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Introduction 

Jaipur Rugs Foundation was established in Rajasthan, 

India, in 2004. It is a sister organisation to the Jaipur Rugs 

Business which was founded in 1978. The Foundation 

concentrates on sustainable development results with 

artisans (notably weavers, spinners and finishers), who are 

mostly women; its purpose is ‘to be a catalyst for artisans 

to achieve their utmost dignity in a global market’.  

The Foundation 

facilitates 

sustainable 

development 

opportunities 

across 600 villages 

in the states of 

Rajasthan, Gujarat, 

Uttar Pradesh, Bihar 

and Jharkhand. 

96% of the artisans 

are women and the 

great majority of 

these are from the non-scheduled classes with low 

literacy levels and lacking awareness of their rights.  

The Foundation provides social and entrepreneurial 

development opportunities for artisans. For instance, 

social initiatives like health and eye clinics. Or 

entrepreneurial opportunities by which artisans switch 

from unskilled artisans to becoming skilled, local leaders. 

Methodology 

A team from Caplor Horizons completed this assessment 

in early 2019. Caplor Horizons specialises in 

organisational change and effectiveness. The assessment 

team scrutinised qualitative and quantitative evidence 

and considered the Foundation’s contribution in various 

ways, including through the lens of the United Nations 

(UN) Sustainable Development Goals (SDGs).  

The ‘Depth of Impact’ tool was used to consider the 

emerging results as follows:  

❖ Connect (level 1) – change as a result of an 

activity;  

❖ Improve (level 2) – improved quality of life as a 

result of an activity; 

❖ Transform (level 3) – evidence of enduring change 

as a result of the improvements made. 

Level 1 – Connect  
❖ The Foundation has positively engaged with over 129,000 people through the delivery 

of 51 programmes. 40,000 artisans have benefited from connecting to the Foundation, 
notably though skills training and opportunities to participate in the value chain. 

❖ Given the very high proportion of women involved, the Foundation has admirably 
championed gender equality in many ways.   

❖ The Foundation is to be commended for working in states like Bihar, that face acute 
poverty levels, where the sustainable benefits of its programmes are greatly needed.  

❖ The Foundation’s innovative and robust approaches to sharing learning between its team 
and the artisans were found to be particularly useful in helping bring about change.  

❖ The collaborative and far-sighted relationships that the Foundation has forged at state, 
national and international levels are an important way of facilitating and multiplying 
change. For instance, as a result of its partnership with ‘JEEViKA’ - the Bihar Rural 
Livelihoods Project - it has engaged with 1,100 women. 

❖ The Foundation has been successful at responding to emerging challenges in the delivery 
of its programmes, therefore maintaining an enabling environment for change.  

❖ The commitment and growing experience of linking artisans with customers – plus 
artisans with visitors to their communities – provides a highly distinctive opportunity to 
achieve meaningful connections between people from very different backgrounds.   

❖ The Foundation has achieved substantial reach with relevant audiences at state, national 
and international levels. For instance, in Feb 2019, the internationally renowned social 
philosopher Charles Handy gave an impassioned speech about the remarkable approach 
of the Foundation at a major event in Jaipur. 

 

Overview  

A strategic impact assessment of the Jaipur Rugs 
Foundation was conducted by Caplor Horizons 
covering the period 2013 to 2018. An overview 
of the report is presented here. 

Results 

 



 
 

Level 2 – Improve  

 

Level 3 – Transform  

 

The conclusion reached by the Caplor Horizons team is that the Foundation has delivered inspirational, enduring and 
transformational changes in the lives of artisans, their families and the communities that they have engaged with. The 
Foundation has very significantly improved living conditions, oftentimes in innovative ways, whilst expanding the 
horizons of artisans to become successful entrepreneurs.  

The assessment team believes the Foundation has a compelling philosophy and a highly distinctive sustainable 
development model; these can help accelerate progress towards the SDGs.  

The Foundation’s contribution to gender equality is particularly remarkable.  

 

Conclusions 

Individual – the artisans. 

❖ Improved health: 28,287 artisans have benefited from 
health camp services. 

❖ Improved education: 3,655 artisans have participated in 
an Alternative Education Programme. 

❖ Strengthened Entrepreneurship: approximately 27,000 
artisans have benefited from entrepreneurial training and 
development opportunities. 

❖ Increased enthusiasm and advocacy about learning: the 
Foundation has stimulated increased learning as well as 
inspiring artisans to call for new learning opportunities.  

❖ Higher levels of fulfilment of creative potential: artisans 
appreciate the chance to create their own designs 
through an Artisans Original programme.   

❖ Increased and more regular income: practically this was 
considered one of the most important improvements. 

❖ Acceleration of improvement through ‘Bunker Sakis’. 
These are female co-ordinators supporting the artisans.  

 

Family – the families of the artisans. 

❖ Greater access to education for children: artisans have 
been able to meet the costs of their children’s education 
– “our children can now learn what we couldn’t”.  

❖ Strengthened opportunities for young people: increased 
access to education provides young people with greater 
opportunities for their future lives.  

❖ Enhanced ability to attain higher living standards: artisans 
have been better placed to pay the expenditure 
necessary “for my family’s food and living expenses” 

❖ More respect and influence within the household: for 
instance, due to “not asking my husband for money,”  

❖ Improved management of household income: 2,800 
artisans have opened bank accounts. 

❖ Greater resilience to challenges: at a practical level, 
increased incomes help artisans to buffer against shocks.  

❖ Improved access to Government services: 5,201 artisans 
have benefited from access to social security schemes. 

 

Family – the families of the artisans 

❖ Increased recognition and 
changed attitudes within the 
family: “my family values me 
more and they now have a 
different attitude to me.”  

❖ Greater support with family 
challenges as a result of the 
Bunker Sakis: one Bunker Saki 
explained how “it is my job to 
care for the artisans”. 

❖ Increased choices for the next 
generation: The Foundation’s 
programmes have enabled new 
attitudes and behaviours in the 
home. This increases the 
choices available for the next 
generation within families. 

 

Strategic Goal 1: Strengthen Capability 
 

• Capacity development at a community 

level to continue to be prioritised. 

• Strengthened community support 

networks to continue to be encouraged. 

• Capacity development of the leadership 

team to be further stepped up. 

• Additional steps to operate in an 

environmentally responsible way should 

be taken. 

Strategic Goal 2: Uplift Programmes 
 

• The Foundation’s development model to be based on 

even more clearly articulated principles 

• The title and summary description of its model to be 

articulated in an even more compelling way 

• The intent to scale up programming is applauded   

• Pinpoint the main elements of effective leadership. 

• Ensure low-risk links between artisans and customers 

• Carry out further strategic impact assessments  

 

Strategic Goal 3: 
Increase Influence 
 

• Further increase 

the scale of the 

Foundation’s 

influencing 

activities, 

maintaining a 

focus on the 

business sector 

 

Individual – the artisans  

❖ Increased self-esteem and confidence to speak 
up: artisans “feel more confident to speak up”.  

❖ More effective leadership: the Foundation’s 
leadership development activities were found 
to highly beneficial to the artisans.   

❖ Greater personal growth and fulfilment: 
“everything has changed in a big way” as a 
result of the Foundation’s programmes. 

❖ Increased advocacy: some artisans were 
inspired to challenge societal norms.   

❖ Enhanced well-being through the community 
support networks that have been created: the 
work-place acts as an important forum where 
people support each other and share problems. 

❖ Growth in confidence of Bunker Sakis: for 
instance, “I feel proud. I feel I can do anything”    

❖ Changed attitudes of staff and partners, 
including to be more understanding.   

 
Recommendations for The Foundation 
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Introduction  

The Foundation 

The Foundation is a not-for-profit organisation working in collaborative, 

integrated and holistic way with the Business.  

The Founder, Mr Chaudhary, was driven by his empathy and commitment to 

people facing the hardships of poverty to take effective action to address this.  

As a result, Mr Chaudhary set out to purposefully contribute to sustainable 

livelihoods of women in rural India by establishing Jaipur Rugs and then growing 

it consistently over the decades to be the success it is today. 

 

Representatives of the Foundation (sitting to the left - including Mr Chaudhary in 

the centre) and a representative of the Caplor Horizons to the right.  

This picture was taken during a session about the Foundation’s culture. 

Philosophy  

The Foundation uses an overtly human-focused language and philosophy, which 

is rare in organisations.  Mr Chaudhary believes that in organisations – as in the 

world more broadly – the most important qualities are love and kindness (Pyaar 

and Bhavna); and that these qualities should underpin all that everyone does.   

The Foundation sets out to enable a ‘revolution in organising the unorganised 

sector’. It encourages artisans to become leaders with a mind-set that is 

empowered and responsible.  

The Foundation reasons that linking the artisans to the global market will bring 

them their just recognition, including for the strengths that they have. As Mr 

Chaudhary explains: “it is all about uncovering the hidden and inherent potential 

of the artisans”.  
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The Foundation has purposely not engaged with a grant dependent based model 

for various reasons, including the risk that this might involve sometimes 

articulating the “weaknesses” of the artisans and the communities they live in to 

secure donor support. This is seen as an anathema to the Foundation and the 

antithesis of what it is endeavouring to contribute from a development standpoint.  

Rather, the Foundation is focused on developing the inherent potential of artisans. 

One person interviewed explained how the empowerment of artisans through the 

Foundation’s development programmes involved self-generated “options for 

making decisions, not just making decisions” (i.e. empowerment leads to people 

having more options in their decision making). 

A key feature is the leadership’s dedication to the Foundation’s philosophy, values 

and belief statements. Deeply considered views, and the richness of debate that 

is so prevalent in discussions with Mr Chaudhary and the Foundation team, evoke 

a profound, soulful approach. The core values of empathy, shared wisdom, 

humility, simplicity and integrity appear to be quintessentially important, as does 

constant reference to kindness and compassion. These shine through as second 

nature to people in conversations. In light of this, it is no surprise that the 

Foundation practically facilitates social and entrepreneurial activities for the 

artisans. 

The Foundation is committed to reviving the 2,500-year-old art of hand-knotted 

rugs. Moreover, to sharing this ancient craft with the world. One rug is said to 

“pass through 180 hands” and that “this traditional craft symbolises the cultural 

identity of our human civilisation”. This element of the Foundation’s approach is 

yet further evidence of the high value placed on the artisans, whose lives and 

capabilities are woven – both metaphorically and literally – into the rugs.  

The Foundation holds the view that despite all the technological advances that 

people enjoy in the modern world, one of the most acute challenges facing 

humankind is that meaningful connections between people are increasingly 

fractured. Growing levels of inequality can put strains on families and communities 

who are forced to make difficult decisions about migrating for work. It can also 

make it challenging to create meaningful relationships between those with the 

highest incomes – like those buying luxury products from a business such as a 

Jaipur Rugs – and those with the lowest incomes – like the artisans.  

Caplor Horizons and senior representatives from the Foundation talked at length 

about how such fractures could be healed or avoided, and how this could help 

bring about change in the future. This was considered through the ongoing 

discussions that the Foundation is having about its Theory of Change.1  

Such strategic conversations were a deliberate part of the methodology of the 

assessment. An insight from these discussions involved realising that the 

                                                        
1 Treasure Evans, J. Developing a Theory of Change, 2017. A Caplor Horizon’s Thought 
Leadership paper   
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“underserved” customer can holds a pivotal role in achieving this change and 

should be better connected to artisans through markets and the supply chain in 

future. In the words of Mr. Chaudhary “if the connection between artisans and 

customers is made, then all else will follow”. By this he meant that sustainable 

livelihoods, the renewal of the art of rug-weaving and the inspiration of other 

businesses to act in a more responsible, enlightened way, would be possible. 

