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(o the Case Studies
Stand-Alone
Document

We have created a stand-alone document, which contains four best
practice case studies from the European charitable foundation sector
- Calouste Gulbenkian Foundation, the Esmée Fairbairn Foundation,
Impetus and Reach for Change relating to impact management.

Each of these foundations has experienced its share of challenges
and frustrations, but overall, they have made great strides towards

a better understanding of impact. Hopefully these case studies will
provide inspiration to readers.

We certainly believe that they are one of the most important research
outputs from the project — in particular, in helping to close the

gap between rhetoric and reality through illustrating how different
foundations are putting their impact management principles and vision
into practice. Many foundations struggle not only with the ‘what’, but
importantly with the ‘how’ of impact management. These case studies
illustrate the nuts and bolts — we have been generously allowed

by these foundations to look into the engine room of their impact
management systems, tools, processes and culture. There is a unique
insight to be gained from this.



Figure 1: Overview of the participating foundations

NAME OF THE
FOUNDATION

SIZE
(assets and annual
grantmaking)

GEOGRAPHY

TYPOLOGY OF
FOUNDATION*

HISTORY OF THE

FOUNDATION

SECTORS OF
ACTIVITY

ROCKEFELLER

FOUNDATION

Assets of over $4bn and
annual grantmaking of
over $160mn

Offices in the United
States, Italy, Kenya and
Thailand

— Legacy
— Grantmaking

— Set up in 1913
— Preserves same mission

— Health

— Food

— Power

— Jobs

— Climate and Resilience
— Innvation

— Co-impact

Reach

for Change

Assets of $4.2mn and
charitable cause spending
of $4.92mn in 2018

Swedish foundation with
presence in 17 countries

— Grantmaking

— Co-created in 2010 by
successful entrepreneurs
in the non-profit and
business sector

— Children and young
people

FUNDACAO
CALOUSTE
GULBENKIAN

Assets of €2.8bn (among
the biggest in Europe)
and €65mn in activities
(without management
costs of £€25mn) in 2018

Portugal, UK and France

— Legacy
— Grantmaking
and Operating

— Founded in 1955
by Calouste Sarkis
Gulbenkian

— Charity

— Arts

— Education
— Science

Assets of €8.9mn and
annual grantmaking of
€4.65mn in 2016

UK

— Grantmaking

— Founded in 2013

from the merger of

two pioneering VP
organizations: Impetus
Trust and The Private
Equity Foundation (PEF)

— Education and
employment for
disadvantaged young
peolple

@ Esmée

Fairbairn

FOUNDATION

Assets of £996mn and
annual grantmaking of
£40.5mn in 2017

UK

— Legacy
— Grantmaking

— Founded in 1961
by lan Fairbrairn

— Arts

— Children and young people
— Environment

— Food

— Social change

As a reminder if the full report has not been
read, we offer a framework to understand impact
management for foundations, building on the
concept of a learning journey, with five steps.
The case studies are organised with reference to
these five steps, which are summarised below:

1. Designing an impact management approach:
This covers the ‘what’, ‘where’, ‘when’, and
‘how’ of impact management including, for
example, designing which tools are used,
how impact data is collected and validated,
and how stakeholders can be included in
the process. These are the essential first
steps in any impact management strategy by
foundations.

2. Resourcing and organizing for impact
management:
This is about ensuring that the organization
is budgeting sufficiently for impact
management related work and creating an
appropriate organizational framework for it
to be a foundation-wide activity and concern.

3. Embedding impact management through
organizational culture:
As the saying goes, ‘culture eats strategy
for breakfast’, thus foundations need to
pay special attention to carefully embedding
their approach as part of the organizational
structure, enabling the shift from a
compliance and communications-oriented
mindset, to one where learning and honest
reflection are prioritized.

4. Building internal and external capacity to
manage impact:
The European foundation sector needs to
invest more in building internally, as well as
among grantees, the necessary skills for
implementing impact management.

5. Collaborating, sharing knowledge, and being
transparent to support impact management:
There are encouraging signs of foundations
pooling data, reducing the grantee reporting
burden, and sharing insights and learnings.
The data and technology wave could enable
exciting opportunities for foundations
to work together to improve impact
management across the sector.
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Case Study

Reach

for Change

Reach
for Change

{4 Overview of Reach for Change

Type of foundation

Grantmaking

Target geography

Presence in 16 countries in
Furope, Asia, and Africa -
with HQ in Sweden
(2018)

Assets

S4.2m

(2018)

Number of organzations
supported

156

(2018)

Founded

2010

Target sector

Children
and
yvouth
(2018)

Charitable cause spending

4972mn

(2018)

Number of children
supported

541,620)

(2018)

Esade Entrepreneurship Institute | Supported by BBK

01. Designing an impact management approach

1.1. History and sources of inspiration

— Until 2014: The foundation only knew the
resources spent, and the number of children
supported. The only driver for taking action
was the number of final beneficiaries.

