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1. Introduction: Meaning of Social issues and Social Impacts  
ESIA considers not only the physical and biological impacts of development but also the social 
impacts on affected populations.  While the field of SIA is evolving, there is broad agreement 
among practitioners and institutions on some key aspects and characteristics of SIA. The SIA is a 
process that should be embedded in all stages of a project’s life cycle, from concept and 
identification, through preparation and approval, implementation and completion.  
 
The purpose of this manual covers meaning of social impact assessment (SIA) and management 
of social risks and opportunities, and aims to provide guidance on the procedures and tools on 
how to conduct SIA in relation to project/program development and/or implementation. The SIA 
as described in this note is informed by, and intended to be consistent with, an emerging 
consensus on how to integrate social issues in projects, and what a good SIA should consist of. 
 
Social impacts are everything that affect people. Social impacts include all issues associated with 
the planned intervention (i.e. a project/program) that affect or concern people, whether directly 
or indirectly. Specifically, a social impact is considered to be something that is experienced or felt 
in either a perceptual (cognitive) or a corporeal (bodily, physical) sense, at any level, for example 
at the level of an individual person, an economic unit (family/household), a social group (circle of 
friends), a workplace (a company or government agency), or by community/ society generally. 
These different levels are affected in different ways by an impact and risks of interventions. 
 
Because ‘social impact’ is conceived as being anything linked to a project that affects or concerns 
any impacted stakeholder group, almost anything can potentially be a social impact so long as it 
is valued by or important to a specific group of people. Environmental impacts, for example, can 
also be social impacts because people depend on the environment for their livelihoods and 
people may have place attachment to the places where projects are being sited. Impacts on 
people’s health and wellbeing are social impacts. The loss of cultural heritage, important habitats 
or biodiversity can also be social impacts because these are valued by people. SIA therefore 
should address everything that is relevant to people and how they live. According to Vanclay 
(2003), social impacts are changes to one or more of the following: 
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While SIA is sometimes described as being a social form of environmental impact assessment, 
there are many differences. For example, the environmental impacts tend only to occur when 
the first sod of soil is turned, whereas social impacts can happen the moment there is a rumour 
that something might happen. Rumour leads to speculation and speculative behavior. In some 
situations, e.g. a socially-undesirable factory or other locally-unwanted land use, rumour may 
also promulgate and amplify people’s fears and anxieties, whether or not the rumour has any 
foundation, and whether or not the project actually eventuates. Fear and anxiety, like all 
perceived impacts, are real social impacts, and they should not be dismissed, but should be 
managed effectively. 
 
Social impacts can also be created by projects that raise false expectations in a community, either 
by project staff inappropriately knowingly promising things that will not eventuate, or 
inadvertently through the poor management of expectations and allowing rumour to escalate 
expectations. For example, it is important for project developers to be realistic about the number 

• people’s way of life – i.e., how they live, work, play and interact with one another on 
a day-to-day basis; 

• their culture –i.e., their shared beliefs, customs, values and language or dialect; 

• their community – its cohesion, stability, character, services and facilities; 

• their political systems – the extent to which people are able to participate in decisions 
that affect their lives, the level of democratization that is taking place, and the 
resources provided for this purpose; 

• their environment – the quality of the air and water people use; the availability and 
quality of the food they eat; the level of hazard or risk, dust and noise they are 
exposed to; the adequacy of sanitation, their physical safety, and their access to and 
control over resources; 

• their health and wellbeing – health is a state of complete physical, mental, social and 
spiritual wellbeing and not merely the absence of disease or infirmity; 

• their personal and property rights – particularly whether people are economically 
affected, or experience personal disadvantage which may include a violation of their 
civil liberties; 

• their fears and aspirations – their perceptions about their safety, their fears about 
the future of their community, and their aspirations for their future and the future of 
their children. 



 3 

and type of jobs likely to be available to local people. Communities can feel ‘ripped-off’ when the 
benefits they anticipated receiving from a project do not eventuate. This contributes to a lack of 
trust in the company and a loss of social license. 
 
Social impacts are rarely singular cause-effect relationships. There are complex patterns of 
intersecting impact pathways. Health, wellbeing and social outcomes are always multi-factorial. 
For example, physical changes to habitats created by the project can change the ecology of 
disease organisms, and changes to living arrangements and lifestyles can change exposure 
patterns to vector organisms (such as mosquitoes), thus increasing morbidity and perhaps 
mortality. Changing work patterns (especially with rotating shiftwork) can lead to health effects 
not only to the worker, but also on the worker’s spouse and children. Sleep disorders, depression, 
alcohol and substance abuse and family violence are all associated with shiftwork. 
 
Another important understanding is that projects tend to always cause local inflation. This can 
cause serious ruptures (break suddenly) between people who work for the project and those who 
don’t. While project workers are paid wages which typically account for the rate of inflation (and 
contribute to it), other people experience the rising costs without the benefit of additional 
income. Thus, projects invariably increase inequality in a community, which is one reason why it 
is really important for projects to contribute to local social investment initiatives. Poaching of 
staff from other sectors, including government, is also a major problem creating a high turnover 
in staff and a lack of capacity. 

2. What is Social Impact Assessment (SIA)? 
Impact Assessment, simply defined, is the process of identifying the future consequences of a 
current or proposed action. SIA is the processes of identifying, analyzing, monitoring and 
managing the intended and unintended social consequences, both positive and negative, of 
planned interventions (programs, plans, projects) and any social change processes invoked by 
those interventions (IAIA, 2004).  
 
InterAmerican Development Bank (IDB) goes much beyond and defined SIA as “a process that 
includes specific milestones, deliverables, and products such as reports and plans, e.g. 
resettlement plans and sociocultural analysis, at appropriate times during the project cycle” (IDB, 
2018). A robust social analysis and consultation process involving local communities should also 
inform decisions about local priorities and needs, and be considered in determining the overall 
concept and design of a project, not just analyzing and managing consequences of a pre-
determined project approach. The SIA process should be reflected in project decision-making at 
all stages of a project cycle, in order to maximize value and minimize the social cost of an 
intervention. This perspective of SIA as a process with analytical, participatory and operational 
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elements is reflected in the international financial institutions (IFIs) safeguards operational 
policies and requirements. 
 
SIA facilitates the systematic integration of social issues in the planning and implementation of 
projects. It is important to recognize that environmental and social risks and impacts may be 
different at different stages of the project, and that it is impossible to predict all impacts with 
certainty. Unforeseen circumstances will occur, and planned mitigation measures may fail for 
different reasons. The social analysis, stakeholder engagement, and updating of plans and 
management systems should therefore be embedded as core elements throughout the project’s 
lifetime. An important implication of understanding SIA as a process rather than as a stand-alone 
study or report is that different elements can be sequenced throughout the project cycle. The SIA 
helps to identify/assessing and manage potential adverse social impacts and risks as well as 
opportunity of the intervention may cause or contribute to, and to maximize benefits to local 
communities and other groups. During this process, the SIA focuses on assessing and managing 
social risk and opportunity based on three interrelated dimensions: 

1. An analytical dimension, entailing comprehensive assessment and documentation of the 
social context and likely project impacts, both positive and negative; 

2. A participatory dimension, involving engagement with project stakeholders in a 
meaningful way; and 

3. A management dimension, where the analysis and participation elements are embedded 
in project decision making and management systems, both during preparation and 
implementation. 

SIAs are appraisals of the likely impact that interventions might have on the communities. These 
impacts can be direct and indirect, intended and unintended, positive and negative. It is an 
analysis that uses a mix of qualitative and quantitative tools to determine the likely social impacts 
of a project on stakeholders and the likely influence of stakeholders on a project.  
SIA identifies ways to mitigate any adverse social impacts and enhance positive ones. It focuses 
not only on “do no harm” aspects, but also on potential project benefits and development 
opportunities. An effective SIA optimizes the design of project to account for potential social 
impacts. It also ensures that stakeholder views are incorporated and addressed throughout the 
project lifecycle. 
 
The core of the SIA is a Social Assessment. The SIA is also sometimes referred to simply as a Social 
Assessment.  The major social issues/elements that needed to be focused during social 
assessment include: 
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• Delineation of the Area of direct impacts (ADI), the Area of indirect impacts (AIDI), and 
cumulative impacts1 with a map showing the location of the respective areas.   

• Demography/ Socio-economic: of the local population in the ADI and AIDI.  Including the 
age/sex profile, changes in size and make-up of population due to migration; educational 
levels; occupations; residential patterns; ethnic and religious divisions; basic health 
patterns; potential inflationary impacts on local markets for goods and services; 
employment; labor practices; etc.   For the purpose of a Resettlement Action Plan (RAP), 
a full census of the affected persons is necessary.   For other purposes a properly selected 
sample may be adequate. 

• Local social organization.  This refer not only the formal social institutions such as political 
units, governing and advisory bodies, club, etc. but also to  the dynamics of social 
interaction including family structures, leadership both formal and informal, prevailing 
conflicts, stance towards the project (favorable, unfavorable, indifferent), principal 
means of communication.   Usually this information is collected by a professional social 
scientist complemented by documentary sources and historical sources reviews.   It is 
important to collect data without the presence of government officials or proponents of 
the proposed project because their presence may bias the results.   