How this philosophy is sustained into the future, under the next generation of 

leadership, is a critical succession issue for the organisation to explore. 

Strengthening organisational culture is a key element. The assessment team 

engaged closely in this as well as conversations about strategy renewal.  

Rationale  

In the five states where the Foundation is working, the rural economy is fragile 

with poverty levels remaining very high.  

Despite a range of organisations attempting to tackle the UN SDGs in different 

states, the challenges as still great. Bihar, for example, one of the states where 

the Foundation works, is often cited as ranking second in levels of poverty 

(compared to other states across India).  

Given the challenges faced by such rural communities, offering women meaningful 

work opportunities to create high-quality rugs for the national and international 

market, has changed lives. 

This kind of work for women also balances well with their other household duties. 

In the words of one interviewee, a significant positive implication of weaving was 

the “flexibility to do work and home tasks”.  

A partner representative of the Foundation, interviewed during the assessment, 

commented: “rug-weaving helps to empower women with opportunities for 

economic independence and sustainable livelihoods on their doorsteps”.   

Within this context, Mr Chaudhary propounds how artisans are “waiting to have 

their talents released” He reasons that through weaving they can not only create 

beautiful high-quality rugs, but they can also significantly improve their own 

prospects, plus those of their families and communities.  

The strategic impact assessment  

In 2013 the Grassroots Business Fund carried out a social impact assessment for 

the Foundation. Since then almost all recommendations have been successfully 

acted upon.   

The Foundation’s growth since 2013 has been fast paced.  

New states like Bihar have become involved. Work has started there and 

explorations with other states and countries like Nepal are also under way.  
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As the Foundation continues to grow, understanding its impact will help it identify 

the strengths; it will also provide learning so that it can make improvements to 

existing programmes and develop new ones.  

To that end, Caplor Horizons was appointed by the Foundation to design, research 

and deliver a strategic impact assessment. Caplor Horizons is a UK based charity 

that specialises in organisational change and effectiveness. 

The assessment considered community level change as well as strategic level 

change within the Foundation itself.  

This report covers the period from the beginning of April 2013 to the end of 

March 2018.  The assessment was completed in early 2019. 

Structure of the report 

Following this introduction, the Development Model of the Foundation is 

explained.  

This is followed by sections covering the Methodology, Findings, 

Recommendations and Conclusion.  

The report has deliberately been kept as succinct as possible. As such, substantial 

additional information can be found in the appendices.  

The following summarises the information located in the appendices.  

• Appendix 1. Many people contributed their time very generously - these 

are acknowledged in appendix 1.  
 

• Appendix 2. Background information about the Business and the 

Foundation’s strategy are included in appendix 2.  
 

• Appendix 3. Caplor Horizons is a UK based not-for-profit that was 

established in 2014. It has a group of around 50 very highly experienced 

and skilled people. From this group, an assessment team was agreed. See 

appendix 3 for details.  
 

• Appendix 4. This report considers the difference made by the Foundation 

through various lenses, including the SDGs. See appendix 4 for specific 

insights about this.  
 

• Appendix 5. Background about the Foundation has been included in 

appendix 5.  
 

• Appendix 6. Background about the methodology is in appendix 6. 
 

• Appendix 7. Finally, examples are listed in appendix 7 of national and 

international events that the Foundation has been engaged with.  
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The Foundation’s Development Model 

The Foundation’s development model involves a three stepped approach: 

‘engage’, ‘develop’ and ‘sustain’. The three steps involve progressively deeper 

levels of change. The Foundation is committed to long-term and effective 

programmes with the artisans.  

• ‘Engage’ is the initial step. It involves identifying and mobilising new 

partnerships and communities and starting to make a practical difference.  

• ‘Develop’ involves people benefiting from deeper levels of intervention to 

develop themselves. 

• ‘Sustain’ includes the long-term pursuit of a positive transformation in the 

artisans and their families. ‘Sustain’ also refers to the renewal of the ancient 

craft of weaving.    

 

People (seated on the rear) who were consulted during the assessment with 

representatives of the Foundation and Caplor Horizons (seated to the fore) 

Since its inception the Foundation has been a social innovator promoting the 

cause of artisans in different ways, including creating decent work opportunities 

and facilitating development initiatives that are orientated around improving 

socio-economic well-being.  

In short: one the one hand, the Foundation breaks new ground, often in innovative 

ways (as the assessment team saw in Bihar); on the other hand, it pursues growth 

in terms of scale, quality and depth of its work in the existing areas where it is 

working.  
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The social and entrepreneurial (economic) aspects of the model are summarised 

below.  

 

 

 

 

 

 

 

 

The Foundation’s social development 

activities 

 

 

 

  

 

 

 

 

 

The Foundation’s entrepreneurial 

development activities 

While undertaking the research, the assessment team gained an appreciation of 

internal structures and how people work together to enable delivery of the 

development programmes.  

Appendix 5 includes perspectives from the assessment team about the important 

labour and environmental standards that are germane to the Foundation.  

 

 

Social development initiatives with 

artisans are generally delivered in 

bottom up, collaborative ways with 

Government, civil society or other 

providers. Bottom up in the sense 

that the Foundation responds to 

need. Collaborative in the sense that 

the Foundation creates intelligent 

partnerships with other organisations 

to multiply the benefits of its 

programmes.  

For instance, opportunities for better 

health, increased access to education, 

improved sanitation, etc.  

 

Entrepreneurial development 

initiatives for artisans include building 

skills and leadership development 

opportunities for artisans.  

The assessment team considered all 

aspects, including leadership 

development which emerged as a 

particularly significant element.  

An appreciation was gained of the 

admirable ambition of the Foundation 

to keep innovating to develop 

meaningful and ever-improving 

opportunities for the artisans.  
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Activities 

As part of the secondary, desk-based research, the assessment team considered 

various documents, notably annual reports. These articulated aspirations as well 

as results of key activities. By way of illustration of the range, in 2017 the 

Foundation set out to: 

• Train 4,000 women per year in order to engender financial independence 

• Train 2,000 women per year in functional literacy.  

• Introduce 2,400 women per year into the rug value chain to provide a 

sustainable livelihood 

• Deliver services to 12,500 people in rural areas to improve health 

(including multivitamin supplements and deworming pills for children).  

More insights about two key activities follow: ‘Artisan Originals’ and the 

’Recognition of Prior Learning Scheme’.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Artisan Originals – local to global  

Artisan Originals are rugs that don’t follow a pre-determined map, but instead are 

unique one-of-a kind designs improvised by individual weavers. They have been 

described as: “the voice of an artisan soul imprinted on a piece of art”. As such, they 

are often deeply personal works of art. 350 Artisan Originals have been created to 

date.  

Various artisans interviewed during the assessment explained their enthusiasm at 

the prospect of making such a rug. One interviewee shared that she even lost sleep 

given her excitement. She was very pleased when she found the courage to pursue 

this, as it gave her freedom of expression in a world in which she is normally “bonded 

by family restrictions”. A different artisan similarly referred to the “freedom in her 

brain” that she experienced by creating an artisan original.  

Another artisan explained that her rug was based on her “journey”:  

“I just switched on my “computer” (pointing to her head) and did what my feelings 

(pointing to her heart) told my head to do; it just all came out without me trying. 

During my sleep I got the design into my head. Then I woke up and started on the 

loom. I am not literate, but I can count so I can weave”.   

When asked if she liked to draw and design patterns, she explained that this is not 

how she did it: “I do it from my heart and my head. To put it into a picture would 

mean I would make mistakes.”  

Such a story of creative flow really embodies the ambition of the Foundation to 

“release the inherent talents of the artisans”.   

To further develop the latent talent of the artisans, the Foundation is working to 

create the world’s first ‘grassroots innovation lab’, where researchers, scholars and 

designers will collaborate and seek to balance craftsmanship, design and 

sustainability in their work.  
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An Artisan Original artist showing her creation.  

She is sitting next to her mother in law. 

The Foundation has made very major breakthroughs in various ways. One of these 

is regarding the innovative ‘Recognition of Prior Learning scheme’. 

 

 

 

 

 

 

 

 

 

Recognition of Prior Learning Scheme 

The Recognition of Prior Learning scheme was launched by the Foundation in 

March 2017. It is supported by the National Skill Development Corporation.  

The scheme aims to provide formal recognition of the achievements and skills of 

individual artisans. The scheme is also intended to improve the reputation of the 

craft of rug-weaving overall across India. This has been encouraged by the Indian 

Government’s ‘Skill India Mission’.  

To earn recognition, an artisan attends a 72-hour long training course. This has 

been developed by the Foundation. It empowers artisans to develop skills on how 

to work as a team, enhance their leadership qualities and increase knowledge of 

the rug supply chain, before passing a final assessment.   

To date, some 4,756 artisans from over 100 locations in 78 villages have 

undergone the assessment and achieved full certification. This makes them the 

world’s first accredited artisans in the carpet weaving industry.  

The scheme helps improve the long-term employability of the artisans.  

It also makes them inspirational ambassadors for other artisans, showing how 

individuals can contribute to positive change in communities globally. 
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Picture of some artisans that have participated in the Recognition of Prior 

Learning Scheme with the Foundation 

Findings from the research process highlighted how the Foundation has gone well 

beyond the facilitation of development programmes at a community level to create 

something quite extraordinary. In this regard, a number of artisans have travelled 

internationally to attend rug fairs and ceremonies, and so connect to the wider 

world. One exclaimed: “I want to tell my story to the world!”  Another interviewee 

explained that: “I want to be like Bhimlaji” (an artisan that had travelled 

internationally) – “I want to win an award and go abroad”.  

The opening up of a wider world through role models and travelling was a 

significant aspiration for various people interviews. One artisan explained how she 

had moved from “solitary thinking”’ to a position where “now I am able to dream”. 

She said this was a consequence of talking to artisans who had travelled. 

All these impressive activities would not be possible if people did not work 

together well. Amongst other things, this requires appropriate systems. For 

instance, the assessment team noted how the Bunker Sakis remuneration did not 

create discord with the artisans because of the level it was pitched at. One Bunker 

Saki reported that there is “no hierarchy and this stops jealousy between us”. 

Beyond the level of systems, the activities can only be delivered in more and more 

effective ways if a commitment to learning prevails. The assessment team 

discovered the importance attached to peer to peer support and learning and 

various people interviewed commented on this. For instance, one artisan 

explained how working with others is “almost like recreation so I like working here 

we share our problems and joys at the loom”.  
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Methodology 

Definition of impact and impact assessment 

Many definitions relating to ‘impact’ and ‘impact assessment’ exist. For the 

purposes of this assessment of the Foundation and its sustainable development 

activities, the following interpretations of are relevant. These draw on descriptions 

used by the Development Assistance Committee (DAC), a forum within the 

Organisation for Economic Co-operation and Development (OECD). 

• Impact: ‘changes produced by a development intervention, directly or 

indirectly, intended or unintended, positive or negative.’  

 

• Impact assessment: ‘investigating the main changes, including those based 

on social, economic and other indicators.’  

 

An artisan who took part in the consultation process 

Design of research process 

In designing the research process, time was spent interviewing various 

stakeholders, including Mr Chaudhary. He holds many profound views. Many of 

these are related to the importance of ‘soul’ in organisations and how people such 

as artisans, in the case of Jaipur Rugs, should be fully respected and listened to. 

He linked this to what he considers to be the two most important values for the 

Foundation: ‘shared wisdom’ and ‘empathy’.  