1.2. Impact at the level of the foundation

— In 2014: Development of a new impact process

inspired by its own experience.
— 2014-2019: Continuously questioning and
refining its model.

— Theory of change at the level of the foundation has been designed and used.

— Challenges:

Establishing links between levels: Connecting

outputs with outcomes to understand which

types of grantees are succeeding and compare

different types of inputs with outcomes.

Estimating the costs of supporting each
venture and ensure the best allocation of
resources: Difficulty in drawing the line between
programmatic costs and general costs.

{4 Reach for Change’s theory of change with indicators

IN2018
1

6 SOCIAL VENTURES

341 62 CHILDREN
’ AND YOUTH

- PROBLEM

adressed

Around the world
. and soclal entrepreneurs
who are eager and able to help

Reach for

Change exists to help bridge the support gap
and empower the most high-potential social
ventures to develop faster, better and

VITIES

CACTI

In our Incubators we offered:

Capacity
building

with lower risk of fallure.

el Network
connections

_ RESOURCES 53] Grant
used for our activities / funding

To ensure that more children’s needs
are met, we Invested

In Incubators for social ventures @ Stamp of
in16 countries.
i 4L/ \N approval

(‘ In addition to running incubators,

)
é 05 we cultivated the ecosystem for
)
)

ot

Page 18

©
s
\)

We incubated in total - soclal
ventures, of which:

1000 were
9 capacity-built

were connected
qa% to useful people
or opportunities

o were
33/0 grant funded
experienced
qs% increased

credibility P ONG-TERM &
-OUTCOMES . 4

for our alumni.

Our long-term goal s that our alumni
to a significant share
—~ -OUTCOMES of their target group, contributing
) to fulfiliment of the
in our for children
and youth. of our alumni are still
‘Our short-term goal Is that our soclal ventures develop In business, and
for children and youth and become continued to grow.
In2018, " of our social ventures developed, reaching
average of of their targeted development milestones. Page 34

= ’"“ 341,620

rs

children
& youth

Page 30
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Reach for Change

1.3. Impact at the level of social ventures 1.4. Impact at the level of final beneficiaries (children and youth)

4+ Reach for Ch i tput It
ST CRR s e 4 Reach for Change’s final beneficiaries

— Tool: Report y \ ' ﬂ w
e ‘ ..

— Tool: Surve
Y 93% report that Reach for Change connected

them with at least one person and/or

— Process: Program managers are in
opportunity (on average four)

— Process: Social ventures report the number

of children and youth supported and provide
Outputs verification of their reach (uploading photos
and attendance lists). The impact team

charge of making sure that social

71% found the connections overall useful:
gained knowledge
formed new partnerships/collaborations
acquired new tools
gained new funding

Outputs entrepreneurs fulfill the survey.
— Timing: At the end of the year.

— What is assessed? The incubator audits these reports.

support received by social entrepreneurs. — Timing: Every four months.

4+ Outcome indicator results

— Tool: Excel sheet 4+ Mapping of progress towards milestones — Tool: Report

— Process: Country managers talk with — Process: Social ventures report progress

social entrepreneurs. A Effective toward their targeted outcomes through

solution . . .
outcome stories and outcome indicator results.

Timing: At the beginning of the
incubator year, every four months, and

— Timing: Outcome stories are reported every

41,62

children and youth
supported

at the end of the incubator year. four months and outcome indicator results are 7T
i S - damnuall, ||
What is assessed? Progress of Systems . Financial reported annually.
i X . change sustainability E

organizational capabilities towards ) L. Lives improved

Sh()l'[*tel'n] tapgeted outcomes within five areas: + Outcome stories 305,537 children and youth _(89%) received
. support to empower them with knowledge,
outcomes effective solution; financial sustainability; T awareness, attitudes, etc.
. - N - Example
leadership and team; impact scaling; Outcomes Love Guide (Bulgaria) provides
q sex education to youth

and systems change. Progress is E—_— B

assessed through the indicator ‘number scaling andteam N sl Tl e e | T Lives changed

of milestones reached’. Milestones @B Jan 2018 @ Target 2018 Dec 2018 30,670 children and youth (9%) received

(i.e. completed activity or result
accomplished) are predefined by the
foundation and are the same for all the
ventures incubated.