Information about social structure can be obtained from the literature but there is no 
substitute for actual on-the-ground fieldwork.  Trained social scientists should visit the 
site of the proposed project to interview people, hold group discussions and observe 
social interactions.   It is important to learn, who the opinion leaders are in local society 
and how they exert influence?   Are there significant differences in income, wealth, 
landholdings or other assets?   Do religious leaders such as imams or priests have 
significant influence?  Do people feel free to express their opinion about issues that 
concern them including the proposed project?   

• Focus on economic well-being and survival:  Perhaps the most significant indicator of 
well-being for any population is its access to basic resources and use of natural resources 
including land, water, and services such as transport, employment, education health care 
and technology.  In different situations these resources are essential to the survival and 
wellbeing of any group.   Social Assessment focuses on how people make a living and how 
their access to critical resources is affected by development. Development projects can 
have adverse impacts on access to resources.  A hydropower dam, for example, while it 
brings the benefits of electricity to people who are connected to the grid, frequently 

                                                      
1 Cumulative impacts assessment is an instrument that identifies additive or interactive environmental   and 
social effects caused by the combined results of past, current and future activities. 
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causes of dislocation, social fragmentation, and loss of access to resources such as arable 
land, water, and services such as transport, education, health care, etc.   Social 
assessment must take account of such impacts and social management plans need to be 
developed to offset the loss of access.  
 

• Focus on the most vulnerable.   The people who are most vulnerable to changes or 
perturbations in the environment are the extreme poor, the disabled, the aged, single 
parents with minors and often discriminated minorities.  The social assessment must 
identify such people.  Often local authorities are reluctant to point them out because they 
are seen as an embarrassment.  Sometimes the most vulnerable are tucked away in an 
inaccessible location; at other times they are spread throughout the population.  They 
may live in substandard housing and suffer from health and nutritional problems.   They 
can be identified through interviews, health data, discussions with social service 
personnel and others.   Because vulnerable people are the most likely to be harmed by 
changes in the environment, they deserve special attention.  Those who have reliable 
social support from family, charities or official agencies are usually less vulnerable.  The 
likely impact of the proposed project on the resource base and access to resources of the 
poor and vulnerable should be a major focus of the social assessment.  
 

• Focus on gender:  Social assessment examines the different roles of men and women in 
society.  Development projects may have different impacts on men and women. For 
instance, consider the situation of an agricultural village included in an irrigation scheme.   
Men may be primarily interested in the opportunities for production created by irrigation 
while women may be more interested in the need for water for domestic use: cooking, 
cleaning, and bathing.  Very commonly, women are responsible for fetching water for 
their households, sometimes walking long distances to carry water back to their homes 
on their heads.  A similar situation exists for firewood.   Therefore, it is important to take 
gender into consideration and to reach out to women, youth and other significant groups 
in the affected population.   Often, this requires holding meetings or focus groups 
attended only by women or only by youth because women or young people may be 
hesitant to express opinions in the presence of senior males.  In one social assessment 
carried out in Liberia, interviewers found that the male elders of some villages interfered 
with and disrupted meetings organized with women alone.  Consider the social equity 
(Identifying who gains and who loses as a result of the project or operation). 
 

• Focus on Health and Wellbeing: Spread of new diseases to communities, impacts on 
health of operations personnel, impact of local diseases on workers and the spread of 
pandemics such as HIV and sexually transmitted diseases (STDs). 
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• Assess Social infrastructure: Adequacy of health care and education facilities, transport 
and roads, power supply, fresh water supply to support project activities and personnel 
as well as the community. 

• Psychological and community aspects: Changes from traditional lifestyles; community 
cohesion, attitudes and behavior, perception of risk. 

• Assess Cultural property: Sites and structures with archaeological, historical, religious, 
cultural or aesthetic values that may be change or have their access limited. 

• Social Conflict issues: potential sources of conflict; existence of conflict redress 
mechanism; kinds of the of the conflict redress; Etc.  

3. Benefits of SIA 
SIA is a beneficial tool for both the interventions (project/program) and the local communities. 

3.1  Benefits for the project: 
An SIA identifies and assesses social issues that can represent a risk and/or opportunity to a 
project. It is an effective risk management tool informing and encouraging timely decisions on 
the project. SIA can influence project design and improves the quality of decision making. In 
particular an SIA can help with: 

 Managing the short and long-term project impacts and risks. 
 Providing important input into the design of effective stakeholder engagement, building 

consensus and collaboration between parties and managing expectations. This can assist 
in securing trust with: 

i. The workforce, helping to prevent disputes. 
ii. The local communities, to avoid protests, blockades and land access disputes. 

iii. The regulatory authorities, reducing problems such as licensing delays. 
 Better estimating and optimization of socio-economic costs (like resettlement), resources 

required for mitigation measures, management plans, etc. 
 Efficiency and effectiveness of project implementation. During implementation, the 

SIA provides information and continued stakeholder engagement to enable adaptive, 
responsive, and cost-effective project management. 

 Evaluation of project outcomes and impacts. The SIA process includes establishing robust 
baseline data, providing the basis and means to evaluate social outcomes and impacts of 
a project. 
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3.2  Benefits for Communities: 
Stakeholders engaged in or identified by the SIA process also benefit through: 

• Access to the project to express their views/ concerns and suggestions and involvement 
in the decision- making processes as a result of effective consultation. 

• Identification of opportunities for economic development through the supply of goods 
and services by local stakeholders. 

• Contribution to local capacity building in infrastructure, services and environmental 
protection. 

• Increase in human capacity building through the transfer of best practices. 
•  Social investment to meet both local and project needs. 
• Support for local industries alongside the development of the project. 
• Protection of cultural resources for the communities. 
• Inclusion for local communities through better understanding of both the positive and 

negative effects of the project or operation. 

4. Principles of Social Impact Assessment 
While the field of SIA is evolving, there is broad agreement among practitioners and institutions 
on some key aspects and characteristics of SIA. These can be summarized in the following ten 
principles. The SIA should: 

1. promote equal opportunity, inclusion, and sustainability in a project setting; 
2. promote local benefits, community development, and capacity development; 
3. promote empowerment and social capital; 
4. be a proactive and integral part of project planning and implementation, interconnected 

with economic, physical, environmental and other issues; 
5. address both risks and opportunities; 
6. be rigorous in its use of data, which may include quantitative as well as qualitative data; 
7. be widely applicable in different contexts and setting; 
8. build on local knowledge and participatory processes, and reflect diversity in culture 

and values; 
9. respect and promote human rights, transparency and accountability, and the rule 

of law; and  
10. not apply coercion or undue force. 

5. Social Impact Assessment as Part of ESIA 
The recommended approach to SIA is to coordinate it with a project Environmental Impact 
Assessment (EIA) or an environmental and social analysis. Increasingly, this is done as an 
integrated approach, Environmental and Social Impact Assessment, ESIA. The process should 
contribute to enhancing project benefits and opportunities, as well as identifying and managing 
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risk of potential adverse impacts. While environmental and social issues should be addressed in 
a coordinated manner, the social aspects can be done either as part of an integrated ESIA or 
environmental and social analysis, or as a standalone SIA. 
 
The ESIA process should cover both environmental and social risks and opportunities. This can be 
illustrated in the following diagram, where the ESIA process as a whole can be seen as the 
“umbrella” that covers different topics that may be relevant in the planning and implementation 
of a project. Some examples are listed related to environmental, social, and cross-cutting issues, 
where issues are listed as predominantly (but not exclusively) environmental, social, or cross-
cutting. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
    
 
   Source: IDB, 2018 

6. Main Elements of Social (Impact) Assessment 
The SIA should consider and address a number of aspects. Typically, the eleven elements outlined 
below will be relevant. These elements are not addressed separately or sequentially. They inform 
each other, and may be studied, consulted on, and managed at different times of the project 
cycle. There may also be different risks and impacts at different stages of the project, depending 
on the activities that are being conducted. 

Environmental and Social Impact Assessment (ESIA) 

Environmental Topics, 
e.g. 
-Biodiversity, habitats 
and forests 
-Living natural resources 
-Pollution prevention 
and management 
-Resource efficiency 
-Hazardous waste and 
materials 
-Pest management 
-Ecosystems services 
and environmental flows 
-Climate change and 
greenhouse gases 

Cross-cutting Issues, e.g. 
-Cultural heritage 
(tangible and intangible) 
-Environmental health 
and safety 
-Community health, 
safety, and security 
-Stakeholder 
consultation 
-Supply chains 

 

Social Topics, e.g. 
-Land Acquisition & Involuntary 
Resettlement 
-Gender issues 
-Human rights 
-Social inclusion and vulnerable 
groups 
-Labor and working conditions 
-Local social organizations 
-Social infrastructures 
-Economic wellbeing & survival 
-Demographic/socio-economic 
-Social conflict  
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1. Project Description 
2. Analysis and Clarifying the Legal and Normative Foundation 
3. Assessing and Analyzing the Social Context 
4. Conducting Stakeholder Analysis and Meaningful Engagement 
5. Identifying Benefits and Opportunities 
6. Assessing and Identifying Risks and Impacts 
7. Determining Indicators, Baseline, and Data Collection Methodology 
8. Reflecting Social Issues in Project Design and Implementation 
9. Producing and Disclosing Reports and Plans 
10. Embedding Social Issues Within the Project Management System (budget) 
11. Monitoring, Adaptive Management, and Evaluation 

 
1. Clarifying the Legal and Normative Foundation 

SIA should be done with a legal/normative framework in mind. In determining applicable 
principles for a project, environmental and social frameworks and sets of issues that are likely to 
be of relevance and should be taken into account include: 

1. The country’s own laws, regulations, policies, and relevant procedures. This is 
fundamental: A project should not conflict with national standards.  

