mental health 

support, greater equality. 

This theory of change is the first step in the four pillars approach (Kazimirski & 

Pritchard, 2016). The second step is prioritizing what is measured. The most important outcome 

that needs to be measured in my framework is the direct improvement of nonprofit organizations 
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marketing efforts. That is, how much additional dollars were brought in, how many more 

volunteers signed up, how much larger has the email and supporter list grown by, etc. These very 

specific metrics as discussed with Artistri Sud will most clearly measure impact.  

The third step is to clarify the level of evidence. Thinking through this process, I think 

it’s important to move away from “how good the brand looks” to “how well the brand functions 

and achieves its goals”. Hence showing the metrics of improvement from before the nonprofit 

went through my webinar(s) to after completion will be an appropriate level of evidence. 

Step four in the Four Pillar approach is selecting sources and tools. To evaluate the 

impact and performance of my social impact strategy, I will need to have a baseline standard to 

measure from. These measurements could be collected through an initial questionnaire made up 

of a combination of quantitative and qualitative data. I can collect information of their “before” 

scenario - specific numbers such as average amount of monthly online donations in the last year, 

rating questions such as common areas they struggle with the most, and open ended questions.  

Once a webinar is completed, I could follow up with another survey and then a semi-

annual and annual check-in. By tracking the same numbers over time, I will be able to see what 

is working and what needs improvement. The rating and open ended questions will allow me to 

gain even more perspective on the challenges that they continue to face. 

On an annual basis, I could send the nonprofit a customized report and make additional 

suggestions for improvement. This would also be a good chance to promote any upcoming 

webinars that would directly benefit them. Whenever possible I would like to have one on one 

interviews with nonprofit development team members to continue to build relationships and 

share with my larger audience the good work being done within the nonprofit community.  
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Through data collection, questionnaires and interviews, I will have data to use to promote 

the sustainability of the social impact initiative. What nonprofits say will become the direct 

language I use in my marketing efforts. I can quote how the webinars have helped them grow 

and report improvement numbers collected. The information collected will also allow me to 

tailor the content of the webinars to address the most pressing issues and make improvements 

along the way. This last point is important because branding and marketing organizations is ever-

changing and strategies need to be adjusted and enhanced consistently. 

The prospect of being able to effect change in my industry niche and provide a solution to 

the lack of branding and design access for nonprofits is exciting. Going through this exercise of 

mapping out an action design strategy and considering measurement and sustainability is helpful 

and can only improve the success of achieving my social impact mission and fulfilling the vision. 
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Table 1: Logic Model 
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