Tool: Survey

Process: Social

entrepreneurs are asked 91(%)

to complete the survey.

4 Reach for Change’s long-term outcomes

1% 69"

OUTCOME
RESULTS

support to reroute them onto a better path.

Example
Tolerancijos Centras (Lithuania) helps children
suffering from obesity to a healthy lifestyle

children and youth received support
to protect them from a dangerous situation.

Umoja Wa Wawezeshaiji (Tanzania) protects
and frees children from slavery and child labor

. . 3
Timing: Once a year, but are still in reached more increased their 1.5. Attribution + Reach for Change’s
not every year. business children and PEVENUES
Long-term youth )
. 2 Qe : R
outcomes What is assessed? Survival — Tool: Survey - )
. . 0 3 ze of
and scaling of alumni (i.e. 0/ _'70/ — Process: Reach for Change surveys its E B ﬂ x| s
: 80% _
growth in terms of revenue, 68 Y /.) & social entrepreneurs asking them how much . :C'““"'
.. 50" Large
staff, end beneficiaries). less they believe they would have developed - Significant
expanded report that Reach for Change had a during the year without their support. Moderate
geographically considerable or huge impact on their 20% ﬂ Small
overall development — Timing: At the end of the year. o | s e T s s I ® None
A Effective B Financial € Leadership D Impact E Systems
Solution Sustainability & Team Scaling Change
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Reach for Change

02. Resourcing and organizing for impact management

2.1. Resources allocated to impact
— Impact Team was set up in 2014 with 1 full-time employee. In 2019 there were 4 full-time employees.

2.2. Organizational structure

Reach for Change Global Board of Directors
I
CEO
. | .
CFO* COO* Program Regional Communi- Fundrasing
& Impact Directors cation & & Partner-
Director (CEK, NE, Strategy ships Team
R Africa)* Director*
Finance Team HR Team Program Impact o | -
Development 140 ommunication
& Support Team
Team Program & Communication
Delivery Team
*Member of Global Management Team (In—country)
Managing for Impact Delivering Impact Partnering for Impact

2.3. Skills and learning around impact management

— Skills:
Impact Team has the right skills.
Program managers are internally certified after successfully completing training to support the social
entrepreneurs in building their frameworks. As of today, the majority are certified.

— Reflection and learning around impact is built in different departments and levels of the organization.

2.4. Responsibilities of the Impact Team

— Measuring the foundation’s impact on social entrepreneurs.

— ldentifying areas for improvement, corrective actions, and best practices.

— Building the capacity of social entrepreneurs to measure its impact (through the program managers and
an Online Resources Center).

— Promoting social debate, share information about own learnings and sell consulting services.

2.5. Interaction of Impact Team with other departments

— Multiple interactions with the other departments and processes:
With the Program Team, the Country Program Managers and Regional Director.
With the Communication Team and the Fundraising Team: This is key to ensure that Reach for Change
communicates in line with its impact philosophy (focus on outcomes not on outputs) and that its funding drives
impact not activities.

Esade Entrepreneurship Institute | Supported by BBK

Reach for Change

03. Embedding impact management through organizational culture

3.1. Spreading the impact mindset through the organization

Staff response to impact Key success factors
management and enablers to embed a culture
to make the transition smoother of impact management
- Some skepticism and resistance (mostly from — Reach for Change has managed to embed
the older staff) due to: a culture of impact management within the
Fear of additional work. foundation for the following reasons:

Feeling that it is not part of their job. L .
Leaders think ‘impact first’ and the Impact

. Team is supported by other champions.
— Tools have been presented as supporting tools.

Employees have been engaged in the impact

— Staff now understand the need for evidence and management process by sharing results with

found the process inspiring. them and giving them a say.

3.2. Being a learning organization

— Reach for Change considers itself to be a learning organization because it is continuously looking to
improve and is open to change:

“IFor us, the learning that comes from measuring

impact has been generated not only from analyzing

our results, but just as much from carrying out the process
of setting our goals and designing our measurement tools.
[t has challenged the beliefs that underpin our program
design and delivery, and made us become more aligned
and focused - and in the end more impactful’.

Annica Johansson, Global Head of Impact.
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Reach for Change Reach for Change

04. Building internal and external capacity to manage impact 05. Collaboration, transparency, and knowledge sharing
4.1. Building staff capacity to supportimpact management

— Program managers are internally certified when successfully completing training to support the social

entrepreneurs in building their framework.