2. Applicable requirements from the lending institution(s), such as the World 
Bank.  

3. A country’s existing environmental, social, and relevant sector strategies. A country may 
have existing action plans or priorities relevant to the management of environmental and 
social risks and opportunities that should be taken into account in planning and 
implementing a project. 

4. Relevant international treaties and agreements. This can for example relate to UN 
conventions including ILO labor conventions, human rights standards, and other 
covenants, conventions, and agreements the country has signed. The project must 
respect these agreements. 

5. Good International Practice. This may include the World Bank Group’s Environmental, 
Health and Safety Guidelines, and other accepted standards, for example industry 
sectors’ standards, that can reasonably be expected applied in the project, taking local 
context into account. 

Checklist 2 

1. Has an assessment been made of relevant national and international requirements for the 
project? 

                                                      
2 See Annex 4 for additional sample questions) 
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2. Is there understanding and agreement on principles and the normative framework for the 
project? 

3.  Are relevant human rights principles understood and respected? 
4. In the case of disagreement or lack of clarity regarding the project’s normative foundation, 

how will this be resolved? 
5. Are there risks related to political, administrative or project staff changes that may jeopardize 

agreement on the project’s normative framework? 
 

2. Assessing and Analyzing the Social Context 

The SIA process should be designed and carried out in such a way that it helps develop 
interventions that provide benefits and opportunities for all, and ensures that adverse impacts 
do not disproportionately affect the poor and vulnerable. Opportunities, poverty, and 
vulnerability vary from one setting to another. A key element of the SIA is therefore to assess the 
social context in which the proposed intervention is taking place. This is important, since it helps 
in understanding levels and types of opportunities and risk as they apply to different groups. It 
also helps define local needs and priorities, which may determine the overall project concept and 
approach. For example, if it becomes clear that there are local water shortages, and that women 
in the area are tasked with collecting water, an intervention  may be designed to specifically 
address women’s needs in relation to water.  
 
An assessment of social context as part of an SIA process is more than just a description of 
different social groups. Simple demographic information — for example, census data showing 
the ratio of men to women, or age — is unlikely to be of much use unless it can be shown how 
this is relevant to a proposed intervention. To be meaningful, the SIA needs to relate the existing 
social context to the proposed intervention, and analyze what aspects of the social context are 
relevant. Of particular relevance and importance is the question of resilience and vulnerability, 
and risk of adverse impacts: Adverse impacts caused by an intervention will affect vulnerable 
people more than those with more resources and resilience. The risk is higher when a poor 
subsistence farmer is displaced from his or her land, than when the same thing happens to a 
wealthy person. Risk from a social perspective therefore depends not just on what happens, but 
on who it happens to. The analysis and consultation conducted as part of the SIA should identify 
who among the affected population is particularly vulnerable to adverse impacts. The 
intervention should adopt differentiated measures so that adverse impacts do not fall 
disproportionately on the disadvantaged or vulnerable. 
 
Hence, social context is much broad term. It covers issues such as gender and diversity, culture 
and history, inclusion and exclusion, assets and resources, livelihoods, vulnerability and 
resilience, local institutions, political and governance. Assessing the social context means 
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understanding how individuals and groups perceive themselves and each other, how they relate 
to each other, and what characteristics of these groups may be relevant in a project context. 
Understanding these issues is a key to assessing whether some groups face structural and 
systemic barriers from participating and benefiting fully in development, or have less resilience 
to adverse impacts. This also requires a thorough understanding of the nature of the 
intervention, and how it is likely to affect local communities and other stakeholders. 
 
Relationships among people are to a large part based on social identities such as economic class, 
gender, ethnicity, age, sexual orientation, disability, or other factors. These identities are shaped 
by culture and history, and they can play out in different ways and through different channels, 
such as in the market place (e.g. access to land, housing, labor, or credit); in different physical, 
political, and cultural spaces; and in terms of how different groups benefit from services such as 
access to information, health, education, or water. 
 
The social context also includes organizational structures, existing conflicts or tensions, 
and governance structures such as representativeness and responsiveness of government 
institutions and services. Understanding local communities’ history as well as hopes and 
aspirations for the future is also important. For example, legacy issues and past conflict or 
discrimination, previous experiences from government interventions, private sector activities, or 
quality of services may determine how supportive and engaged a group is likely to be in relation 
to a proposed intervention.  
 
The assessment of social context should also examine how individuals and groups are organized, 
whether through formal organizational structures such as government agencies or civil society 
organizations, or more informal institutions. The SIA should map these out to the extent they are 
relevant to the intervention, and analyze what norms and values guide people’s interaction and 
behaviors. Rules may be informal and even illegal, expressed through practices and behaviors. 
Institutions such as the market, rule of law, and civil institutions often function imperfectly. 
Corruption affects the poor more than the rich.  
 
The SIA should provide an understanding of relationships, power dynamics, and vested interests. 
It should help those responsible for planning and implementing intervention s understand what 
the relevant formal and informal structure and rules are, and determine what incentives or 
constraints people may have in relation to a project. 
 
Analysis of issues related to social risks ensures analysis of social risks and options, i.e., where 
there are adverse impacts – how can they minimized or mitigated? are the social safeguard 
polices on Involuntary Resettlement and Underserved Peoples triggered? what is the most 
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appropriate instrument (RAP, IPP) that needs to be prepared to address them? There are 
different types of social issues of concern: 

1. Livelihood impacts and restriction of access to resources:  Not related to land acquisition, 
e.g., downstream fisheries, pastoral areas, etc; impacts related to changes in land use; 
related to environmental consequences of projects; indirect impacts and temporary 
impacts; and what can be done to avoid or to minimize such impacts? 

2. Vulnerable Groups: Marginalized people or those at risk of being marginalized by the 
project:  women-headed households; poverty groups; people without security of tenure; 
displaced or adversely affected households; social groups with a social and cultural 
identity distinct from the dominant society; how best to extend benefits to Underserved 
peoples. We need to think of how best to extend benefits to vulnerable groups. 

3. HIV/AIDS and other health and safety impacts; awareness? preventive measures? And 
what can be done? 

4. Labor Influx; that is, Incoming migrants to the area: Security of tenure, job opportunities, 
access to basic services and what can be done? 

5. Benefits of the project to local communities? What opportunities are there for 
improved living conditions? And How? 

6. Cultural Property: Ensure that cultural property is protected; ensure that national laws 
governing the protection of cultural property are complied with; and what role can the 
community play? 

7. Social Conflict: potential sources of conflict? Existences of conflict redress mechanism? 
kinds of the of the conflict redress? etc. 
 

Checklist 

1. How do people perceive themselves, and identify with a particular social identity 
(self-ascribed identity)? 

2. How are people perceived and identified by others? 
3. What are the mechanisms of social exclusion? Are there systemic barriers to 

opportunity? 
4. What are the relevant organizational and institutional mechanisms in a project setting? 
5. In what ways do social identities and the social context make people more vulnerable 

or resilient to risk? 
6. Are there aspects of the social context that favor some groups over others when it 

comes to accessing intervention benefits or opportunities? 
7. What can be done to remove barriers and strengthen opportunity and social inclusion? 
8. How do local communities relate to government and other institutions? Is there a 

history of trust, or tension? 
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3.  Conducting Stakeholder Analysis and Meaningful Engagement 

Stakeholder engagement is an essential part of the SIA process, and is a cornerstone of informed 
decision-making and good governance. Stakeholder engagement underpins the SIA process. It is 
critical that stakeholder engagement takes place early and often. This allows stakeholders input 
to be considered in the project design, planning and implementation. Stakeholders may be 
numerous and various. Some will identify themselves immediately; others will not engage with 
the company until an issue arises. An early stakeholder identification process makes that task 
much easier. 
 
Relevant stakeholders are people likely to be affected by the project or who can impact the 
project such as representatives of local communities, interest groups, NGOs, government 
agencies, funding institutions, employees, and contractors. Identified stakeholders should be 
assessed for their ability to influence the project or operation or their vulnerability to negative 
impact from it. This evaluation can help prioritize and develop appropriate and feasible 
engagement strategies with each stakeholder. However, time scales for effective engagement 
can be lengthy. 
 