Against such background, one of Mr Chaudhary’s views is that that the “artisans 

are Gods”. As such - true to the spirit of the Foundation’s artisan-centred vision - 

the assessment put the voice of artisans at the heart of data gathering and 

analysis.  



P a g e  | 13 

 

 
 

The commitment to do this guided the process in various ways: for instance, 

regarding the selection of tools and the decision to have in-depth semi-structured 

interview processes focused on the artisans. It led to tremendous insights. 

Moreover, this is also a ‘strategic’ impact assessment because it not only considers 

the impact of the Foundation’s sustainable development activities at an artisan-

centred level; rather it also considers organisational change and effectiveness at 

the Foundation level, derived in large part from the assessment team’s 

engagement with matters concerning the Foundation’s leadership, strategy and 

culture. This provided a broader understanding compared to more typical and 

traditional impact assessment approaches. 

At a more practical level – after consideration of definitions and agreeing the 

scope and plan for the quantitative and qualitative research – a combination of 

two main tools were used during the assessment. Firstly, the ‘Most Significant 

Change’ tool. Secondly, the London Benchmarking Group’s ‘Depth of Impact’ tool. 

Desk based research took place ahead of the assessment team’s field visits to 

conduct semi structured interviews.  

 

Artisans consulted during the assessment – at this point, taking part in a 

discussion using the ‘most significant change’ tool 

During the consultation process, questions were initially asked to explore the most 

significant changes that had happened generally and regardless of the 

Foundation.   

For instance, in one focus group, the artisans agreed that some of the most 

significant changes that had happened in their community since 2013 involved 

“improved infrastructure”, such as “new roads”, “electricity”, “proper sewage and 

latrines”. One person in the group explained how this “makes our lives so much 

better”. The women recounted how increased access to electricity and water had 

enabled greater well-being and health. In the same vein, about infrastructure, how 
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“cleanliness had improved” because of a new road, including how it was now 

easier to now “get out of the dust and dirt”.   

After exploring wider changes like this – in which Governmental and other 

agencies had been primarily responsible for the differences – then the consultation 

process would turn to the changes arising from the Foundation’s activities.  

Two states were selected for 

primary research, Rajasthan and 

Bihar: at one end of the 

spectrum, the Foundation’s 

activities in Rajasthan are very 

well established, whereas at the 

other end of the spectrum, they 

commenced only relatively 

recently in Bihar.  

The deliberate choice of states 

in this way revealed very 

important insights for the 

assessment team (this is 

explained in the ‘Findings’ 

section of this report). 

Considerable discussion took 

place between the Foundation 

and the assessment team about how change is brought about as a result of the 

programmes delivered.  

A metaphor was devised: like ripples on a pond, after a pebble has been cast into 

it, the artisan is considered at the centre of the pond or change process; the family 

and the community of the artisans were beyond this; then – furthest from the 

centre – are the customers and wider society. The research mirrored these ripples. 

From an impact assessment standpoint, being able to attribute change becomes 

more challenging the further one goes from the centre of the pond, especially 

when analysing the wider societal changes.  

The assessment team selected the Depth of Impact tool because its three layers 

(of ‘connect’, ‘improve’ and ‘transform’) were a useful lens through which to 

analyse the Foundation’s three stepped approach (of ‘engage’, ‘develop’ and 

‘sustain’).  

Benefits of the tool include its simplicity and the fact that it is concerned not only 

with the immediate impacts of activity, but the long-term sustainability of impacts 

in the future.  

It also allows for different types of impacts to be aggregated across a whole 

programme.  

The states selected for primary 
research (Rajasthan and Bihar) 
 

Other states that JRF work in 
(Gujarat, Uttar Pradesh and 
Jharkhand) 
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Appendix 6 provides additional background about the methodology. For instance, 

this includes details about the nature and number of interviews undertaken. 

 
’Ripples on a pond’ metaphor 
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Findings   

Introduction  

The results of the primary and secondary research are presented here in line with 

the three levels of the Depth of Impact tool.  

• Connect (level 1) – the number of people reached by an activity who can 

report some change as a result; 

• Improve (level 2) – evidence of improved quality of life as a result of activity; 

• Transform (level 3) – evidence of enduring change as a result of the 

improvements made. 

A conscious decision was made by the assessment team to include substantial 

comments from the interviews in this section. This is in response to the 

commitment by the Foundation to put people’s voices at the centre in all that they 

do. Whilst this makes the main text of the report longer, it means that the voices 

are more prominent. The points captured from the interviews are often supported 

by quantitative data to give additional perspective. 

Overall the assessment team found that the experiences of artisans in Rajasthan 

and Bihar were similar in many respects.  

Level 1 - Connect 

The focus of this first level is to report on the extent of the ‘connection’ that it has 

made at a relatively ‘light touch’ level; this equates to ‘engage’ in the Foundation’s 

three stepped approach.   

• Total numbers of beneficiaries. In terms of scale, the Foundation has 

positively engaged with over 129,000 people, through the delivery of 51 

social development programmes. In some villages, the Foundation has 

significantly grown in its presence over the course of less than a decade; 

in the words of one artisan, “ten years ago no one knew of the Foundation 

- now 10% of the villagers are artisans”. 
 

• Total numbers of artisans. 40,000 artisans have benefited from connecting 

to the Foundation, notably though skills training and opportunities to 

participate in the value chain. However, actual numbers of people engaged 

at any point in time fluctuate, including across the seasons. Notably 

agriculture remains the biggest informal employment sector in India. For 

instance, at times of harvest many people take to the fields, leaving their 

looms. In short, for agriculturally related or other reasons, numbers vary. 

For instance, at the time of conducting the assessment, the number of 

artisans engaged with the Foundation was 7,139.  
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• Profile of artisans. In terms of artisan profile, 88% were from the lowest 

unscheduled castes, and 96% were women. With respect to education 

levels, approximately a third were illiterate and only around 5% had 

received any education beyond primary school. Age wise, 92% fell into the 

18-50 age bracket, underscoring the fact that weaving can provide a 

significant livelihood opportunity for people that are raising families. 
 

• Projected future increase in numbers of artisans. The successful delivery of 

its current three-year strategy will lead to a 10% increase in the number 

of artisans, with some of this expansion being in new states in India and 

cross border (e.g. Nepal). Naturally the challenge will be to do this whilst 

maintaining high quality. The strategy sets out to address this challenge 

effectively through the balance of its three goals.   

The sustainable development benefits of targeting a state like Bihar. Stakeholder 

interviews in Bihar offered an insight into the Foundation’s innovative ways of 

mobilising and engaging people. The deliberate decision to select Bihar as part 

of the primary research was very useful in this respect: it shone a clear spotlight 

on the ‘connect’ level that is relatively more challenging to do in a state like 

Rajasthan where the Foundation has been involved much longer.  

• Due to relatively high levels of poverty, Bihar has large investments from 

various sources such as the World Bank. Additionally, it has a commitment 

from the Government to tackle the SDGs, especially gender equality. The 

Foundation won a competition (run by the Government) to enable it to 

increase its contribution to sustainable development. This is just one 

example of many of how the Foundation’s reputation and engagement is 

positive and spreading geographically. 
 

• The Foundation can be commended for starting in a new state like Bihar 

which is so challenging in many respects. During the assessment one 

partner representative commented that the Foundation: “has brought 

sustainable livelihood programmes to an area which most avoid and shown 

a determination and understanding of what long term development means. 

Most of all they take a business approach and expect high standards of 

work but also offer community workers and managers training. This is 

exceptional”. 

The benefits of sharing learning. The assessment team found many examples of 

shared learning, notably between Foundation team members and artisans across 

different geographical areas; this is a useful multiplier to achieve effective 

engagement at the connect level. For instance, a small number of artisans from 

Bihar have already had the opportunity to visit the finishing centre and go to 

villages in Jaipur where people have had more years of experience and training. 

During an interview, one person (who had been to Rajasthan) said: “we would like 

people to come and stay with us so we can learn from them. We can learn so much 
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from each other”. A proactive approach to learning in this way is key to achieving 

a consistent depth, breadth and quality of engagement at the connect level.  

The benefits of collaborative relationships. The assessment team were impressed 

by the innovative and strategic collaborative relationships established at state and 

international levels. These had significant multiplier benefits. For instance, the 

Foundation has been collaborating in Bihar with ‘JEEViKA’ (Bihar Rural Livelihoods 

Project). It has developed a sophisticated initiative for mobilising ‘ready’ 

communities; ready in the sense that people already had a motivation to save and 

commit to setting up communal looms. At the time of the assessment, this 

initiative was only in the second year of a five-year timeframe: however, it had 

already managed to engage with 1,100 women.   

Learning from challenges. The assessment team found many examples at strategic 

and community levels where the Foundation had responded positively to 

emerging challenges: for instance, an approximately 40% drop out rate in Bihar 

was mainly attributed by one interviewee: “to marriages or family wishes that 

women do not continue”. Notwithstanding this drop-out rate, the initiative in Bihar 

is clearly a fledgling success in many ways. The partners involved are committed 

to learning and to addressing underlying factors (including by commissioning 

research). Moreover, in coming years, an intention exists to train 8,000 people in 

community mobilisation. This is considered a key step in increasing the 

effectiveness and delivering the potential of this major programme.  

‘Connecting’ artisans and customers. At a more profound level, the commitment 

and growing experience of linking artisans with customers provides a remarkable 

opportunity to achieve meaningful connections between people from different 

backgrounds at national and international levels. The Foundation’s philosophy and 

commitment to inspire and enable relationships in this way is remarkable.   

‘Connecting’ at state, national and international levels. More widely, the Foundation 

participates in national and international events and shows in order to share 

learning and advocate about its vision and activities to others. For instance, this 

includes relatively recent platforms such as: ‘Mobilising Impact through Corporate 

Social Responsibility’ in Delhi; ‘The Barclays Social Impact Forum’; a ‘best practice 

sharing session with the Maharashtra Government. See appendix 7 for an 

illustrative list of other engagements which has led to a connection with many 

thousands of people.   

‘Connecting’ with visitors to the Foundation. Furthermore, over 40 different 

organisations from different countries have visited the Foundation. As a result of 

this connections have been made to thousands of people from a wide range of 

countries (such as Columbia, Afghanistan, Hong Kong, UK and the US). 

In summary, the achievement by the Foundation at level one (‘connect’) is highly 

admirable given the pace and extent of progress made since 2013. Moreover, the 
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Foundation has set its sights on developing momentum further which is 

commendable given the opportunity to contribute to the SDGs through its work.  

Level 2 - Improve 

Through the semi-structured interviews with artisans and other stakeholders, it 

became evident that the Foundation has also been able to achieve substantial 

impact at an ‘improve’ level. The narrative below deliberately focuses on 

‘individual’ and ‘family’ changes because the assessment team found these were 

particularly significant. Each paragraph combines qualitative and quantitative 

evidence and it reports on a key element of the assessment team’s findings.  

Individual changes 

Improved health. Improved health, as a result of the Foundation’s programmes, 

emerged to be very important. Overall, a total of 28,287 artisans have benefited 

from the health camp services. On some occasions the Foundation extends its 

support in highly significant ways. For instance, one elderly artisan that was 

interviewed reported that when she noted symptoms of cancer, the Foundation 

supported her financially through the treatment. She now works regularly again.  