5.1. Collaborating on impact management issues

— Impact Team does regular ‘Impact Huddles’ where they convene to discuss a topic to promote their

professional development as M&E specialists, or to support the learning and development of the — Collaboration with different organizations

organization. The team also attends external M&E trainings organized by organizations such as EVPA and

SIDA (the Swedish Development Agency). = Example: Close collaboration around impact management

with a Swedish foundation working with children/youth.

4.2. Building external capacity

One-to-one and need based °: ; i@
Whatis E@I éca capacity-building in different b -,

4 Case of a social venture supported by Reach for Change

+ . areas to help them reach + + = m =
PIOV ided to Grant Capacity  the milestones set at the Network Stamp of :Ifli:q:{- -I:I?:{U-l p
grantees? funding building  beginning of the process connections approval ON THE MAP IN ETHIOP
CASE: THE IKEA FOUNDATION

— Year 1: — Years 2 and 3: 1
How is the = Support to map the problems and goals of the = Support to
capacity of social venture. quantitatively
grantees = Support to qualitatively explore outcomes: build measure outcomes.
around impact the social venture capacity to interview children
management and youth about how they were impacted by their
being built? support, and guide them on how to capture what

they learn in impact stories.

— Impact team (one-to-one coaching, lectures, workshops).

. . — Program managers (trained by impact team).
Who builds 9 gers ( yimp )

the capacity of
grantees — Social entrepreneurs can also access the Online Re- s e %’fﬁ%@
L0 manage sources Center (lectures, tools, articles, etc.) for advice.
impact?

— Partner advisors, mentors and consultants.

In partnership with Reach for Change, the IKEA

5.2. Transparency and knowledge sharing

— Annual event ‘Partnering for Change’: sharing knowledge with all stakeholders.
— Most of the social entrepreneurs find that

U [prepesses [ 0 (26 |2y [RERel o — Attending as guest speakers to mobilize the sector and share learnings.

Grantees’

Change to manage their impact have been
. empowering because it has given them a
Lo Impact
’ structure. However, some of them have
managemen .
anageme not found it helpful.

response

Note: This case study has been built upon: - Jonhansson, A. (2019). Personal interview.
Reach for Change. (2018). Our Impact 2018.
Website of the foundation: https://reachforchange.org/en/
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Case Study

Calouste Gulbenkian

lFoundation

FUNDACAO
CALOUSTE
GULBENKIAN

4+ Overview of the Calouste Gulbenkian Foundation

Type of foundation

Granumaking
and operating

Target geography

HQ in Portugal; delegations in
France and UK, and activities
throughout the world

(mainly Portuguese-speaking African
countries, East Timor, and countries
with Armenian communities)

Assets

€2.3bn

(2017)

1955

Target sector

Charity; art,
education,
and science

Spending in activities
(without management costs)

€62mn

(2017)

14 15

Esade Entrepreneurship Institute | Supported by BBK

01. Designing an impact management approach

1.1. History

’ — In the past: Attempts made for

— Current status:

— For the future: Trying to

a ‘one size fits all’ performance
management system for the
foundation. Unsuccessful due to
the broad scope of intervention/
models of the foundation.

Different processes
and tools for each
project.

1.2. Impact at the level of the foundation

break silos based on verticals
(arts, science, education,
charity) in order to have

a more global approach
towards impact management.

— There are three strategic priorities (cohesion and social integration; sustainability and knowledge)
at the foundation level. However, since its interventions are so diverse, the foundation has not been
able to design a theory of change at the foundation level (and therefore evaluate impact at this level).

There are only output indicators at the foundation level.

1.3. Impact at the level of programs and grantees

The Case of the PARTIS Program PARTIE)

PRATICAS ARTISTICA
[ ParA Dnccusio socral |

— Description of the program: PARTIS (Artistic Practices for Social Inclusion)
is about projects that use arts to promote social inclusion/change.

— What did this program enable?

Collaboration

between teams

N

Teams that did not use
to work closely began to
collaborate.

1.4. Reporting

Innovative

calls

s

Keep the call open, without

using strict selection criteria

(i.e. target groups, types of
interventions).

Impact management

at grantee level

Impact ‘% Impact

Impact management

at program level

| Assumptions

Indicators ﬁ\

Outcome ‘ 2 Outcom

Indicators

| and risks
e
| Assumptions

Outputs ‘% Output
Indicators ﬁ\ )

| and risks

| Assumptions

| and risks

Implementation
Strategies

Program provides capacity-
building for grantees to

The program has built its own theory of
change based on the theories of change

help them build and monitor of grantees (bottom-up approach). These

their theories of change (2
trainings/year and work with
specialized consultants).

are interviewed by consultants three times/

year during the 2-3 years of financing
period, in order to collect data needed to
evaluate the final impact of the program.