Consultation is one of the most commonly used elements of stakeholder engagement. 
Consultation makes local communities aware that information is sought to mitigate future 
impacts and identify opportunities for improvements in social and economic conditions. 
Legislation can often dictate consultation requirements in project planning processes and ESIA 
studies. However, consultation requirements dictated for ESIAs by legislation may not always be 
consistent with SIA needs. 
 
Initial public consultation is often used to assist in stakeholder analysis to ensure that no relevant 
groups are excluded and to develop culturally appropriate and effective engagement with 
relevant groups. Some form of public consultation in relation to project planning, approval and 
implementation is required by law in most countries, and all International Finance Institutions 
(IFIs) 3  have adopted policies and procedures to incorporate stakeholder consultation into the 
projects and programs they support. IFIs have strengthened and developed guidance on 
stakeholder engagement. For example, the World Bank and IBRD have adopted standalone policy 
standards with requirements for consultation and stakeholder engagement.  
 

                                                      
3 Inter-American Development Bank (IDB), the World Bank, the International Finance Corporation (IFC), the 
European Bank for Reconstruction and Development (EBRD), and the Asian Infrastructure Investment Bank (AIIB) 
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Below are synthesis of key principles and elements recommended in the stakeholder 
engagement process. Meaningful consultation with project stakeholders adds value to projects 
in different ways: 

• It captures the views and perceptions of people who may be affected or have an interest 
in a development project, and provides a means to take their views into account as inputs 
to improved project design and implementation, thereby avoiding or reducing adverse 
impacts, and enhancing benefits; 

• It provides an important source of validation and verification of data obtained elsewhere, 
and improves the quality of environmental and social impact assessments; 

• It enables people to understand their rights and responsibilities in relation to a project; 
• Greater transparency and involvement of stakeholders enhances trust, project 

acceptance, and local ownership, which are key to project sustainability and development 
outcomes; 

• It is required by IFIs in complying with environmental and social policies, in projects that 
have the potential to cause harm to people or the environment; and 

• It is essential to the credibility and legitimacy of implementing agencies and IFIs  

The stakeholder engagement process should meet the following ten principles: 

1. The stakeholder consultation process should be ongoing and iterative throughout the 
project cycle, starting as early as possible. 

2. It should ensure that different categories of stakeholders are represented and involved. 
This may include individuals and groups, as well as formal and informal local institutions. 

3. Sufficient resources should be allocated. This includes budgets as well as staffing and 
capacity, and the willingness of project authorities to take stakeholder views seriously, 
and to modify designs and implementation to reflect stakeholder concerns where 
possible.  

4.  It should be transparent and based on factual information, including about the scope of 
consultation and ability of stakeholders to influence project decisions. 

5. It should be equitable and non-discriminatory, and ensure that poorer or more vulnerable 
parts of the affected stakeholders are given a voice. 

6. Stakeholders should have prior information about relevant aspects of the project, in a 
language, format, and manner that is appropriate for them. Different approaches will be 
appropriate for different groups and in different contexts, but at a minimum this should 
be conveyed in such a way that it is understandable and accessible to all. 

7. Consultation events and other forums or means of engaging with stakeholders should be 
respectful and free of coercion. Stakeholders who express concerns or criticism against 
the project or authorities should be protected from retaliation. 

8. Confidentiality of information and stakeholders should be ensured where appropriate. 
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9. To be meaningful, a consultation process should also avoid consultation for consultation’s 
own sake, or excessive discussions that do not lead to anything or that may lead to 
unrealistic expectations. 

10. The process should be systematically documented, and relevant aspects of it should be 
disclosed publicly. 

A key objective of conducting a stakeholder analysis is to determine how risks and benefits are 
likely to be distributed among different individuals and groups, and to develop a plan for how the 
project will engage with the different groups. As a first step to identifying relevant stakeholders, 
the SIA should consider both potential impacts and the degree of influence or voice groups have. 
While safeguards policies require consultation with groups who are potentially affected in an 
adverse manner, it would be a mistake to limit the consultation process only to them. A more 
comprehensive analysis and engagement process would identify characteristics, needs, interests 
and influence among project beneficiaries as well as among groups adversely affected. It would 
include groups supporting the project, and others who may be opposed or pose risks to successful 
implementation. The figure below illustrates these four key categories of stakeholders. Each main 
category should be disaggregated further, depending on the specific project type and local 
context.  

It is good practice to use the stakeholder engagement process not only as a means of 
consultations and dialogue, but also as a means of obtaining and verifying data and information 
that may be used in the design and implementation of the project. This may include joint 
assessments where local communities are involved in determining risks and opportunities, and 
in established indicators and mechanisms for participatory monitoring (See Annex 3 for sample 
questions on Stakeholder consultation). 
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Checklist 

1. Identification of priority issues: What are the likely risks and opportunities arising from 
the project? 

2. Stakeholder analysis and consultation plan: Who is affected by the project, and who has 
an interest that can influence outcomes? How will the project engage with them? 

3. Prior information: How will information be provided to stakeholders prior to consultation 
and consultation events in a meaningful way? 

4. Appropriate forums and methods for the consultation process: How should consultation 
events be organized? 

5. Grievance redress mechanisms: How can stakeholders seek remedy if they feel the 
project is causing harm to them or the environment? 

6. Design and implementation decisions considering stakeholder perspectives: How will 
stakeholder concerns and recommendations be addressed in project decision-making and 
the overall management system? 

7. Feedback to stakeholders and transparency in decision-making: How will the stakeholders 
be informed about project decisions and how their views and inputs have been 
incorporated? 

8. Baseline data, action plans, and management systems: What are the action plans that the 
project will implement to reduce risk and enhance benefits for project stakeholders? 

9. How will the project establish and maintain a suitable management system to address 
environmental and social issues? 

10. Documentation and public disclosure: What are the mechanisms established to 
document and disclose relevant project information? 

11. Ongoing stakeholder consultation during implementation: What are the mechanisms 
established to ensure that stakeholders are kept informed and involved throughout 
project implementation? 
 

4.  Identifying Benefits and Opportunities 

Development projects have the potential to generate significant local benefits and opportunities 
in many ways. These include: 

• Opportunities for employment, or provision of goods and services to a project 
• Training and capacity building 
• Access to better services such as health and education, energy, and improved transport 

opportunities 
• Support to gender equality and women’s empowerment 
• Benefit sharing and revenue generation from natural resources 
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The SIA process is essential to identifying and achieving benefits. Through local consultations and 
an analysis of the social context, the SIA provides the basis for well-designed and sustainable 
investments and support that benefit local communities. Involving communities actively in 
defining priorities through meaningful consultations, and participating actively in project 
planning and implementation, contributes to well-targeted and more sustainable development 
with local ownership. Local procurement can also contribute positively to this.  
Frequently, local communities either have or can be assisted in developing their own 
development strategies that can guide how the project supports initiatives that meet local needs. 
Participatory development based on analysis of social context, risks and opportunities has also 
proven essential in recovering from conflicts and natural disasters. 
 
When providing benefits to communities such as rural roads, water and sanitation, or other types 
of infrastructure, communities have sometimes been asked to contribute labor, land, or other 
resources in return. When done as part of community-driven development initiatives, this may 
make projects more sustainable, through local participation and improved ownership. However, 
there are also risks involved. Local contributions may amount to a form of coercion, where it is 
made clear — explicitly or implicitly — to local communities that unless they contribute, there 
will be no project benefits. In some cases, land contributions have been made by poor people, 
who can ill afford the loss, while benefits have been captured by more affluent or influential 
members of the community. The SIA should assess these and other risks related to local 
development, even where at first glance the project is considered beneficial. 
 
Checklist 

1. Have local communities been consulted about their development priorities? 
2. Does the project involve local communities in planning and implementing the project, and 

identifying local benefits? 
3. Have opportunities for targeted benefits to particular groups such as women or 

Indigenous Peoples been identified? 
4. Have local people been provided with employment opportunities by the project? If not, 

are there plans for capacity building to help people build relevant skills? 
5. Are there mechanisms in place for local procurement? 
6. Has the project identified appropriate benefit sharing for local communities? 
7. Are community contributions to the project planned and implemented in a transparent, 

non-coercive manner? 
8. Are expected benefits likely to be sustainable and not lead to dependency? 

 
5. Assessing and Identifying Risks and Impacts  

The environmental and social standards and safeguards policies adopted by IFIs focus both on 
promoting sustainable development, and on managing risks of adverse impacts from the project. 
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The concern is with both positive and negative aspects of the project, and both actual, already 
existing issues, and potential, future issues. The terms ‘risk’ and ‘impact’ are sometimes using 
interchangeably. In this module, risk is not the same as impact. Impacts can be both positive and 
negative, while risks refer to potential negative impacts the project may cause or contribute to, 
or issues that may affect the project negatively. The table below summarizes some of these 
differences: 
 

RISK IMPACT 

Potential, future  Actual, has already occurred 

Negative  Both negative (adverse) and positive 

Definition: Risk is the combination of the 
expected severity of (i) a potential adverse 
impact an intervention may cause or 
contribute to, or (ii) issues that may affect 
the project negatively; and the probability of 
either or both of these occurring 

May refer both to benefits, and negative 
outcomes. Generally, impact refers to 
something longer term and more permanent 
than outputs and results. 