Improved education. many individuals reported about the results of attending an 

‘Alternative Education Programme’ (AEP): this focuses on developing functional 

literacy. 3,655 artisans have participated in the AEP since 2013, 66% of whom 

successfully graduated. One artisan recalled how learning to read a bus timetable 

gave her the courage to leave her village. Another wished to attend so “I can fill 

in the Bill of Materials” at the loom “and so I don’t feel left out”. In line with the 

feedback about other programmes, most of the women interviewed encouraged 

continuation of the AEP.  

Strengthened Entrepreneurship. Many of the women cited specific entrepreneurial 

training and development activities provided by the Foundation as key to their 

progress. This included management, supply chain, communications and other 

skills training initiatives.  Around 27,000 artisans have had entrepreneurial 

training and development opportunities through the Foundation. Various insights 

about the benefits were shared, including those activities that go beyond 

traditional skills training. For instance, one artisan commented about a visit that 

she had made to see the final stages of the process of making a rug: “now I don’t 

worry about the rain dropping on my rug as I weave as I’ve seen how much water 

they pour over the rugs in the finishing centre”. The ability to visualise the whole 

process of rug-making was a revelation to many and an important insight that 

helped them improve their quality. Another artisan added that “previously we had 

the labour mind set” and now the Foundation has exposed us to “having an 

owners mind set”; she added that with increased knowledge “I am sensitised 

about weaving and so I do good work”. 
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Increased enthusiasm and advocacy about learning. A further consequence of 

educational, training and development activities was an increased “zeal to learn”.  

Moreover, some of the women interviewed were keen to act as their own 

advocates and ask the Foundation for further support. This included a request for 

more training about confidence building. One person expressed how she wanted 

additional input on how to improve communication, especially “talking more 

openly with others”; this was in part “so I can work better as a manager”. The 

same artisan spoke about the wider benefits of the training gained the 

Foundation; notably, that it led to her and others to “not keep our bad feelings to 

ourselves”. 

Higher levels of fulfilment of creative potential: various women interviewed were 

excited about the chance to take part in the Artisan’s Original programme. For 

instance, one person explained how she appreciated the opportunity to be 

creative so much that she did not “want to return to following patterns”. 

Increased and more regular income. One of the most significant changes reported 

at the individual level by artisans was the improved and regular income they 

received; for instance, many made positive comments about “the purchasing 

power” implications.  In Bihar, one artisan explained that her monthly income had 

risen: “from around 50 to over 3,000 rupees”. In Rajasthan, artisans reported the 

contrast to working with previous organisations where they had been at the mercy 

of irregular payments, including questionable financial deductions made for 

alleged quality issues. In the words of one artisan, the “other contractor paid me 

less and took a lot for mistakes – but I don’t make mistakes”. Another explained 

that: “I now earn double which makes me feel proud”. One woman reported that 

the income helped her to buy “a sari from Delhi”. A woman in a separate group, 

pointed to a peer and commented: “see her gold earrings, she bought those 

herself”. Artisans remarked that such purchases were previously unattainable in 

many cases. 

Acceleration of improvement through the Bunker Sakis. According to various 

artisans and other stakeholders interviewed, the role of the Bunker Saki has 

helped accelerate positive changes for artisans. People gave different reasons for 

this. However, the main one was that the Bunker Sakis established more effective 

relationships with the artisans. The Bunker Sakis appear to lead by example in 

terms of developing empathetic, meaningful relationships that the artisans 

respond to very well.    

Family changes 

Greater access to education for children. Arising from the greater “power to earn”, 

many artisans interviewed felt that the ability to pay for their children’s private 

education was the biggest change. This was considered of fundamental 

importance: for instance, one artisan remarked “if we don’t educate our children, 

how will we move forward?” Adding that “educating our children equally – same 
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for boys and girls – is important”. Another woman commented “our children can 

now learn what we couldn’t”.  

Strengthened opportunities for young people. The artisans expressed various 

hopes for their children’s future, now that they had been able to benefit from 

education. For instance: “I hope my son will join the Indian army so that he can 

give back to his motherland”. Another said, “I hope my children will get a job in 

Government”. One artisan spoke about “full liberty” for her children’s choices 

about what they do in the future: “if you work for what you love, you grow more 

liberty”.  One mother interviewed - whose daughter was a weaver - saw it as a 

trade that will help “her in new home when she gets married”; moreover she 

explained about the delays to her daughter being betrothed at an earlier age - 

she stated “I wanted her to get the training and the skills we get” before her 

marriage. Many of the women interviewed held aspirations for their children, once 

educated, to leave their home villages and find employment in urban areas. 

Enhanced ability to attain higher living standards. At a rudimentary level, various 

artisans commented about attaining higher living standards. For instance, one 

explained the key significance of being able to “pay for my family’s basic food and 

living expenses”. For others, building extensions to accommodate expanding 

families and marriages was important.  

More respect and influence within the household. Various discussions during the 

interview process, led to the artisans reflecting about their improved situation 

within their family: as such, particularly being able to take charge of their 

household’s business, or having a more influential say in it, was of great 

significance. For instance, one artisan recounted about “not asking my husband 

for money” and “sometimes even offering money towards the cost for the 

household”. Also, how education was such a key step to attaining greater respect 

and influence. 

Improved management of household income including increased access to banking. 

Artisan’s explained how they had experienced improved management of 

household income due to the support of the Foundation. For instance, one woman 

explained how “I am no longer cheated by people because I have learnt how to 

count”. 2,800 artisans have opened bank accounts. During interviews, artisans 

spoke about the benefit of having a bank account in different ways. For instance, 

one woman said: “opening a bank account has given me control”.   

Greater resilience to challenges. Often the income from the weaving was used to 

deal with challenges within the family, especially during difficult times. One woman 

related how “once there was a family tragedy: my husband hurt his head and 

needed help - the cost of the hospital was 50,000 rupees and I was able to pay 

it from my savings” Another artisan interviewed had been separated from her 

husband and had three adult children: due to her increased income, she conveyed 

how she had been able to look after her own family along with building an 
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extension to her house. (She proudly showed the extension to the Caplor Horizons 

assessment team member that was conducting the interview with her.)  

Improved access to Government services. Another change reported was to do with 

improved access to Government social security schemes: 5,201 artisans have 

benefited from this. The opportunity enables the artisans and their families to have 

benefits which lead to improved quality of life. Moreover, one person interviewed 

explained how this initiative also: “brings pride that we are recognised”. Despite 

work in Bihar being at relatively early stages (regarding the Foundation’s 

involvement), over 150 ‘Artisan Cards’ had been issued there. A Bunker Saki 

explained how artisans in Bihar will be further supported over time so that they 

can learn to utilise these fully for the benefit of their families.  

In summary, taking the quantitative and qualitative evidence together it is clear 

that the Foundation has achieved a very great deal at the second level – ‘improve’. 

Whilst further progress can always be made in any organisation – and 

recommendations exist later in this report in this respect – the Foundation is 

nevertheless to be commended: notably, it has extended the positive difference 

made to people far beyond what the Business would have contributed on its own. 

Level 3 – Transform 

This section demonstrates evidence about enduring, long term change.  

Individual level 

Increased self-esteem and confidence to speak up. Findings from the interviews 

highlighted the increase in the voice and agency of women as a key change that 

enabled them to “feel more confident to speak up” – even to “talk to men from 

outside” of their communities. They explained how this had typically not 

happened in the past.  

More effective leadership. The leadership development programmes were cited as 

being central to helping build confidence and self-esteem. Moreover, the 

understanding and application of effective leadership was cited as an enduring 

and important change: now artisans can state what they understand leadership is, 

including what skills and training they need. They recognise leadership and its 

importance in society. They also understand ‘distributed leadership’: one artisan 

expounded “if you give me a task, I’m the leader of it though we are all supervisors 

and we are all leaders - no one is better or worse”.   

Greater personal growth and fulfilment. Beyond the more tangible benefits of the 

sustainable development programmes, some of the artisans described how 

“everything has changed in a big way” through their involvement with the 

Foundation. Often these changes were personal journeys of internal growth. 

Artisans recounted a gradual increase in confidence and self-expression that in 

turn unlocked the ability to tune into their true selves.  
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Increased advocacy. An example of enduring change was that of two artisans who 

have started visiting nearby villages to speak with others about not wearing a veil. 

They reasoned how this was an item of “shame they felt should not exist. We have 

done nothing wrong so why should we have shame?” They credited the 

confidence to speak in this way to the greater self-belief they had gained from 

being part of a supportive community of artisans; also, to being able to talk freely. 

Other artisans that were interviewed, held a different opinion. They were also 

confident in sharing their views. For instance, one woman articulated how the veil 

was considered “clothing that showed respect to our elders”.  Various people 

interviewed explained about the considerations involved in making decisions 

about whether to wear or not wear a veil, including a women’s right to choose.   

Enhanced well-being. The women felt solidarity and kinship with other women 

which made them more confident in their families and wider communities: “we 

speak to each other; we become one as a group and feel more powerful as we 

work towards the same end task”. In short, a sense on significantly enhanced well-

being resulted from the mutually supportive relationships with fellow weavers 

where they were able to share many things regarding their lives, particularly their 

challenges. Artisans mentioned challenges that they had addressed with health 

issues or mother in laws and husbands in their families.  

Growth of confidence of the Bunker Sakis:  The interviews with Bunker Sakis 

demonstrated the rise in self-confidence and capabilities of the women involved 

and how integral to family life this can be. One Bunker Saki expressed how: “in 

the early days I was worried about answering the phone to a manager who may 

have told me that I could not become a Bunker Saki”. In fact, for her first meeting 

she pretended that she was ill and “asked her children to ring the manager”. 

However, by the next meeting she had the courage to go and to subsequently 

start her job. She now supports women in various nearby villages (driving a 

scooter provided by the Foundation). The Bunker Sakis interviewed all showed 

high levels of confidence in themselves and in the women they supported. The 

Bunker Sakis all valued the greater respect that people in their families and 

beyond this felt. One enthused: “I feel proud and I feel I can do anything!”    

Changed stakeholder attitudes: the depth of engagement of various stakeholders 

– such as staff, volunteers and some partners – can entail attitudinal change for 

the people involved.  During interviews, staff and partners explained the way that 

they had been profoundly affected from long term engagement with the artisans 

and their communities, leading them to act differently in their lives. One explained 

how he had gained “greater understanding” about the challenges facing the 

artisans, including the “importance of gender equality”. This had changed the way 

he engaged: “I am now more attentive and responsive to needs”.     

Family Level 

Increased recognition and improved attitudes. A significant change recounted 

frequently at the family level was to do with how women felt their respect in the 
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eyes of others had increased. One artisan echoed the views of many in saying: 

“my family values me more and they now have a different attitude to me – for 

instance, my mother in law now asks me how I am when I get home“. Also, artisans 

explained about an increase in self-belief because of the change in the attitude of 

others. One person remarked how “we now have skills and where-ever we go we 

can use them” and that this was increasingly “recognised and respected at home”. 

Through interviews with family members it was clear that transformations in 

attitudes had taken place. For instance: 

• One daughter of an artisan was pleased to explain: “I am proud of my 

mother - now she is not so stressed and is happy”.  

• One son reported: “when my father left us, we didn’t know what would 

happen to us. My mother started weaving and we have more money now 

than before. She can keep us all, send me to private school and she made 

sure that my sister didn’t get married too early, but rather learnt to weave 

- I admire and listen to my mother. She is very wise”.  

• One husband told us how “partnership in marriage is like two wheels of a 

wheelbarrow…they both need to be balanced – now my wife is as strong 

as me and we depend on each other”.  