—  Useful (communicate to grantees that reporting is something meaningful for them and can help
them to improve their performance/intervention model).

—  Easy (simple tools and lean processes so that reporting is not a burden for grantees).

—+  Collective (working on creating a greater coordination between funders towards reporting).
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02. Resourcing and organizing for impact management

2.1. History

— Until 2019:

Calouste Gulbenkian Foundation

For the grantmaking activities: each grantmaking program has been measuring/managing the impact of its

projects with its own strategy and tools. Program managers are in charge of the relationship with grantees.

For direct activities (i.e. museums, music events): No impact measur‘ement/management is being done.

— Currently: The foundation is in the process of building a Monitoring and Evaluation Unit with external

consultants to measure/manage impact in a more collaborative and holistic way.

— It is a challenge to organize around impact for the foundation due to its broad diversity of areas of intervention.

2.2. Organizational structure

Audit Committee
Remuneration Committee
Investment Committee

BOARD OF
TRUSTEES

INTERNAL AUDIT COMMITTEE

16 17

Esade Entrepreneurship Institute | Supported by BBK

Calouste Gulbenkian IFoundation

03. Embedding impact management through organizational culture

3.1. Change of strategy for 2018-2022

— The goals of the new strategy are (among others):

Developing the foundation as a whole around the same vision, mission, and priorities

(increasing the social impact of its activities, strengthening the links between them).

Positioning the foundation as a center for reflection and debate in partnership with other organizations.

3.2. Spreading the impact mindset through the organization

Staff response to impact
management and enablers
to make the transition smoother

Key success factors
to embed a culture
of impact management

— Some skepticism and resistance (mostly from
the older staff) due to:
Sense of difficulty associated with
measuring and managing impact.

— Barriers:
Having most of the top and middle
management running units for 10-20 years
made it very difficult to manage the change
process.

Secretary-General — Tools have been presented as supporting tools.
Office of the President

Secretary of the Board

— Key success factors:

— Some cases have been shared to demonstrate The President, Isabel Mota, is a key champion.

that when the foundation manages its impact, it

The Board is in the process of changing the

Scientific ' Artistic Social Delegations Management is doing better, and grantees are thankful. top and middle management.
and Educational and Cultural Development and _ _
Activities Activities Sustainability
_ _ Activities Delegation in Budget, Planning
_ France and Control
Instituto Art Library and
Gulbenkian Archives Armenian United Kingdom Central Services
de Ciéncia Communities Branch
Calouste Communication
Gulbenkian Forum Gulbenkian Gulbenkian
for Reflection Museum Partnerships for Finance and
and Debate Development Investment
Gulbenkian Program
Gulbenkian Culture Program Human Resources
Knowledge Gulbenkian
Program Gulbenkian Social Cohesion Marketing,
Music and Integration IT and Digital
Gulbenkian Program Transformation
Scholarships
Gulbenkian
Sustainabillity
Program

Ative Citizens
Program
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Calouste Gulbenkian Foundation

04. Building internal and external capacity to manage impact

4 1. Building staff capacity

— No specific internal capacity building made

4.2. Building grantee capacity

Esade Entrepreneurship Institute | Supported by BBK

Calouste Gulbenkian IFoundation

05. Collaboration, transparency, and knowledge sharing
to supportimpact management

5.1. Collaborating on impact management issues

grantees?

Support provided to design
and implement impact
strategies and processes

€ .

Grantmaking

How is the
capacity of
grantees
around impact

management
being built?

N2

— Capacity-building around impact is different for each project
— Example: The PARTIS Program

= Grantees are supported in the process of building their
theories of change and social impact measurement capabilities.

= The informal PARTIS network, which incorporates different cultural
organizations, has been created to develop a shared work agenda
around the issues of art and community.

Who builds
the capacity
of grantees
to manage
impact?

—+ Program managers
— External organizations, such as MAZE (for more specific matters)

There is a proper budget to cover these external support expenses.

Creation of a
shared database

with open
source data

One Value

— Example: Support of the creation of

‘One Value’, a free access website that @ ) e
gathers and systematizes quantitative e s e e e
data about public expenditure in several
priority social response areas in Portugal.

Gugs  maze e = g0 =

Partnering
for capacity-
building and

training

— Example: Support of School of Business
and Economics at the New University of
Lisbon with the aim of creating a chair
dedicated to impact economics.