 
Based on this, ‘impact’ is part of the definition of risk, insofar as it refers to possible future and 
negative impacts. By definition, once something has occurred, it is no longer a risk, it is an actual 
impact. The expectation in projects financed by IFIs is that the projects should ensure that any 
potential or actual adverse impacts are identified. Once identified, adverse impacts should be 
avoided or reduced, and mitigated in different ways when they are unavoidable.  
 
The effort involved to address social risks4 in the SIA process should be proportionate to the 
expected level of risk in the project. Risk levels are usually categorized as high, substantial, 
moderate, or low. To a large extent, social risks are a function of:  

• The project’s scale, complexity, and inherent sectorial risks; and 
• Local conditions such as people’s vulnerability, poverty levels, lack of resilience, or social 

exclusion 

Different risks may also influence or exacerbate each other: Involuntary resettlement caused by 
the project is likely to constitute a higher risk when the displaced are poor and vulnerable, than 
when they are more affluent. The earlier discussion in this note of social context, and of the 
                                                      
4 Typical Community Risks and Impacts: Community health; Incidents of disease & substance abuse; Increased 
burden on social infrastructure; Morbidity and mortality; Social conflict; Change in traditional ways of life; Increase 
in cost of living; Involuntary displacement & landlessness; Joblessness; Food security and vulnerability; and 
Population Influx 
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stakeholder analysis and engagement process, should address the possibility that different social 
groups may be affected differently by a project, and may require different support or mitigation 
mechanisms. Typically, projects causing displacement, and projects 
affecting Indigenous Peoples or other vulnerable groups, constitute high risks and require 
particular attention. Other characteristics, such as gender differences, age, or disability may also 
constitute higher risks for project-affected people.  
 
Impacts directly attributable to a project are normally considered to be the full responsibility of 
the project, in terms of identifying and managing risks. But there are also other types of impacts, 
which may only be caused in part by the project, and where the project authorities may have 
limited leverage and control over outcomes. This is for example the case with cumulative 
impacts, where a project is one among several contributing factors. To reflect different types of 
risks and their implications, it is useful to distinguish between risks from the project that a project 
may cause or contribute to, and risks to the project from the operating environment and local 
context. The following paragraphs summarize four such categories of risks. Each of these topics 
may require careful attention, and in many cases IFIs and other institutions have specific policies 
or requirements related to them. The implications of grouping risks in these four categories will 
be discussed in more detail in later sections. While this section focuses on identifying risks, the 
later sections discuss how risks can be managed once they have been identified. 

1. Cause: Among risks of adverse impacts a project may cause directly, and that are 
attributable to the project, are: 

•  Involuntary resettlement 
• Risks to Indigenous Peoples 
• Gender-related impacts 
• Impacts on cultural heritage 
• Risks to workers and laborers 
• Risks to local communities related to health, safety, security, and impacts of labor 

influx and in-migration 
2. Contribution: These are risks that a project may contribute to adverse impacts, where 

other factors and third parties outside of the project’s direct control are also contributing 
factors. This includes cumulative impacts. It may include risks related to associated 
facilities, or to supply chains of goods and services, such as labor conditions in the case of 
contractors and sub-contractors. Adverse impacts of this nature may fall outside of a 
project’s direct area of influence, and take place at different points of time. 

3. Context: Contextual risks refer to risks in the project setting that a project neither caused 
nor contributed to, but which it is associated or linked with. Such risks have frequently 
been underestimated, since risk assessments generally focused on project-induced risk. 
However, contextual risks can increase the severity of adverse impacts from the project; 
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they can affect the project’s performance; and they can constitute significant reputational 
and financial risk to the institutions involved. A project may for example be perceived to 
be complicit in human rights abuses, if it is seen to benefit from abuses committed by 
others. Examples of contextual risks which the SIA process should consider include: i) 
Conflict, fragility and violence; ii) Human rights abuses; iii) Gender inequality; iv) Political 
instability; v) Ethnic and religious tensions; vi) Legal protection and rule of law; vii) 
Potential for elite capture, opposition or distortion of project by influential stakeholders; 
viii) Corruption and weak governance; xi) Natural disasters and climate effects; and x) 
Legacy issues involving past history, which people perceive to be associated with the 
current project in one way or another, or which may affect project outcomes in various 
ways. 

4. Performance and capacity: Performance-related risks have to do with the ability of the 
responsible agencies to plan, coordinate, and implement the various aspects of the 
project, including the SIA process. It involves skills, experience, resources, and 
commitment. Poor performance and limited capacity can jeopardize many aspects of 
a project, including the ability to manage adverse impacts on local populations, or to 
provide the necessary quality oversight and integration into project decision-making. It is 
therefore of relevance to the SIA process. It is important to discuss and assess issues 
related to capacity and resources from the early stages of project preparation, since the 
undertaking of the various aspects of the SIA process can contribute significantly to 
capacity building, and identify the need for additional support and resources if needed. 

The implications of these four risk categories from a management perspective are discussed in 
the later section on Reflecting Social Issues in Project Design and Implementation. 

 
5. Determining Indicators, Baseline, and Data Collection Methodology (Assessment Tools 

and Methods) 

Project related data can be collected in various ways, and usually consist of both quantitative and 
qualitative methods. Having good data is essential in a project for several reasons. The data help 
inform project design and implementation, and are essential inputs to action plans and 
management systems. Baseline data are needed to make comparisons and evaluations about 
project results and impacts. At its most fundamental level, any project should be able to answer 
some basic questions as part of a completion assessment: Are affected people better or worse 
off than before the project? Can the changes be attributed to the project, or are there other 
contributing factors? If there are adverse impacts from the project such as involuntary 
resettlement, have the mitigation mechanisms adequately compensated for such impacts, so 
that people at the end of the project have not experienced a net loss in their assets, livelihoods, 
or well-being? 
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While such comparisons can only be done during or even after project implementation, the 
baseline data and benchmarking should be established during project preparation. Discussions 
and consultations with stakeholder groups should be supplemented by more rigorous studies 
such as socio-economic surveys and a full census when it is clear that objective and quantifiable 
baseline information will be needed to identify entitlements and mitigation measures. Such 
studies should be done as part of the SIA process, and they should be completed before specific 
plans such as Resettlement Plans or an overall Environmental and Social Management Plan are 
finalized. 
 
Baseline data should provide the basis for decisions about project location, design, operation, 
and mitigation measures. Throughout the project’s lifetime, additional data will be collected 
through the project’s monitoring system and other means. A discussion should be included about 
the accuracy, reliability, and sources of the data, any existing uncertainties or data gaps, and 
proposed steps to complete necessary data collection. The data used for a point of comparison 
in the baseline study may in some cases be available from existing census data or other sources. 
In many cases, however, existing data sources will be insufficient, since they may be out of date, 
or not capture essential elements of what needs to be measured. Existing data will generally have 
to be supplemented or corrected through primary data collection and field work. 
 
The data should be disaggregated by relevant social groups. Both adversely affected people and 
project beneficiaries should be disaggregated by gender and other relevant social identities, and 
monitoring indicators should track prevention and mitigation measures reflecting this 
disaggregation. 
 
The unit of analysis and entitlement for support will vary depending on the context. For example, 
in a situation involving resettlement, the unit of analysis and entitlement may be individuals 
when it comes to livelihood restoration; households when it comes to replacement 
of house and property; and community or groups within a community when it comes to 
replacing things like schools, temples, or other community assets. 
 
The process of data collection for a census and / or socio-economic survey should be used as a 
supplementary method of stakeholder consultation, allowing for discussions with household and 
community members. Feedback and comments from the respondents should be documented 
and considered among other inputs from the stakeholder consultation process. If structured 
interviews or surveys are used, it is important that the design includes open-ended questions and 
the ability for project staff to probe, to better understand concerns and priorities at the local 
level. 
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The validity and reliability of survey data and indicators selected for the baseline and subsequent 
studies can be greatly improved through verification with local stakeholders, who may also 
inform data collection methods such as a survey design by helping to identify important issues 
that are not apparent to outsiders. The data used should be as robust and replicable as possible, 
taking into account that local context may mean that people attach different values to issues and 
relationships. Consideration should be given to developing indicators in a participatory manner, 
to ensure that the analysis and future monitoring and evaluation capture variables and factors 
that are meaningful to local stakeholders. This should include taking people’s perceptions and 
not just “objective” impacts and interests into account. While many impacts — positive or 
negative — are physical and tangible, and can be quantified, many others are qualitative in 
nature, and can only be understood by engaging with the people affected. Such more intangible 
aspects of people’s well-being may include: 

• the perceived value to people of natural habitats and ecosystems 
• the importance given to cultural heritage (tangible & intangible), such as traditional 

knowledge, and ritual or spiritual ties to a location 
• how social capital provides systems of reciprocity and human security 
• how patterns of inequality and social exclusion affect different groups, for example 

women’s status in a society 
• degrees of trust and confidence in local institutions  

 
It is important to understand issues such as these, but they are difficult to capture by traditional 
survey methodologies and quantitative methods. A combination of methods is recommended, 
where qualitative data are collected through sensitive and respectful dialogue with affected 
people and local communities. 
 