Greater attention to family challenges through the Bunker Sakis. In their journey of 

growth, the Bunker Sakis have developed skills to take a holistic view of helping 

the artisans, including assisting their families and having the confidence to be 

proactive about doing so. For instance, one described how: “it is my job to care 

for the artisans: to first ask them how they are and to help them improve 

themselves”. She went on to explain how this was “sometimes helping with family 

problems, including looking after the children so that a person can make up any 

lost hours”. The empathetic and supportive approach encountered was 

consistently impressive.   

Increased choices for the next generation. A further interesting consequence at a 

family level was the choices many artisans had opened up for their daughters, 

such as to encourage them to learn to be weavers and postpone marriage or send 

them to school. People explained how the Foundation’s programmes have 

enabled new attitudes and behaviours in the home.  

In summary, in considering the evidence overall, once again the assessment team 

believe that the Foundation’s achievements are impressive at level 3 – ‘transform’. 

It is good to reflect about the depth of change recorded – such as the account 

about ‘lifting the veil’ or the husband’s story of the ‘tyres on the barrow’. Given 

major contextual challenges, such transformational changes are to be 

commended.    
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Recommendations  

This section has 11 main recommendations. These are offered with humility, 

recognising the substantial achievements to date. They are also put forward with 

a sense of excitement, given the Foundation’s great potential.  The strategic 

direction of the Foundation is strong, as articulated through its vision, mission 

and purpose and strategic goals (appendix 1). This clarity about the future of the 

Foundation, and its commitment to contributing to sustainable development, will 

help shape the decisions it makes.  

With all this in mind, the assessment team felt it was logical to align the 

recommendations to the three strategic goals.  

• Strengthen capability – strengthen the capability of the Foundation;  

• Uplift programmes – uplift the programmes carried out by the Foundation 

• Increase influence – step up activities to influence the business sector;  

Strategic Goal 1: Strengthen Capability 

Four recommendations relate to this.  

• To continue to prioritise the organisation, support and capacity 

development of people working at a community level (e.g. the Bunker 

Sakis); this will help ensure it is best equipped to deliver its programmes 

successfully. 
 

• To continue to enable strengthened community support networks; this will 

help ensure that it maximises its contribution to the well-being of the 

artisans who deeply appreciate mutually supportive groups in which they 

can share and learn from each other.  
 

• To step up the capacity development of the Foundation’s leadership team; 

this will help ensure it is best equipped to deliver future strategy 

successfully.  
 

• To build the Foundation’s capacity to reduce its environmental impact and 

to take further steps towards operating in an environmentally responsible 

way; this will help ensure that the organisation and its activities are 

effectively underpinned. 

Strategic Goal 2: Uplift Programmes 

Six recommendations relate to this. 

• To articulate the underlying principles that the Foundation’s development 

model is based upon. For instance, some principles that might be 

considered include:  
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(i) Being committed to long term engagement in places where it works;  

(ii) Maintaining collaborative working practices; 

(iii) Having integrated programming;  

(iv) Ensuring ‘bottom up’ involvement of key stakeholders; 

(v) Including preventative measures so that artisans are more resilient 

and prepared in the face of changing events, including emergencies. 

(vi) Ensuring that all communities that the Foundation is involved with 

benefit from its most important programmes 

(vii) Emphasising the well-being benefits of community support 

networks, recognising the value of people having mutually 

supportive relationships from working together.    
 

• To renew the title of the development model - and the way that it is 

communicated at a summary level - so that it becomes even more 

compelling. This is important as it will assist with the dissemination and 

take up of the model. Ideally the title and summary of the model would 

convey a clear sense of what makes it so distinctive. 
 

• To continue to increase the scale and effectiveness of the Foundation’s 

programmes with a central focus on leadership development. Leadership 

development at all levels emerged from the assessment as having an 

especially significant contribution.  
 

• To pinpoints the key elements of what effective leadership involves at an 

artisan level. Also, for the Foundation to distil its approach to contributing 

towards achieving this.  For instance, this could be called a ‘Community 

Leadership Way’. Given the bottom up nature of the Foundation, this 

‘Leadership Way’ would have wider benefits beyond its programmes.     
 

• To develop the concept and plans to link artisans to customers in such a 

way that risks are minimised (e.g. to minimise safeguarding risks); 
 

• To carry out further strategic impact assessments in the future - e.g. the 

next assessment might take place in 2020; the results of this could then 

inform the next strategy cycle (from April 2022).  

Strategic Goal 3: Increase Influence 

One recommendation relates to this.  

• To further increase the scale of its influencing activities, maintaining a focus 

on the business sector; this will help ensure that the remarkable example 

that is sets will inspire others across India and internationally to take 

greater action to change the way that business is conducted. 
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Conclusion  

Taking into account the primary research interviews, supported by desk-based 

evidence, it is clear that the Foundation is highly effective in its delivery of 

development activities.   

Having made very significant progress towards its strategy - and having met all 

but some environment related recommendations of the last impact report - this 

assessment concludes that the Foundation has achieved prodigious strides 

forward since 2013, including contributing substantially to the SDG’s in the states 

where it operates.  

The 17 SDGs are deliberately interconnected; often progress on one involves 

tackling issues more commonly associated with another. The Foundation 

focuses its contribution on 5 of the 17 SDGs: ‘no poverty’; ‘good health’, 

‘responsible consumption’, ‘gender equality’, and ‘good jobs and economic 

growth’. Of these, the Foundation considers gender equality to be of particularly 

acute importance; since evidence exists that improving gender equality is key to 

eradicating poverty.  

The achievements of the Foundation are not just in the states like Rajasthan where 

work is very well established. It is also evident in the innovative approaches to 

engaging with new states, including those with extreme poverty, like Bihar.  

The Foundation is visionary in its steps to contribute towards shifting the current 

development ‘disorder’ in the world. This includes making links between rural 

artisans, often living in circumstances of acute hardship, with wealthy customers 

to collaborate on a common cause – to bring about sustainable futures for all.  

The team concurs with the belief of the Foundation that ‘love and kindness need 

to be instilled in all aspects of business life; and furthermore, that keeping love 

and kindness at the heart of business will create a next generation of soulful, 

sustainable organisations.’ (this belief is included in the Foundation’s strategy)  

The assessment team applauds the Foundation’s commitment to ‘banging a drum’ 

and influence others about a different way of doing business. It has found 

compelling evidence to support the case that it is very well placed to do so.  
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Artisans (seated on the right) that were consulted during the assessment with 

representatives of the Foundation and Caplor Horizons (seated on the left) 

Summary  

Introduction 

This is a strategic impact assessment of the Jaipur Rugs Foundation (hereafter 

referred to as ‘the Foundation’) for the period April 2013 to March 2018. An 

earlier impact assessment was conducted by the ‘Grassroots Business Fund’ in 

2013.  

The Foundation was established in Rajasthan, India, in 2004. It is a sister 

organisation to the Jaipur Rugs Business (the ‘Business’). The Business was 

founded in 1978. It concentrates on achieving business results related to 

supplying customers with very high-quality hand-made rugs. The Foundation 

concentrates on sustainable development results with artisans (notably weavers, 

spinners and finishers), who are mostly women; its purpose is ‘to be a catalyst for 

artisans to achieve their utmost dignity in a global market’.  

The Foundation facilitates sustainable development opportunities across 600 

villages in the states of Rajasthan, Gujarat, Uttar Pradesh, Bihar and Jharkhand. At 

the time of conducting this assessment, 96% of the artisans were women. The 

great majority of these are from the non-scheduled classes. They predominantly 

have low literacy levels and many lack awareness of their rights. Given all this, the 
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women involved with the Foundation’s programmes are susceptible to the risks 

and realities of extreme poverty. 

The Foundation works with local government and a range of other stakeholders 

such as non-governmental organisations (NGOs) and multi-lateral organisations. 

The Foundation provides social and entrepreneurial development opportunities 

for artisans. For instance, social initiatives like health and eye clinics. Or 

entrepreneurial opportunities by which artisans switch from unskilled artisans to 

becoming skilled, local leaders.  

A team from Caplor Horizons completed this assessment in early 2019. Caplor 

Horizons is a UK based charity that specialises in organisational change and 

effectiveness. 

Methodology 

The assessment team conducted both primary field research and secondary desk 

research and then scrutinised the qualitative and quantitative evidence of impact. 

They considered the Foundation’s contribution at community and strategic levels 

in various ways, including through the lens of the United Nations (UN) Sustainable 

Development Goals (SDGs). The ‘Depth of Impact’ tool was used to consider the 

emerging findings as follows:  

• Connect (level 1) – the number of people reached by an activity who can 

report some change as a result;  

• Improve (level 2) – evidence of improved quality of life as a result of activity; 

• Transform (level 3) – evidence of enduring change as a result of the 

improvements made. 

Findings  

Connect (level 1):  

• The Foundation has achieved a considerable scale of engagement having 

created development opportunities in rural areas of five states. It has 

positively engaged with over 129,000 people through the delivery of 51 

programmes. Given the very high proportion of women involved, the 

Foundation has admirably championed gender equality in many ways.   

• The Foundation is to be commended for creating sustainable impact in 

states like Bihar, that face acute poverty levels, where the benefits of its 

programmes are greatly needed.  

• The Foundation’s innovative and robust approaches to sustaining 

collaborative and bottom-up learning between its support team and the 

artisans in the communities were found to be particularly impactful in 

helping bring about change.  
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• The collaborative and far-sighted relationships that the Foundation has 

forged at state, national and international levels are an important way of 

facilitating and multiplying sustainable change in the lives of the artisans 

and their communities. 

• The evidence emerging from the research process confirmed that the 

Foundation has been successful at responding to emerging challenges that 

it has inevitably faced in delivering its work. It has therefore consistently 

maintained an enabling environment for change.  

• The commitment and growing experience of linking artisans with customers 

– plus artisans with visitors to their communities – provides a remarkable 

opportunity to achieve meaningful connections between people from very 

different backgrounds and cultures.   

• Beyond its work at a community level, the Foundation has achieved 

substantial reach with relevant audiences at state, national and 

international levels. This has been through well-targeted engagement with 

media and participation in events and shows. The Foundation receives 

frequent invitations to give presentations on influential subjects - notably 

the role of social enterprise in addressing the SDGs.  

• For instance, in Feb 2019, during the final stages of this assessment, the 

social philosopher Charles Handy (who has consistently achieved a very 

high ranking as one of the world’s most influential thinkers) gave an 

impassioned speech about the remarkable approach of the Foundation at 

a major event in Jaipur. The media attention from this event ensured that 

the message was shared widely within India and beyond.    

Improve (level 2): the most important points focused on quality of life 

improvements for individuals and families. 

Individual – the artisans 

• Improved health: notably, 28,287 artisans have benefited from health 

camp services. 

• Improved education: for instance, 3,655 artisans have participated in an 

Alternative Education Programme. 

• Strengthened Entrepreneurship: around 27,000 artisans have benefited 

from entrepreneurial training and development opportunities. 

• Increased enthusiasm and advocacy about learning: the research 

demonstrated how the Foundation had stimulated increased learning as 

well as inspiring many artisans to advocate for new learning opportunities.  

• Higher levels of fulfilment of creative potential: during the assessment 

many artisans expressed their delight and appreciation about the chance 

to create their own designs through an Artisans Original programme.   

• Increased and more regular income: this was frequently cited by artisans 

as one of the priority improvements to the quality of their lives in practical 
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terms. Often self-esteem was enhanced as part of the benefit. For example, 

one artisan explained that: “I now earn double which makes me feel proud”. 

• Acceleration of improvement in quality of life through the ‘Bunker Sakis’ 

(which are the female supervisors of the artisans): the findings indicated 

that the Bunker Sakis are considered more effective than their male 

counter-parts at supporting and accelerating improvements to the artisans’ 

quality of life.  