N.OVA

NOVA SCHOOL OF
BUSINESS & ECONOMICS

Collaborating
to strengthen
ecosystems

Note: This case study has been built upon:

— Example: Partnership with the
Edmond de Rothschild Foundations
to strengthen the impact ecosystem
in Europe focused on supporting
entrepreneurs, civil society, universities,
investors, and public sector leaders.

DE ROTHSCHILD
FOUNDATIONS

’R_ EDMOND

de Melo Jerdnimo, L. & Palmares. F. (2019). Personal interview.
Website of the foundation: https://gulbenkian.pt/en/
Website of MAZE: https://maze-impact.com/
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Case Study

l-smee Fairbairn
lFoundation

@ Esmée

Fairbairn

FOUNDATION

4+ Overview of the Esmée Fairbairn Foundation

Type of foundation Founded

20

21
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01. Designing an impact management approach

1.1. History and sources of inspiration

The Case of The Progress Reports

1 AN

Request for long
accountability reports
from grantees.
Nobody was reading
them neither learning
anything.

The current CEQ,
Caroline Mason, raised
questions about what
the foundation was
funding and what

difference it was making.

Two people on
placement (through the
‘On Purpose’ program)
came up with a new
impact approach (did

a benchmark, talked
with the funding and
grantmaking teams,

did a pilot) and it was

Currently, the Progress
Report is six pages long:
grants managers read
the reports quickly, they
connect with grantees
more easily, and they
phone the grantees

if they need any
additional information.

a great success.

1961

Target sector

Granumaking

1.2. Impact and learning at the level of the foundation
Target geography

UK

Assets Annual grantmaking

F9O6mn | £40.5mn

(2017) (2017)

— The foundation went through a theory of change process but
it is currently using a responsive model: it screens projects in

Arts, children and young
Theorv terms of very broad funding priorities and guiding principles

people, the environment,
food, and social change

C

of change it wants to achieve. Since funding in very disparate sectors,
' it has been hard to understand and aggregate data at the

foundation level.

— What is assessed? The effectiveness of the foundation’s 4 Funding team
learning report

support, the outcomes, and the organization, as well as the
learnings that can be extracted.
l-ffectiveness
Data:
A funding
team

— Sections of the report: Organization name; project title;
effectiveness of the Esmée Fairbairn Foundation (letter
from A to D); effectiveness of outcomes; effectiveness
of organization; so what we can learng¢; what nexte; first

learning
report

key outcome; second key outcome; third key outcome;
sector; funding priority; awarded type of support (i.e.
project costs, core costs, unrestricted); awarded amount;

Number of grants provided Social investments

7 __1 spending
21 4. 1mn
excluding TASK and Grants Plus grants *

(2017) (2017)

(Decision-making
and monitoring tool) awarded term; received strategic support?; geographical

area served; primary beneficiary; key words; owner name.




A dashboard
on effectiveness
judgements

(Monitoring tool)
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l-smeée lFairbairn Foundation

— What is assessed? The effectiveness of + Dashboard

the foundation’s support, outcomes, and
organization.

Sections of the report: Effectiveness of
outcomes; effectiveness of organization;
effectiveness of the Esmée Fairbairn
Foundation (rated from A to D).

Impact
performance
reports
for trustees:
sectorial
Ieports

(Monitoring and
decision making tool)

What is assessed? The effectiveness of the foundation’s + Impact
support, the outcomes and the organization, as well as Performance
Report

the learnings that can be extracted.

Sections of the report: Current funding; key issues of
the sector; future developments; learning and impact
(at the level of the beneficiaries [achievement/non-
achievement of outcomes]; at the level of the grantee
i.e. organizational performance] and at the level of the
foundation.

1.3. Impact at the level of grantees 1.4. Reporting

The Progress Reports (Monitoring tool)

— Process:

Grants managers ask grantees to define three
key outcomes that they think can be achieved

by the end of the grant, and detail how they will
monitor their progress towards these outcomes.

At the end of each funding year, the grants
managers are responsible for the correct
delivery of the grantees’ progress report.

— Timing: Annually
— Length: Around six pages

— What is assessed? Grantees’ progress towards

their outcomes.

— Sections of the report: External context;
internal context; 15* key outcome; 2™ key
outcome; 3 key outcome; additional comments/
questions; attachments.

— Pragmatic: The foundation prefers to request
little written information from grantees and
ensure that the grants managers speak
more with grantees (i.e. through learning
conversations).