An overview of typical steps related to data collection in a project consists of: 

1. Determine what the relevant issues are (risks, opportunities, likely project impacts, 
stakeholders) 

2. Determine what the indicators should be, including through consultations with local 
stakeholders (more or less contextually oriented, more or less quantitative in nature) 

3. Determine what the units of analysis should be (e.g. individuals, households, groups, 
communities, other) 

4. Determine research methodology to collect data (e.g. rapid assessments, participatory 
analysis, ethnographic investigations and participant observation, survey questionnaires, 
household and health surveys) 

5. Establish baseline (pre-project data) 
6. Establish benchmarks and target values (comparator data and what the project expects 

to achieve) 
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7. Use relevant data sets for project monitoring, supervision, and evaluation (discussed on 
Monitoring, Adaptive Management, and Evaluation section).  
 

The figure below illustrates aspects of how a baseline is established along with benchmarks 
and targets, and how both positive and negative impacts are measured over time. 

 
 
The assumption is that there should be no harm and preferably benefits for project affected 
people. As the red downward arrow in the figure indicates, adverse impacts such as displacement 
may take place, but they should be minimized, and affected people should be appropriately 
compensated and supported. Mitigation of adverse impacts is considered a requirement, while 
net positive impact should also be sought, including for those who are initially affected negatively 
(indicated by the light green arrows in the figure above). The timeline for mitigation of adverse 
impacts will depend on types of impact: Some impacts need to be mitigated immediately, such 
as risks to health and safety. Others may be done more gradually over time, such as livelihood 
restoration in cases of displacement, which may require a longer-term effort. Net positive impact 
is desired, but is not generally considered a requirement to comply with environmental and social 
standards.  
 
The following section discusses how social issues and risk management can be reflected in the 
project design, by application of a risk mitigation hierarchy. 
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6. Reflecting Social Issues in Project Design and Implementation 

Once risks have been identified, they must be managed. This is done through applying a logical 
sequence of steps, referred to as a mitigation hierarchy. It involves the following:  

1. Identify and anticipate risks of potential adverse impacts, through analysis and 
consultation (discussed in previous sections) 

2. Avoid potential adverse impacts, applying an alternatives analysis including a no-project 
scenario. 

3. Minimize or reduce the impacts, for example by reducing the physical footprint of a 
project through changes in design of civil works. 

4. Restore or rehabilitate where possible, for example by providing alternative access to 
water sources that have been cut off by a project. 

5. Compensate or offset residual impacts, for example by providing resettlement assistance 
to displaced populations. 

Going through these stages of the risk mitigation hierarchy, the risk of adverse impacts gets 
successively reduced. This can be shown in an inverted pyramid, in the figure below: 
 

 
 

The SIA should document how these stages are being addressed, and eventually confirm the 
successful compensation, assistance, or offset of any adverse impacts. Where possible, the 
documentation should quantify the degree to which adverse impacts have been avoided, e.g. 
that displacement has been reduced by 80% through alternative designs or other measures. As 
discussed above, a key principle in managing environmental and social risk is that effort and 
resources should be allocated to projects proportionate to the degree of risk. 
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Higher risk projects require more thorough analysis and engagement processes integrated into 
project design and implementation on the part of the borrower or responsible agency, and they 
may require enhanced due diligence and more guidance and support to be provided to the 
borrower by the IFIs. Higher risk projects are also likely to require more resources in terms of 
preparation time and budget. 
 
As discussed earlier, the analysis and consultations conducted as part of the SIA should be 
sequenced and integrated into the project’s decision-making process, so that consideration of 
social issues becomes part of overall project design and implementation. In cases of high 
probability of severe impacts on vulnerable populations, there should be a real option to cancel 
or completely redesign the overall project, or at a minimum the components with the highest 
risk.  
 
A key aspect of managing risks is the degree of control, leverage, and responsibility a project has 
for different types of risks. When deciding on actions to take related to project design and 
implementation, it is therefore useful to consider the four risk categories discussed in above 
section. These categories involve differentiated risk management approaches. The expectations 
for a project may be summarized as follows: 

1. Risks of adverse impacts a project may cause: The assumption here is that impacts 
are fully attributable to the project, and that the project has full responsibility for 
outcomes. The mitigation hierarchy discussed above should be applied in full. 

2. Risks of adverse impacts a project may contribute to: In this case, the project has 
partial responsibility for outcomes. Risks should be assessed, and the project should 
utilize best efforts to (i) ensure that the project’s own contribution to overall adverse 
impacts are kept at a minimum, and (ii) collaborate with other agencies and 
institutions, using available and reasonable leverage and influence to minimize overall 
adverse impacts. 

3. Contextual risks: The project has limited or no responsibility for the situation as such, 
since it has not caused or contributed directly to the situations of conflict, fragility, 
legacy issues, or other contextual risks. However, the project is responsible for how 
contextual risks are handled within the project, since the association or linkage with 
such risks may affect the project negatively. Contextual risks may also exacerbate 
adverse impacts the project is more directly responsible for. The project should 
therefore assess such contextual risks, and determine how they should be managed. 
This may include considering alternatives to project location or association with 
unacceptable situations. 
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4. Performance and capacity related risks. Depending on the situation, the project may 
have full or partial responsibility for performance-related risks. Capacity constraints 
and resource needs related to managing the SIA process should be considered and 
addressed from the earliest phases of project preparation. Where overall project 
performance also depends on other agencies, coordination should be established as 
early as possible. 

Integrating social considerations in the overall design requires project teams to work closely 
together, and coordinate the different aspects of planning and implementation. This is an 
ongoing, iterative process: Based on initial plans and designs for a highway project, potential 
impact areas should be studied, and local communities and other stakeholders along the 
proposed alignment consulted. This will provide information about sensitive areas such as 
cultural heritage sites to be avoided where possible, and how to minimize the need for land 
acquisition and displacement. This information should then be considered before finalizing 
engineering designs. Once final designs have been done, a clear mapping of the project’s direct 
impact area can be done, and additional consultations with affected stakeholders can be held 
regarding support and mitigation mechanisms for those identified as affected.  
 
As construction and implementation take place, additional studies, consultations, and 
modifications of designs are likely to be needed. Moreover, many impacts and risks do not 
become apparent until the construction or implementation phase. Construction camps and new 
roads, for example, may generate commercial sex work and trafficking. The SIA process should 
therefore be designed in such a manner that it captures issues that may not be apparent during 
project preparation. 

7. Producing and Disclosing Reports and Plans 

Reports of SIA are usually required for documentation, much of which is subject to public 
disclosure. There needs to be systematic documentation of the analysis and consultations 
undertaken, and of the various action plans where relevant. This reflects the nature of the SIA as 
a process with specific and concrete milestones, deliverables, and types of documentation. 
Depending on context and likely project impacts, there may be a need to produce specific plans 
such as Resettlement Plans, Indigenous Peoples Plans, or Cultural Heritage Management plans. 
Agencies responsible for planning and implementing projects are generally required to make 
such information available in draft form through disclosure, to allow for feedback from the public 
and affected stakeholders before finalizing the documents. Public disclosure of relevant issues 
and proposed actions is also generally required for decision-making among IFIs.  
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8. Embedding Social Issues Within the Project Management System 

The SIA should provide the information needed not only to produce studies and reports, but also 
to ensure that social issues are appropriately managed. Even the best reports and plans are 
meaningless if they are ignored during implementation. Environmental and social issues should 
therefore be embedded in the project’s overall management system. The recommended 
approach is to establish a clearly defined environmental and social management system, ESMS, 
which provides a clear mandate, responsibilities, and resources to implement the project’s 
environmental and social framework and action plans. As discussed earlier, this should include 
both benefits and development opportunities, and risk management.  
 
Assessing performance and capacity related risks and needs for the project makes it important 
that the SIA process explicitly include an institutional capacity analysis, and that any proposed 
action plans be subjected to critical review of how feasible the proposed actions are in view of 
existing and planned institutional setup. If necessary, a structured training and recruitment plan 
should be put in place. 
 
Ensuring integration and coordination of social issues within a project management system is not 
straightforward. In many cases, the responsible agency for the project may not have in-house 
expertise related to environmental and social issues, or may not give sufficient weight to non-
technical considerations. Even where individuals or teams are charged with managing 
environmental and social issues, their views and inputs may not be given the same importance 
as financial and technical considerations. The lack of experience and capacity related to 
environmental and social issues often results in sustainability considerations being given 
insufficient attention. This is one reason why it is essential that senior management in charge of 
overall coordination and decisions are sensitive to and familiar with the social issues, have agreed 
on key principles and normative frameworks as discussed earlier, and can balance different views 
and perspectives. 
 