Family – the families of the artisans 

• Increased access to education for children: arising from the greater “power 

to earn”, many interviewees felt that the ability to pay for their children’s 

education was the biggest overall improvement. One female artisan 

commented “our children can now learn what we couldn’t”.  

• Strengthened opportunities for young people: the artisans enthused about 

the possibilities for their children’s future, now that they had been able to 

benefit from education. For instance, one expressed how she hoped her 

children would “get a job in Government”. 

• Enhanced ability to attain higher living standards: in common with many 

others, one artisan commented about the significance of being able to pay 

“for my family’s basic food and living expenses” 

• More respect and influence within the household: for instance, one artisan 

explained how “not asking my husband for money, and sometimes offering 

money towards the cost for the house and education” was an important 

step for her in achieving greater respect and influence within the 

household. 

• Improved management of household income, including increased access to 

banking: for instance, 2,800 artisans have opened bank accounts. 

• Greater resilience to challenges: the Foundation is to be commended for 

the ways in which improvements to quality of life enable the artisans to 

become more resilient to challenges, including at a practical income level. 

For instance, one artisan explained the benefits of the savings accumulated 

from weaving: “once there was a family tragedy. My husband hurt his head 

and needed help. The cost of the hospital was 50,000 Rupees. I was able 

to pay it from my savings”. 

• Improved access to Government services: the Foundation has helped boost 

living standards by enabling 5,201 artisans to gain access to key services.   

Transform (level 3): the most important points are evidence of enduring change, 

as a result of the improvements made, for individuals and families. 

Individual – the artisans  

• Increased self-esteem and confidence to speak up: interviews pinpointed 

how an increase in the voice and agency of women had enabled them to 
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“feel more confident to speak up; even to talk to men from outside” (of 

their communities). 

• More effective leadership: many interviewees expressed how the 

Foundation’s leadership development activities were highly beneficial to 

them in their work and family lives.   

• Greater personal growth and fulfilment: for instance, a group of artisans 

described how “everything has changed in a big way” through their 

involvement with the Foundation. 

• Increased advocacy: some people interviewed had been inspired to 

challenge societal norms and carry out advocacy activities about gender 

equality.   

• Enhanced well-being through the community support networks that have 

been created: for instance, several women explained about the value to the 

artisans’ well-being which resulted from meeting together to carry out 

weaving; notably how the work-place therefore acted as a very important 

forum where people support each other, including sharing their problems, 

hopes and so on. “We speak to each other. We become one as a group. 

We feel more powerful as we work towards the same end task.” 

• Growth in confidence of the Bunker Sakis: various people appointed to 

become Bunker Sakis expressed the very significant implications for them. 

For instance, one enthused “I feel proud and I feel I can do anything.”    

• Changed attitudes of staff and the representatives of organisations that 

the Foundation partners with to deliver its programmes: some staff and 

partner stakeholders interviewed explained how they had changed their 

attitudes as a result of their involvement with the work of the Foundation. 

One explained how he had gained “greater understanding” about the 

challenges facing the artisans, including the “importance of gender 

equality”. This had changed the way he engaged: “I am now more attentive 

and responsive to needs”     

Family – the families of the artisans 

• Increased recognition and changed attitudes within the family: for instance, 

one artisan echoed the views of many in saying: “my family values me more 

and they now have a different attitude to me.” As an illustration of this, 

one husband explained how “partnership in marriage is like two wheels of 

a wheel barrow. They both need to be balanced. Now my wife is as strong 

as me and we depend on each other”.  

• Greater support with family challenges as a result of the Bunker Sakis: one 

Bunker Saki explained how “it is my job to care for the artisans; to first ask 

them how they are and to then to help them improve themselves”. 

• The Foundation’s programmes have enabled new attitudes and behaviours 

in the home. This increases the choices available for the next generation.  
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Recommendations 

The Caplor Horizons assessment team’s recommendations are aligned to the three 

goals of the Foundation’s strategy.  

The strategic goals can be summarised as: ‘strengthening capability’; ‘uplifting 

programmes’ and ‘increasing influence’. 

Strengthening capability (goal 1)  

• to continue to prioritise the organisation, support and capacity 

development of people working at community level;  

• to continue to enable strengthened community support networks; 

• to further step up the capacity development of its leadership team; 

• to further identify areas where it can reduce its environmental impact and 

to take additional steps to operate in an environmentally responsible way.     

Uplifting programmes (goal 2)   

• to articulate the principles that its development model is based upon;  

• to make the title and the summary description of its development model 

even more compelling so it can be disseminated as effectively as possible;  

• to increase the scale and effectiveness of its programmes, including a 

central focus on improving leadership.  

• to pinpoint the main elements of what effective leadership involves for 

artisans and how to best develop this. 

• to further develop its concept and plans to link artisans to customers in 

such a manner that minimises the risks involved (e.g. safeguarding risks); 

• to carry out further strategic impact assessments in the future. 

Increasing influence (goal 3)  

• to further increase the scale of its influencing activities, maintaining its 

focus on the business sector – this will help inspire others to step up their 

actions in an effective way to change the way that business is conducted. 

Conclusion  

The conclusion reached by the assessment team is that the Foundation has 

delivered inspirational, enduring and transformational changes in the lives of 

artisans, their families and the communities that they have engaged with.  

The Foundation has very significantly improved living conditions, oftentimes in 

innovative ways, whilst expanding the horizons of artisans to become successful 

entrepreneurs.  

The Foundation has contributed substantially to the SDGs at a time when the 

world is looking for ways to accelerate progress towards attainment of these.  
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The assessment team believes the Foundation has a compelling philosophy and a 

highly distinctive sustainable development model; these can help accelerate 

progress towards the SDGs.  

Against this background – and alongside continuing to practically deliver its 

programmes in communities where it works – the Foundation is urged to step up 

its advocacy, particularly the sharing of its philosophy and development model.  
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Appendices 

Appendix 1: Acknowledgments 

The Foundation and the Caplor Horizons team would like to thank the artisans, 

their families, stakeholders and wider communities for sharing their experiences.  

Special gratitude is extended to representatives from the Bihar Government and 

from JEEViKA (Bihar Rural Livelihoods Promotion Society), all of whom gave their 

time generously. 

Caplor Horizons would specifically like to thank Mr Chaudhary and everyone at 

Jaipur Rugs for their considerable co-operation and patience with this process.  

We would especially like to extend our appreciation to Yash Ranga, Himanshi 

Singh, Sanjay Singh and Jagtinder Singh for their involvement with all the 

practicalities and for sharing their insights; additionally, the field staff (including 

development officers, managers, trainers and others) who were interviewed.  

Finally, we would like to acknowledge the time given to Usha Ladwa-Thomas by 

the Welsh Government to participate in this assessment 

Appendix 2: Overview and analysis about the Business and 

Foundation 

Overview 

Although this assessment is focused on the Foundation, it is necessary to 

understand the relationship between the Business and the Foundation, as the two 

organisations are closely intertwined. 

Founded by Mr Chaudhary in 1978, Jaipur Rugs is a family business. It is based 

in Rajasthan, India. The Jaipur Rugs Foundation was established in 2004. The 

Business and Foundation share the same values. They also share the same most 

important belief about what can create the next generation of sustainable, soulful 

organisations. Jaipur Rugs is internationally acclaimed as a ‘social business’ 

because of its contribution to humanity which is aligned to the Sustainable 

Development Goals (SDGs); this includes its efforts to support weavers to become 

entrepreneurs. For example, in 2016 it received the American Indian Foundation 

Leadership Award for Excellence in Social Entrepreneurship and Philanthropy.  

Business: Vision, Purpose and Mission 

• Vision: a world in which love and kindness is at the heart of business. 

• Purpose: to inspire a revolution in how businesses keep love and kindness 

at the heart of everything they do. 
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• Mission: to make direct connections between the global consumers and 

artisans.  

The Business has four strategic intentions…  

1. To inspire a profound connection between customers and artisans.  

This connection inspires both the customers and the artisans.  

The connection provides an opportunity for meaningful 

relationships, mutual transformation and a sharing of wisdom from 

rural communities in five states in India to a wider world and vice 

versa.  
 

2. To enable artisans to achieve sustainable livelihoods.  

This involves transformational change in the dignity, prosperity and 

confidence of the artisan entrepreneurs, their families and the 

communities that they live in.   
 

3. To facilitate the renewal of the art of rug weaving. 

This commitment to re-energising a timeless craft leads to the 

creation of unique designs and hand made products of the highest 

possible quality.    
 

4. To ensure a sustainable future by helping bring about a revolution in 

business.  

This involves being inspired to action by the example of Jaipur Rugs.       

Mr Chaudhary has explained that if the intention about the ‘connection between 

artisans and customers’ is effective then the three other intentions of the Jaipur 

Rugs business will follow: sustainable livelihoods will be achieved, the art of rug 

weaving renewed and other businesses inspired.  

He also explained that the core of the business is to uplift the artisan community 

and serve the ‘under-served customer’, by initiating a conversation and making 

human connection. An under-served customer is someone who seeks an authentic 

and emotional connection with the product they are buying, and a relationship 

with the people who are making it. 

The Business and the Foundation both share the premise that one of the most 

acute challenges facing humankind is that relationships are increasingly broken in 

many communities. Furthermore, that growing inequality across the world can 

make it even more difficult to create meaningful relationships between those with 

highest incomes, like those buying the luxury products of a business such as Jaipur 

Rugs, and those with lowest incomes, like the artisans. One way to help mend 

these increasing ‘breaks’ in humanity is through connecting people through 

business supply chains and markets. Opportunities therefore exist for love and 

kindness to be nurtured through business. The nature of this connection is 
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currently far too rare in business. However, it can be replicated, regardless of the 

type of industry.   

The Foundation has a very distinctive relationship with the Business. The 

Foundation enables the support to artisans in India to deepen whilst the Business 

enables the customer base to widen internationally. This distinctive relationship 

provides a balance between business and development results. It also enables 

ambitious growth to bring about transformational change. This means that the 

numbers of customers can increase whilst not compromising the quality of 

development activities. The Business is pure in its delivery of business results. The 

Foundation is pure in its delivery of development results. The combination of both 

is a vitally important way of doing business in the twenty first century.  

The Business could not fully finance the aspirations of the Foundation alone. This 

is because it far transcends what most corporates do to engender a sustainable 

future. Whilst the Business devotes a significant proportion of its profits to 

development activities, and it supports the Foundation in other ways, it greatly 

welcomes all assistance.  

Foundation: Vision, Purpose, Mission, Values, Beliefs  

• Vision: A world in the inherent capabilities of artisans have created 

soulful, sustainable businesses. 

• Purpose: To be a catalyst for artisans to achieve their utmost dignity in 

a global market.  

• Mission: To increase numbers of artisans and their engagement with 

opportunities for transformational change. 

• Values: empathy, shared wisdom, humility, simplicity and integrity. 

Shared wisdom and empathy are the two most important values for the 

Foundation.  

• Beliefs: Our most important belief is that love and kindness need to be 

instilled in all aspects of business life; and furthermore that keeping 

love and kindness at the heart of business will create a next generation 

of soulful, sustainable organisations.    