— Empowering: The CEO is willing to shift more to
an investment model where charities really own
their own reporting and thinking about impact,
and funders merely read these reports.

— Collective: The foundation is working on
creating greater coordination between funders
towards reporting — For the grantees to use
only one way of reporting to all their co-funders.
It organized a workshop with funders and
grantees to understand what was important on
both sides to readapt reporting processes. The
foundation is now doing a pilot in which they
ask grantees to choose between two options
of reporting (report already produced vs the
foundation’s template).

Esade Entrepreneurship Institute | Supported by BBK

02. Resourcing and organizing for impact management

2.1. History and resources allocated to impact
— The seeds of The Communications and Learning Team emerged in 2014.
In 2014: 1 full-time employee.
= In 2019: 4 full-time employees + 10% of the time of the 10 grants managers.
2.2. Skills and learning around impact management
— Not all grants managers are equally skilled at impact management. The foundation tried to promote a
collaborative way of learning among grants managers but it did not work so well. More training could have

been given.

— The knowledge and reflection around impact is built at the level of the Grants Manager Team as well as at
the level of the Communications and Learning Team.

2.3. Responsibilities of the Communications and Learning Team

— Learning system at the foundation level (i.e. identify areas for improvement, best practices).
— Communication of data and learnings at the foundation level.

— The Grants Plus program (which provides capacity-building for grantees).

2.4. Interaction of the Communications and Learning Team with other departments

— Impact is a matter for many people involved at different departments and levels of the foundation. However,
the Communications and Learning Team mainly interacts with grants managers.

2.5. Responsibilities of the grants managers

— Assessment of outcomes at the grantee level. They do this by:

Reading the progress reports of grantees.
Having one conversation per week with grantees.
Meeting with the Communications and Learning Team once a month.
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03. Embedding impact management through organizational culture

3.1. Spreading the impact mindset through the organization

Barriers and key success factors to embed
a culture of impact management

Staff response to impact management and

enablers to make the transition smoother

— Some skepticism and resistance due to: — Barriers:

» Apprehension about rating grants (the = The internal memory about the way the
foundation used to give money (i.e. without
evaluating impact).

grants managers wondered whether the impact
assessment would be used against the grantees).

Not enough engagement with trustees. They
have not been sufficiently involved at the level of

= Grants managers involved in the first pilot
to help them understand the value of the new

processes and tools. decision-making and accountability (only engaged

at the level of impact reports).

— New processes and tools designed to be enjoyable

Administratively h izati d rigid
for grants managers (i.e. having learning ministratively heavy organization and rigl

. . rocesses (i.e. the processes influence grants
conversations with grantees). P P 9

managers towards not prioritizing learning and
— Additional administration for these new tasks has

been minimized.

reflecting, but rather focusing on performance

measurement).
Staff now understand the need for evidence and found Insufficient staff incentives

the process inspiring. — Key success factors:

= Sharing results with the rest of staff
and giving them a say.

= Involving grantees in the process.

3.2. Being a learning organization

Moving towards a shared learning
approach, especially with grantees

Creating a learning culture internally

— The foundation is aiming at being a learning — Grantees are perceived as learning partners.

organization and since 2015 they have set out to The foundation wants to hear from them via their
focus as much on learning from its funding as they progress report and a learning conversation by

do on allocating it. phone.

— The process has helped the foundation to make — Even when the foundation focus more and more on

changes to its way of working and use what they listening and learning from their grantees, they keep
learn to influence what they fund to some extent. making the decisions based on their terms. They
do not always include grantees’ feedback in future

actions.

24
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04. Building internal and external capacity to manage impact

4 1. Building staff capacity

— At the start, the foundation expected that grants managers would feel comfortable sharing knowledge and
learning together. In reality, this process needs to be well facilitated and followed up, but the foundation did
put that in place. However, they could all use more training in analyzing data, and picking out useful lessons -

also in giving and receiving feedback.

4.2. Building grantee capacity

Funding mainly to cover
provided to the organization’s core +
grantees? running costs.

The ‘Grants Plus’ Initiative allows
grantees to opt for capacity-
building and external advice.

N2

— Capacity-building around managing impact is provided through the ‘Grants Plus’ initiative

to the grantees who proactively request it (i.e. when becoming better at evaluation is a
targeted outcome that the grantee has mentioned in the application process).

= The foundation does not push its grantees to engage in impact evaluation.

= Requests for support are considered on a case by case basis.

. = The foundation finances the grantees to collaborate with an external consultant
How is the

capacity of
grantees

who helps them build their internal approach for impact management.