The ESMS will provide the structure and basis for the project’s performance related to 
environmental and social issues. The resources and efforts allocated to this will depend on 
project risk and complexity. For projects of moderate, substantial or high risk, this will normally 
include: 

1. A clearly stated policy or statement of commitment, with values, principles, objectives 
and goals that govern environmental and social performance; 

2.  An organizational structure to implement environmental and social commitments, 
including: 

• Budget allocations 
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• Staffing with roles and responsibilities 
• Plans for capacity building and institutional strengthening, as needed 
• Coordination and partnership arrangements with other agencies whose 

cooperation is needed for successful project implementation; 
3. A description of how the SIA process will continue during project implementation, 

including application of the risk mitigation hierarchy in coordination with other project 
components; 

4. Mechanisms for ongoing stakeholder engagement and feedback, including 
management of the project’s Grievance Redress Mechanism; 

5. How unexpected events and issues will be addressed; primarily through: 
• A mechanism for emergency preparedness and response, and 
• Principles of adaptive management; how the project will respond to unforeseen 

circumstances and new information 
6. Mechanisms for monitoring, review, supervision, and evaluation 

 
9. Monitoring, Adaptive Management, and Evaluation 

A well conducted SIA enables informed decision-making. It establishes the basis for trust and 
support from stakeholders, and it captures opportunities and risks that are reflected in robust 
management systems and action plans. However, having good plans is necessary, but it is not 
sufficient. Managing social performance does not lend itself to the same “blueprint approach” as 
for example engineering designs. There will always be unknown variables, including related to 
people’s behavior and responses to a project. Plans get delayed, circumstances change, 
opposition arises, and other unanticipated problems occur. It is therefore important not to 
confuse plans with outcomes and results. Rather, plans should be considered as living documents 
that need to be revised and updated in response to changing circumstances. 
 
A good ESMS can reduce but not eliminate risk. An essential measure of performance is therefore 
how efficiently and effectively a project responds to unforeseen circumstances. This is done 
through adaptive management, whereby a project establishes a flexible system for learning and 
adapting. It should be noted that this is not always easy to put in place. In many settings, project 
officials and staffs may not have the authority to make changes to how a project document is to 
be followed, and “improvisation” may be perceived by them and their superiors as contrary to 
the rules of how they should work. In some cases, people may be worried about punishment if 
they do not follow project plans to the letter. It is therefore important to discuss and agree on 
the need for adaptive management up front, and to explicitly define the parameters for the 
approach in the project documentation and legal agreement. 
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An adaptive management approach requires systematic monitoring of the project’s 
environmental and social performance and results, and ongoing consultations with key 
stakeholder groups. The indicators used for the monitoring should be based on the project’s 
baseline data, as discussed in the earlier section on indicators, baseline, and data collection 
methodology. The indicators used should be objectively verifiable to the extent possible, and 
may be based on both quantitative and qualitative data. 
 
Monitoring, supervision and evaluation have different purposes, and will generally use different 
types and levels of indicators, benchmarks, and targets: 

• Monitoring is part of a management system, and is normally the responsibility of the 
implementing agency as an ongoing process. It focuses on the social aspects of project 
activities, and immediate outputs. 

• Supervision is generally undertaken by the supporting IFI or local institutions with 
a responsibility for oversight. It is done on a regular basis, and serves to verify project 
performance and results. 

• Evaluation is typically done mid-way through a project’s implementation period and, 
again, prior to project completion and closure. It should focus on quality and sustainability 
of higher level outcomes and impacts, and whether the project has reached its goals. It is 
typically carried out by evaluators who are independent from the project implementing 
agency. It may be commissioned by the responsible agency, the lender, or both in 
collaboration. This may be summarized in the table below: 

MONITORING, SUPERVISION, AND EVALUATION 

Monitoring Supervision Evaluation 

Implementing agency 
responsibility; may include 
participatory monitoring and 
use of independent experts 

Lender responsibility Joint: lender and implementing 
agency responsibility; use of 
independent experts 
recommended 

Ongoing as basis for adaptive 
management  

Intermittent  Typically at project mid- term 
and completion 

Focus on inputs and immediate 
outputs, using Objectively 
Verifiable Indicators 

Focus on performance 
and results, 
verification of 
monitoring 

Focus on higher level outcomes, 
impacts, and sustainability 

 
A monitoring, supervision and evaluation framework should include information about the 
following:  
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• Indicators 
• Baseline data 
• Target data 
• Data sources 
• Frequency and method of data collection 
• Responsibility 
• Reporting formats 

In many projects, it will be appropriate to involve affected communities and other stakeholders 
in the monitoring process, through participatory monitoring. This can both inform the quality of 
data and decision-making, and contribute to better understanding and support for the project 
locally. If participatory monitoring is part of the project, it may be necessary to provide guidance 
and training to those involved. Independent, third-party experts may also be part of a project’s 
monitoring system. A rule of thumb is that the greater the project risk and complexity, the more 
important it is to involve independent third parties for their advice or involvement in planning 
and monitoring. 
 
Normally, the project’s monitoring and supervision system will produce regular reports. The 
frequency of reporting will depend on the project’s level of risk and complexity. Reports should 
serve a purpose; they should not be placed on a shelf and forgotten about. There are three typical 
objectives to producing monitoring and supervision reports, and to analyzing their findings: 

1. They should serve as a basis for decision-making in the process of adaptive management. 
Ideally, there should be clear guidelines about which level of the organization or agency 
involved will need to take action.  

2. They provide the documentation needed to demonstrate accountability to stakeholders. 
3. They should serve as a basis for knowledge and learning, both at the individual and 

institutional level. This should involve quality control and feedback mechanisms.  
 
7. SIA Preparation Process (relating SIA to the ESIA Process)  

Ideally, SIA is initiated at project conception. However, SIA can be applied at any stage of the 
project life-cycle. Frequent revalidation of original SIA will be required through the project 
lifecycle as significant changes occur. The steps to successful SIA include: 

1. Scoping 
Scoping defines the limits of the study to avoid unjustified effort. This step consists of gathering 
sufficient preliminary information to determine the area of influence of the project and, 
identifying the scope of issues to be covered by the SIA and the level of stakeholder engagement 
that will be needed. Careful consideration at the scoping phase will greatly enhance the success 
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of the assessment.  
 
Key parameters that will influence the scope of an SIA are: 

• Project characteristics including the size, complexity and stage in the project lifecycle and 
the timing and duration of the project activities. 

• Project uncertainties and the time scale for their likely resolution. 
• The historical background of the area, any special geographic features or local cultural 

norms. In particular any history of success or failure with similar projects and a record of 
any community protests. 

• Initial screening of potential social issues.  
• Legislative requirements. 
• Internal organizational or company health, safety, environmental and social / community 

objectives. 
• Results of initial stakeholder identification and analysis and any early engagement. 
• Identification of any vulnerable groups (e.g. low income, minorities, indigenous peoples or 

those not normally involved in political decision making including gender distinctions). 
 
Where impact assessment teams are separated, co-ordination between SIA and EIA teams will 
be needed to optimize the scoping of all studies, since some issues will be in common. It is 
important that the scoping of the SIA be realistic. Carrying out an SIA involving participation of 
stakeholders may not always be straightforward if access, security or other norms limit such 
participation. When that happens, the scope may have to recognize these limitations. In addition, 
the scope of the SIA, particularly in defining its objectives and anticipated deliverables, should 
reflect what can be achieved to ensure that stakeholders have realistic expectations of the 
outcomes of the report. 

2. Planning 
i. Establishing baseline information 

After scoping SIA, the next priority is to gather data on baseline conditions. This data will form 
the basis for modeling potential impacts of the project. A variety of tools can be used to collect 
baseline data.  
 
Secondary Data Sources including official material such as maps, censuses, government records; 
research reports, social needs assessments, historical texts. Such data may need to be updated 
or augmented by field survey data collected by the SIA study team. 
 
Qualitative interviews: providing insight into how people perceive themselves and how their 
community organization and leadership work together. Interviews take into account preferences 
and expectations regarding overall project benefits, specific mitigation measures, compensation 
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and community development needs. Qualitative techniques can also be used to 
fill gaps in baseline data surveys which might have been missed or understated. They can also 
enhance and verify quantitative data. 
 
Quantitative Method: Quantified data is often collected on such parameters as household 
assets, income, expenditures, vulnerable individuals or groups, health, education, skills of the 
labour force, etc. Quantitative data allow for effective assessment of potential project impacts 
over time. Reliable quantitative data also provide a sound basis to challenge unfounded claims 
and future disputes concerning project impacts. However, quantified data collection should focus 
on what really counts rather than what is easy to count. 
 
Participatory rural appraisal: the participatory approaches suggested by the World Bank can be 
used to share learning between local people and companies. Experience suggests that the quality 
of baseline data collection can be enhanced by the use of appropriate participatory approaches, 
particularly in sites where the project/company has a limited understanding of the stakeholders. 
 