The Foundation strategy has three goals for the period April 2018 to March 2021 

(summarised below). The successful delivery of these goals by 2020 will lead to 

a 10% increase in the number of artisans, with some of this expansion being in 

new states in India and cross border. It will also lead to an increasing quality and 

depth of programme opportunities available for artisans, their families and the 

communities they live in. Finally, it will result in the Foundation having a 

significantly greater influence in India and internationally.  
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Goal 1: Strengthen Capability (strengthen the capability of the Foundation) 

• Strengthen people capabilities  

• Strengthen environmental initiatives  

• Strengthen financial resources  

• Strengthen the organisational culture of Foundation and its distinctive 

relationship to the Jaipur Rugs business  

Goal 2: Uplift Programmes (uplift the programmes of the Foundation) 

• Uplift entrepreneurship programme  

• Uplift social programmes  

• Uplift levels of innovation  

• Uplift the scalability of the operating approach  

Goal 3: Increase Influence (step-up activities to influence the business sector) 

• Increase the clarity of approach  

• Increase the network of highly effective partners  

• Increase and sustain the number of relevant speaking engagements   

• Increase levels of regular and inspirational communications with 

stakeholders  

Analysis 

Caplor Horizons was substantially engaged with appreciating the nuances of the 

Foundation’s strategy as an integral element of this impact assessment process: 

on this basis, it seems that a well-founded clarity exists about its strategic 

foundation which bodes well for organisational effectiveness in the future.  

More widely, Caplor Horizons understands that it is quite common for profit-led 

organisations to create Foundations as a practical way to manage their 

contribution to a wider purpose in society (oftentimes referred to as ‘Corporate 

Social Responsibility’). The establishment of a Foundation is sometimes viewed as 

a way of enabling a business to concentrate the ‘business of business’. At first 

glance, this is what the relationship of the Jaipur Rugs Business and Foundation 

might look like to some. 

However, delving deeper quickly unearths an important factor that differentiates 

Jaipur Rugs: this is concerning the strategic intent and direction that are at the 

heart of the relationship between the Business and Foundation. Caplor Horizons 

has found the Business to be deliberately and proudly an organisation with a 

social purpose at its core; the Foundation exists to embed social impact further in 

the daily running of the Business, rather than act as an outsourced provider of 

sustainable development activities. They are mutually reinforcing organisations 

with a common conviction about strategic intent and direction. 
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The Business markets the rugs to an international market and so attracts interest 

from individuals from across the world. The Foundation has made inroads on 

linking the artisans and the purchasers in a way that brings added value (i.e. more 

than that of the purchase) to both.  For the artisans the link has ranged from paper 

communications (post cards received) to personal contact. This has created 

change as the artisans have had to learn to communicate with people from far 

afield who bring differences in term of language, race, custom and other practices. 

The training and support to increase confidence and self-esteem has help artisans 

to be confident in their interactions with the purchasers they meet. One of the key 

considerations will be to ensure robust safeguarding practices in the future as 

progress on this develops further.   

It is the view of Caplor Horizons that this crucial emphasis gives authenticity to 

the message that Jaipur Rugs exists to improve the lives of the communities it is 

engaged with and act as an agent for social change.  

Moreover, the notion of being an agent for social change was embedded from the 

outset. The founder deliberately set out to challenge the practice of social 

untouchability, as experienced by unscheduled classes in rural India.  

Mr Chaudhary did this by working with weaving communities directly, rather than 

through intermediaries in the rug supply chain. In his words, this represented a 

“marriage between two rejected peoples”. This decision attracted criticism from 

many of his contemporaries; they disapproved of him having direct contact with 

low caste weavers at a time when this was not socially acceptable. 

Convinced of the importance of judging people according to their actions and 

ability, not their caste, Mr. Chaudhary gave his direct support for weaving 

communities. This commitment by Jaipur Rugs continues to the present day. 

The spirit of humanity that shines through about the people from the Foundation 

manifested itself in various ways in the research process. This provided a depth 

of insight and assurance of how key people lead by example to deliver the 

strategy.  

Notably, the feelings expressed by the artisans about the Foundation team were 

very positive: they frequently spoke about how they were “valued”. For instance, 

one person commented: “Mrs Chaudhary stood by me when I had to speak at a 

meeting” and she explained how supportive this felt to her.  

She explained how Mrs Chaudhary had said: “I am here, speak”. Another 

commented about Mr Chaudhary: “he worries that we don’t have tiffin (meals) 

when we travel - he understands that we can’t buy food on the train”. Furthermore: 

“when there was a cold period, Bhaisab (Mr Chaudhary) sent more blankets for 

us”.  

One artisan spoke about another member of the Foundation, Himanshi Singh: “she 

took us to Delhi for a show and sat and talked to us all the time - we had fun”; 
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also “Himanshi comes and stays here some nights”. Many more statements about 

the care by the Foundation’s team were cited. Artisans explained how this helped 

increase their belief in themselves along with giving them a sense of community 

and “being part of the Foundation’s family”.  

These comments are included here insofar as one of the most famous sayings 

about strategy relates to how it can be completely undermined and ineffective if 

organisational culture - involving all key stakeholders - is not conducive to it being 

delivered. (The saying is: ‘culture eats strategy for breakfast’.).  

The assessment team had sessions at the Jaipur offices about the Foundation’s 

culture and its relationship with strategy. However, it is very significant that the 

feelings about organisational culture are so positive at rural levels by the people 

that the Foundation exists to serve, namely the artisans. 

Appendix 3:  Caplor Horizons and the 

Caplor Horizons Assessment Team 

Introduction 

Caplor Horizons is an NGO (Non-Governmental Organisation) that specialises in 

strengthening organisational effectiveness, by focusing on leadership, strategy 

and advocacy. It has developed a highly distinctive core approach that underpins 

all its services and programmes, including impact assessment. Further information 

can be found at www.caplorhorizons.org 

Caplor Horizons team  

The team for the Strategic Impact Assessment of the Foundation was deliberately 

selected to offer a broad, relevant and comprehensive combination of expertise 

and experiences. The team had worked extensively with different sectors. All held 

different and complementary skills and knowledge.  

The core team included: 

• Jean Sellar is an advisor of Caplor Horizons. She has worked for three years 

on various international development assignments with Caplor Horizons, 

including impact assessment 
 

• Dr Ian Williams is a Co-Director of Caplor Horizons and has broad expertise 

in organisational effectiveness, change and strategy development. 
 

• Usha Ladwa-Thomas is Co-Chair of Caplor Horizons and has expertise in 

sustainable development, equalities and leadership development. Usha has 

delivered large scale community programmes for the Welsh Government 

where she works.  

http://www.caplorhorizons.org/
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• Lorna Pearcey is Co-Director of Caplor Horizons and has substantial 

expertise in personal, organisational and international development, under 

pinned by a strong understanding of sustainability.  
 

• Laura Vickery works for Jaguar land Rover as their Global CSR Manager 

and Acting Head of the Social Impact Team. She has considerable expertise 

in Corporate Social Responsibility, including direct experience of setting up 

and reviewing labour standards management systems  

The wider support team included:  

• Professor Sharon Turnbull is a leadership development specialist. Sharon 

has experience in evaluation methods, qualitative research and leadership 

development. 
 

• Matthew Lake is a specialist in international development and 

organisational effectiveness. He worked for the NGO United Purpose for 

many years and is highly experienced in impact assessment.  

Appendix 4: The United Nations 

Sustainable Development Goals and the 

Foundation  

These are a collection of 17 inter-connected global goals to 2030, set by 

the United Nations in 2015. They represent a call to action to end poverty, protect 

the planet and ensure that all people enjoy peace and prosperity. The SDGs are 

deliberately interconnected and often success on one involves tackling 

issues more commonly associated with another 

https://en.wikipedia.org/wiki/United_Nations
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 The Foundation contributes to five of these goals in particular: no poverty; good 

health, responsible consumption, gender equality, and good jobs and economic 

growth. Of these, the Foundation consider the goal of gender equality and 

the ‘every woman, every child’ UN commitment to be particularly relevant to 

their work, given that 96% of the Jaipur Rugs weavers are female.  

Furthermore, evidence exists to show that improving gender equality is key 

in eradicating extreme poverty and reducing inequality. For example, The 

Strategic Vision for Gender Equality, launched by the UK Government’s 

Department for International Development in March 2018 states that “it is only 

by unlocking women’s potential that we will build a safer, more peaceful and more 

prosperous world for us all...We will not help people lift themselves out of poverty 

without gender equality.”   

Given the significance of gender equality to this assessment, further consideration 

follows about the situation in India.  It is estimated that by 2020, India will be the 

youngest country in the world; such an increase in the working-age population 

will drive the need for more good jobs to underpin economic growth. In addition, 

Caplor Horizon’s own research paper on ‘Developing a gender balanced mind 

set’2 states, “for organisations to be long-term sustainable, the role of women in 

the workforce is a critical factor”. 

The World Economic Forum Global Gender Gap report of 2016, covering over 

140 countries, indicates that whilst gender disparities in health and education 

have reduced in recent times, the gaps between men and women in terms of 

economic participation and political empowerment remain wide. The situation in 

India echoes this trend.  In July 2018, The Economist reported that India’s 

economy has been growing at around 7% a year for almost two decades and that 

Indian women today are far more likely to be educated that their mothers. 

Despite this, research by the International Labour Organisation (ILO) and 

International Monetary Fund (IMF) shows that the proportion of women working 

in India has decreased to 26% in 2018 from 35% in 2005, indicating the 

prevalence of cultural rules that inhibit women’s progression in the world of work 

and the continuation of “the unrealised contribution of women [that is] one reason 

India remains so poor”. A combination of factors has helped cause this situation, 

including the fact that women in India do the highest proportion of housework in 

the world (over 40 hours a week) and that men and women in India believe it is 

preferable for women to stay at home than go out to work, even if this leads to 

increased family income. Counter-intuitively, the more education a girl gets in 

India, the less likely she is to work (except those who study beyond school) 

because education is considered favourably in arranged marriages. 

Considering this context, the potential for weaving to offer women meaningful 

work opportunities is only heightened. Next to agriculture, weaving is the second 

                                                        
Ladwa-Thomas, U., and Turnbull, Prof. S. Developing a Gender Balanced Mindset (2018). A 
Caplor Horizon’s Thought Leadership paper 
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largest provider of jobs for women in India, and (because it doesn’t require 

massive infra-structure) looms can be situated in family homes. In the words of an 

artisan, one of the most significant impacts for her of weaving was that it gave 

her the “flexibility to do work and home tasks”.  

With respect to the wider development benefits of this, the Foundation also 

contends that rug-weaving helps to “keep women away from forced labour and 

migration by empowering them with economic independence through sustainable 

livelihoods at their doorsteps”. 

Notwithstanding these positive aspects, the artisans, like other working women 

across the world, often juggle very substantial ongoing, daily commitments at 

home: for instance, looking after cattle, preparing meals, resolving family problems 

and many other demanding tasks. Factoring in the heat and the organisation’s 

commitment to health, safety and well-being, ongoing attention to improving 

working conditions whenever possible should continue to be a top priority for the 

Foundation 

Appendix 5: The Foundation’s standards 

The assessment team considered it important to understand the systems in place 

in relation to International Labour and Environmental standards; moreover, to gain 

an insight into potential material social impacts that could reinforce or undermine 

the sustainable development activities of the Foundation. It also related to 

recommendations from the social impact assessment undertaken in 2013. 

A member of the Caplor Horizons team has direct experience of setting up 

reviewing labour standards management systems and so was well placed to gain 

assurance. She found that the organisation is well represented in this area. It has 

achieved SA8000 social compliance certification and has published the necessary 

supporting Codes of Conduct. It is a member of the Goodweave International 

network (previously known as Rugmark), which is a rug-making specific 

compliance scheme, established and policed by a collection of NGOs who are 

committed to helping end child labour in the rug industry. 