Not all desired data will be available or acquirable in a timely or cost effective manner. Gaps in 
data should therefore be identified with the gaps managed within the study. As the project 
evolves, it may be necessary to review and update baseline data. 

ii. Impact assessment 
After collecting baseline data the next step is to analyze it in order to provide predictions of the 
likely positive and negative impacts of the proposed project. Impacts should not be limited to the 
area and lifetime of the projects or operations. Secondary impacts, often outside the company’s 
control, should also be considered. For example, new transportation infrastructures to support 
the project or pipeline rights of way have primary impacts on land use. Secondary impacts may 
include providing access for new settlers in previously inaccessible and sensitive environments. 
Similarly, any cumulative effects of the project with other developments should be considered. 
A number of project scenarios can be treated by comparing potential impacts for different 
project options. The significance of all potential impacts should be evaluated. It is particularly 
important to recognize any disproportionate adverse impact on vulnerable groups. 
 

iii. Disseminating findings 
Disseminating findings is critical to developing effective plans for mitigating adverse social 
impacts and optimizing benefits. Dissemination should be a continuous process incorporating the 
ongoing learning about the communities and changes in the conceptual design of the project. 
Where possible, this process should be integrated with the findings of other impact assessments. 
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Findings should be shared with project staffs, particularly designers and planners. Access to such 
information early in the design phase can help to identify options for avoiding or mitigating 
adverse impacts that might pose risks to project costs and schedule. The discussion of findings 
with project staffs and major contractors is also critical for developing successful mitigation 
measures and then implementing them.  Further dissemination of findings with stakeholders may 
be subject to a variety of constraints. These include: 

• Legal requirements 
• Requirements from finance agencies 
• Confidentiality restrictions with partners and state agencies 
• Constraints on open dialogue and consultation due to adverse security and political 

environments 
Any dissemination strategy should accommodate these constraints while maximizing the benefits 
of a participatory SIA process. 
 

iv. Mitigating adverse impacts and maximizing project benefits through an action plan 
Ways to mitigate adverse impacts and enhance positive ones will be identified through discussion 
of the findings of the SIA with project planners and designers as well as through stakeholder 
engagement. Where impact assessments have not been integrated, mitigation measures 
suggested by one assessment may impact those of other assessments either positively or 
negatively. Trade-offs and negotiation may be needed to optimize alternatives. Priority should 
be given: 

• Firstly, to measures that avoid adverse impact, 
• Secondly, to impact reduction or minimization measures 
• And lastly, to compensation. 

 
When developing mitigation measures, their sustainability should be considered to avoid 
perpetual social commitments by the company. To do this, the project/company can develop an 
action plan ranking and prioritizing recommended actions, detailing the budget proposed and an 
implementation timetable. In addition, these plans should clearly indicate the roles and 
responsibilities of the project and project personnel and those of third parties such as local and 
regional administrations. The role of contractors in implementing of mitigation measures should 
be clearly assessed – preferably before contractors are selected. The action plan should 
coordinate with the timetable for the entire project or activity. In many cases it will be 
advantageous to integrate the action plan into existing action planning management tools. 

3. Implementation and monitoring 
Management support of the measures developed by the SIA process through the action plan is 
critical. Management support will ensure the appropriate allocation of funds and resources. 
Implementation of the action plan rarely involves the activities of a single company department. 
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Interdepartmental collaboration as well as collaboration with external parties-- such as civil 
society groups, affected communities, government agencies and contractors -- is critical. 
Communicating a clear vision for social performance for the project activity among company and 
contractor personnel is also essential. Additionally, clear requirements for social performance 
should be accounted for in contracting strategy and contractual 
requirements.   
 
Monitoring mechanisms should be established as soon as activities commence at project sites. 
Monitoring should identify any deviations from the impacts predicted by the SIA. Monitoring 
should also assess the effectiveness of mitigation measures. Monitoring may be specifically 
required by regulations. When not required, it can be used as a basis for compliance/ 
performance reporting. 

4. Review 
At regular intervals throughout the project lifecycle, performance against the action plan and the 
results of monitoring should be reviewed. In some situations, the mitigating measures in the plan 
may not be entirely effective later in the project or activity lifecycle. If that happens, the SIA 
process may need to be revalidated. For example, this may be needed: 

• At the end of the construction phase when employment levels fall significantly. 
• On closure of an operation leading to the end of employment opportunities, community 

development support and maintenance infrastructure. 
• When activities external to the project due to other company activities, government 

program etc. may cause social impacts around the company’s activities. 
 
As part of company change management processes, SIAs should be updated along with action 
plans. In this way SIAs and action plans will be maintained as living documents. 
 
5. Verification / independent monitoring 
Increasingly, SIAs undergo some process of independent monitoring or verification. In most 
instances, the cost will be borne by the project. The scope of such monitoring or verification will 
vary according to need. It can entail regular visits and review of the SIA process by a number of 
stakeholder representatives, or it may call for active involvement of independent parties in all 
stages of the SIA process. A decision on independent monitoring / verification will depend on 
legal requirements, stakeholder expectations, perceived reputation benefits and the 
independent resources needed. 
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Annexes 

Annex 1: Sample SIA Questions  
 

1. Who are the stakeholders of the project/proposed action? 
2. Are project objectives consistent with their needs, interests and capacity? 
3. What social and cultural factors affect the ability of stakeholders to participate or benefit 

from the proposed policy or project? 
4. What will be the impact of the project or program on the various stakeholders, especially 

women and vulnerable groups? 
5. Are there plans to mitigate adverse impacts? 
6. What social risks might affect project or program success? 
7. What institutional arrangements are needed for participation and project delivery? 
8. Are there plans to build capacity at appropriate levels? 
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Annex 2: Sample ToR for social Impact Assessment 
 

 SIA ToR typically requires consultants to explore the following elements in detail: 
 Objectives of the social assessment and links to intended social development outcomes 

and impacts of the project. 
 The project’s socio-cultural, institutional, historical and political context. 
 Legislative and regulatory considerations pertinent to the project. 
 Each of the five entry points of social analysis in respect to the project. 
 The opportunities, constraints and likely social impacts of the proposed operation. 
 Research methods, employing mixed methods, including quantitative and qualitative 

analysis, and triangulation to validate data, whenever possible. 
 Available knowledge and data for socially sustainable project design, implementation, 

monitoring and evaluation. 
 Project design inputs to secure positive social development outcomes and minimize 

negative effects of the project. 
 Strategy for achieving social development outcomes, including recommendations for 

institutional arrangements (formal, informal and market institutions) to attain desired 
social development outcomes and impacts. 

 The social assessment’s implications for the consideration of alternative implementation 
arrangements. 

 Operational recommendations for project design, implementation, monitoring and 
evaluation. 

 Identification of adequate monitoring and evaluation procedures and indicators. 
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Annex 3: Stakeholder Analysis Questions: 
 

The following are key stakeholder analysis questions to be considered: 
• Which stakeholders (individuals or groups) to engage as project partners? 
• Which stakeholders have potential negative influence and high degree of influence that 

needs to be managed, and how? 
• How to increase ownership among key stakeholders? 
• Which stakeholders have negative interests, but lack significant influence and can thus be 

safely avoided 
• How certain anticipated “losers” as a result of the project are likely to react, and possible 

ways they can be compensated? 
• How those stakeholders with positive interests, but low influence, can have their influence 

increased (i.e., through use of the media.)  
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Annex 4: Key Issues for Institutional and Legal Framework Analysis   
 
For institutional analysis, the following questions can be posed: 

• Have all the institutions and organizations been considered, including those in the 
marketplace, the public sector and the community? 

• Is the culture of potential partner organizations a good fit with the project’s goals? 
• Do the human resources available have the appropriate background and values for this 

project? 
• Is the incentive structure in the organization or institution conducive to project success? 
• Does the organization engage in other activities or have other mandates that send a 

“message” to constituents or beneficiaries that is different from or that contradicts the 
message the project wants to send? 
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Annex 5: SIA Basic Report Outline 
 

The overview below outlines typical content of summary SIA report:  

1. Executive summary  
2. Project Description (including locations of the project) 
3. Data collection Methodology  
4. Legal and institutional framework 
5. Stakeholder analysis and Social baseline data 
6. Expected social impacts and social risks matrix 
7. Alternatives and project design measures 
8. Social mitigation measures 
9. Consultations, participation strategy, and grievance mechanisms 
10. Monitoring and assessment mechanisms 
11. References 
12. Annexes  

Appendix 1: Summary of potential Impact of the proposed project 
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  Keys for rating criteria 

Symbol Description Symbol Description 

--- High negative impact NR Not reversible 

-- Low to medium negative Impact R Reversible 

Ø Nil (no impact) ST Short term 

+++ High positive impact LT Long term 

++ Low to medium Positive Impact CE Cumulative effect 

-+ Impact uncertain NCE Not having cumulative 
effect 

PR Partly reversible Y Yes 

NR Not reversible N No 
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Appendix 2: Environmental and social management plan (ESMP)        

S.N Environment and 
Social impacts 

Proposed 
mitigation 
measures 

Responsible body 
for implementing 
Mitigation actions 

Responsible body 
for Monitoring 

Time Horizon 

Budget for 
implementing 

mitigation 
measures 

Mitigation Monitoring  

        

        

        

        

        

        

        

        

        

        

        

        

        

        

        



 44 

Appendix 3- Environmental and Social Monitoring Plan- Parameters and Indicators  

S.N Impact Proposed 
mitigation 

Monitoring 
means 

Performance 
indicators to be 

measured 

Frequency of 
measurement 

Frequency of 
reporting 

Budget of 
monitoring/year 
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