The organisation has achieved certification from the Fairtrade scheme in India, 

which (unlike the International Fairtrade Labelling Organisation), is a scheme that 

requires annual checks to maintain membership.  

The people interviewed explained that the all of these commitments are 

operationalised through third party social audits, which can be shared with other 

stakeholders, including through membership of the Supplier Ethical Data 

Exchange (SEDEX) system.  

Similarly, it was considered important to understand the measurement and 

management of environmental impacts. Currently an Environmental Management 

System is not place, but this is due to be implemented in 2019.  
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One of the transformational changes articulated by the artisans relates to these 

standards. This related their experience of working with organisations previously 

and comparing this to Jaipur Rugs: they now felt kinship as a result of being part 

of the “Rugs family”; they felt respected, they appreciated the training and were 

grateful to have regular, timely payments. This has transformed the experience of 

what is appropriate: the artisans now understand what ethical working standards 

are and what respectful leadership and management entail. They contested that 

they would not be able to return to poor organisational practice. They enthused 

about how: “we are jeevan sathis” (life partners); “we will never leave Jaipur Rugs”.  

Appendix 6: Background about the 

methodology 

‘Ripples on a pond’ model 

Linked to the commitment of the Foundation to put the artisans at the centre in 

its work (in various practical and profound ways) is the metaphor of a ‘pebble in 

a pond’: i.e. as with ripples on a pond – caused by a pebble cast into water – the 

Foundation’s impact can be reasoned to emanate at the artisan level and spread 

out beyond this to families, communities, customers and wider society. 

Outputs, outcomes and impact of interventions are typically easiest to attribute at 

individual, family and community level. Due to the paramount focus on artisan 

voices, the impact assessment has concentrated on these levels through 

qualitative and quantitative analysis.  

The furthest ripples – at the level of wider society in India and beyond – span the 

largest area; these would include the Foundation’s advocacy activities at a state, 

national or international level. These are the changes that are most likely to have 

been influenced by other events too. They are typically therefore the hardest to 

attribute.  

Ultimately, through deepening its appreciation in relation to all the ripples, the 

Foundation will better understand the full consequences of its activities.  

In particular, the customer ‘ripple’ has been incorporated into the model to 

recognise the Foundation’s conviction about how change can be best brought 

about. The customer ripple is included notwithstanding that it has not yet been 

manifested to the degree the Foundation envisages bringing it into reality in the 

future.  
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The ‘big picture’ about the secondary and primary research 

undertaken  

This Assessment concentrated on the impact of the Foundation in the five-year 

period 2013-2018. It has considered the role of strategic level change as well as 

the impact of activities undertaken at a community level. This provides a more 

innovative level of understanding than a more conventional impact assessment.  

The Caplor Horizons team was selected to contribute relevant expertise including 

about: sustainable development, corporate social responsibility, supply chains, 

impact assessment, organisational effectiveness, strategic change.  

The assessment commenced with ‘secondary’ desk-based research, including 

reviewing quantitative data provided by the Foundation about its activities. 

Sources included annual reports, a baseline report, project proposals, case study 

reports, concept notes and a social return on investment (SROI) analysis.  

Notably, it included reviewing the Grassroots Development Fund’s Social Impact 

Assessment in 2013. This report reflected very positively on the social 

development and entrepreneurship work undertaken with communities and it 

suggested various recommendations. For instance, at the time, the management 

of environmental impact and labour standards were felt to warrant greater 

attention.  

Desk-based research was also undertaken concerning impact assessments, and 

social impact reports, of other pioneering organisations globally. This identified 

ten inspirational international examples of best practice. This was very helpful in 

refining the design of the impact assessment process. Learning from this exercise 

was combined with reflections from Caplor Horizon’s prior research about ‘Triple 

Bottom Line’ Reporting3 (‘economy’, ‘environment’, ‘society’). This became more 

relevant as findings from the impact assessment emerged. Specifically, in the 

recommendation section, the Foundation is encouraged to consider a ‘Quadruple 

Bottom Line’ outlook, including ‘culture’. 

Caplor Horizons was also able to draw upon previous insights concerning the 

benefits of using both quantitative and qualitative methods. Caplor Horizons 

particularly emphasised a qualitative ‘primary’ research approach in order to 

better understand the impact made from the standpoint of the artisans, families 

and communities. This included gathering data of experiences and stories of 

change from the artisans, employees and partners linked to the Foundation. 

A number of internationally recognised frameworks and tools were considered to 

inform the content of the interviews and how the results could best be gathered 

and analysed.  

                                                        
3 Newcomb, H., Sellar, J. and Dr. Williams, I. The triple bottom line: why have it and how best to 
report it? 2015. A Caplor Horizon’s Thought Leadership paper 
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A focus on two resulted: the ‘Most Significant Change’ tool to inform the 

interviews, and the ‘Depth of Impact’ tool by the London Benchmarking Group for 

analysis of findings.  

It was felt that these would complement each other and offer insights significant 

to the specific situation of the Foundation. 

‘Most Significant Change’ tool 

The ‘Most Significant Change’ (MSC) tool provides a rights-based approach which 

has proved effective in impact assessments nationally, internationally and in rural 

settings.  The information collected tends to be oral stories of change that 

encourage the participant’s view of why the change reported was significant to 

them. 

The approach also avoids pre-supposing the impact of an intervention, because it 

doesn’t use expected changes as the yardstick of success. As such, it respects the 

interviewee’s assessment – however they choose to assess the impact – and 

echoes the Foundation’s respectful relationship with the artisans.    

It offers the opportunity to explore changes through a lens of learning, not just 

accountability, and embeds the GRI (Global Reporting Initiative) principles of 

stakeholder inclusiveness and materiality. Caplor Horizons team members had 

prior experience of using this tool successfully in various countries. 

The tool was applied in individual and group interviews and focus groups. It allows 

for the collection of a wide range of outcomes, as well as the unintended 

consequences of actions.  

Furthermore, it helps supports the Foundation team’s wish to pursue “deeper 

development thinking” and fits with their philosophy of co-creating learning 

programmes alongside the programme participants. 

‘Depth of Impact’ tool - London Benchmarking Group 

The London Benchmarking Group (LBG) comprises a network of over 120 

companies worldwide and provides the global standard used by businesses to 

measure, benchmark and report their community investment activity. One of the 

Caplor Horizon’s team, Laura Vickery, sits on the Steering Committee of the LBG 

(she is also the Global CSR Manager and acting Head of Social Impact at Jaguar 

Land Rover, which is a member of LBG and uses the ‘Depth of Impact’ tool in its 

own reporting).  

Many organisations use the tool to generate a total number of beneficiaries that 

have been impacted by an organisation or programme and use this as their 

headline indicator of social impact. Typically, the largest number of beneficiaries 

sit in the lowest level impact category 1 and the least in level 3.  
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The Caplor Horizons team decided to apply the tool in a more deeply involved 

way than usual, including to explore and report the rich qualitative stories of the 

artisans. It was hoped this would provide a case-study to others working in the 

social impact field, by offering a more person-centric application of the tool. 

Organisational level engagement, including strategy renewal  

In committing to deliver a Strategic Impact Assessment, the Caplor Horizons team 

developed a deeper level of engagement and relationship building with the 

Foundation that might otherwise have been the case. This involved multiple 

conversations over a period of months to gather insights, build trust, test 

understanding and challenge one another. It also involved facilitating a process 

to renew organisational strategy. This innovation approach was intended to 

ensure the most holistic understanding possible to inform findings and 

recommendations.  

Interviews 

In addition to interviews with Foundation staff members referred to above, the 

qualitative data gathering involved conducting the following: 

• 6 semi-structured artisan interviews in Rajasthan and 4 in Bihar  

• 5 semi-structured artisan family interviews in Rajasthan 

• 4 community focus groups in Rajasthan and 3 in Bihar 

• 5 semi-structured interviews with Jaipur Rugs Foundation employees and 

partners in Rajasthan and 11 in Bihar 

Significant discussion took place with the Foundation about the selection of 

people to be interviewed. It was agreed that it would be best to deliberately select 

a range of people that had had different levels of engagement with the 

Foundation.  

Complementing this, the team had many other meetings with different 

stakeholders throughout the entire duration of the assessment. All the 

engagement involved was taken into account in informing this report.  

In considering power balance and permission, it was considered important to 

ensure that the interviewees understood how information would be captured and 

used. For example, making clear who would see the stories. Studies have shown 

that the most unobtrusive method of collecting high quality stories is through 

relaxed conversations. 

The nature of trust between interviewer and interviewees can also affect the 

interviews, with research showing that where levels of trust are minimal, 

interviewees often report stories they feel the interviewer will be happy to hear, 

rather than what is truly important to them. As such, all efforts were made to be 

aware of and to try and minimise the inherent power imbalance that accompanies 

factors including class, race and status, as Caplor Horizon’s own research on cross 
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cultural communications attests.4  It was made clear at the start of all interview or 

focus groups that confidentiality would be exercised through anonymity of 

responses. Permissions were also received for photographs and video footage 

subsequently shared. 

 

Two members of the Foundation team (second and third on right of photo) 

along with four members of the Caplor Horizons team (one on far right, three on 

the left).  

Appendix 7: Examples of national and 

international events 

• Sankalp Un-convention Summit  

• ISB Mohali Corporate Social Responsibility Roundtable   

• Conference Mobilising impact through Corporate Social Responsibility – 

New Delhi   

• Vision for India: national conference on disability - New Delhi  

• Social entrepreneurship and sustainable development - Gurgaon   

• British Council UK-India University Dialogue on Social Enterprise   

• Conference on Corporate Social Responsibility and disability - New Delhi   

• National conference on changing time and reinventing India’s growth story 

- Jaipur   

• Standard Chartered, Global leaders Forum - New Delhi  

• Business thought leadership programme - New Delhi   

• Workshop on inclusive and sustainable business - Hyderabad  

• Barclays Social Impact Forum  

                                                        
4 Moore, Dr. P. Cross-cultural Communication, 2017. A Caplor Horizon’s Thought Leadership 
paper 

 



P a g e  | 49 

 

 
 

• Tata Social Enterprise Challenge - Noida   

• Conscious business and organising transformation - Jaipur   

• Corporate Enlightening Week - Jaipur   

• Harnessing the local match to the global - Jaipur   

• International conference on social entrepreneurship and sustainable 

development - Mumbai   

• Conference on Game Changers - Mumbai   

• Inclusive and sustainable Business: Creating Markets with the Poor 

Workshop    

• Social enterprise summit - Gurgaon  

• Chamber Committee on Innovation - New Delhi  

• Business with Impact co-creation workshop - New Delhi  

• 2nd India and Afghanistan Innovation Partnership Fair - Kabul   

• Youth 2025 conference - Jaipur 

• India Leadership and social innovation forum - Mumbai  

• 3rd North India Conference - Jaipur   

• Garvi Gurjari National Craft fair and summit - Ahmedabad 

• Bihar Innovation Forum Jeevika Awards – Patna 

• Grand Jury Social Innovation - Mumbai  

• National Jury Round 

• Leaders of Tomorrow - New Delhi   

• Swedish Institute Program - Pune  

• Roundtable on Livelihood Financing - New Delhi   

• Regional Jury Round - New Delhi 

• Bridging the Gap Conference - New Delhi 

• Skills Development: Empowering Youth, Building Nation – Bhopal 

• Northern Regional Committee on Corporate Social Responsibility - New 

Delhi 

• Regional Committee on Affirmative Action - New Delhi   

  