In 2017, around £450,000 were awarded to over 150 organizations.

around impact — The support provided varies across sectors:
management

e Bl Arts (very early stage): Building up an infrastructure of support for the
g !

organizations to understand what funders want.

Children and young people sector: Supporting organizations to obtain some really
in-depth evaluation assistance (i.e. from Oxford University) to enable them to do
RCTs (Randomized Control Trials) to access scale and further funding.

— The grants managers also support the grantees around setting (and later revising)
the outcomes and indicators they report against.

— External consultants
(to grantees who opt for
the Grants Plus support) Grantees’
response set up for it. For example,
to impact the education sector is very

management

— Impact management has been
mainly well received even

Who builds

. if sectors are not equally
the capacity

of grantees — The grants managers
to manage (to all grantees)

. b advanced on the subject
impact?

whereas for the arts sector
it is less common practice
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05. Collaboration, transparency, and knowledge sharing
to supportimpact management

5.1. Collaborating on impact management issues

— Currently working in partnership
with other funders or organizations
ering to target a particular region,
to deepen
impact

community, or sector, or to help
tackle a specific issue (increase the
reach and make more of a difference).

— Example: The foundation publishes its grants
and social investments via ‘360 Giving’ - an
initiative that aims to help UK funders publish [
their data in an open and standard format online. ()
The initiative is currently in the set-up phase and
mainly used for collaboration. The foundation
hopes that it could also become a tool for 1

Creation
of a shared

database
with open
source data

assessment.

27

5.2. Transparency and knowledge sharing
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— Culture of sharing learnings from its work through insights reports, publications,
and case study.

= |t received an amazing response when it published /nsights on core funding’

Core grants and project
grants are similarly
effective

Looking at more than 600 closed grats,
we rate the effectiveness of organisations
we fund, and the outcomes the grants
achieve, similary for core costs grants and
project grants. There are small differences
in our ratings — we judge project grants to
be 4% more likely to exceed their planned
outcomes, and 2% more likely to miss
them — but we were surprised not to see a
bigger variance. For Esmée, project
funding and core funding is similarly
effective when it comes to
achieving outcomes.

¥+ Extracts of Esmée’s Tnsights on core funding’

Core grants lever
in more money

Grants for organisations’ core costs,
and in particular unrestricted grants, are
more likely to help lever in other funding
for organisations.

14% of organisations which received an
unrestricted grant, and 9% of those with
acore costs grant, gave unsolicited
feedback in end of grant learning
conversations that our grant had
unlocked further funding, compared to
2% of project-funded organisations.

Core funding enables
evolution, and evolution
is key to impact

Organisations consistently told us that
care funding gave them the flexibility to
develop and improve their work. They
made changes to the way their work

was carried out, communicated and
understood. They tested and tried new
things. They took risks, made mistakes,
failed and leamed as a result. We think
that this ability to evolve and change is key
for both funded organisations and funders.

What have
we learned?

Time matters

The most negative feedback we have
received about our funding has not been
about the type of grant (project or core),
but how long it is for. 1 or 2 year grants
can make it hard to recruit and keep staff.
Even a 3 year core costs grant only gives
organisations an 18 month respite from
fundraising. 5 years of support could
genuinely free organisations up to
concentrate on impact.

We could give more
unrestricted funding

Despite making a policy decision to do
it, we haven'tincreased the number of
unrestricted grants we make. Unrestricted
grants are more likely to lever in other
money, and are considered by our twitter
followers

over ear]
donation!
restrictio
are most
Laura Blazey
Head of Learning

Our funding is

only as good as an
organisation’s other
funding lets it be

Many organisations we fund told us that
Esmée's core funding helped them piece
together the complex jigsaw of grants and
restrictions from others. We are rarely a
charity or social enterprise’s anly funder.
Where a grant achieves its outcomes, or
a project is successful, that is because of
the work of a whale organisation, and by
extension the whole funding model of

the organisation, and cannot be attributed
to the single grant of a donor. Even an
unrestricted grant s only as effective as an
organisation's other funding allows it to be.

sometimes unhelpful. All of a charity's
activities should be core - direct deiivery
as well as back office functions. There
shouldrit be a sense that some activities
are optional or nice to have.

How can core funding help you
achieve your organisation’s

Note: This case study has been built upon:

London Youth's mission is to support
and challenge young people to become
the best they can be; developing their
confidence, resilience and relationship
skils. Together with their network of over
400 community youth organisations,
they create opportunities for thousands
of young people every year to have fun
with their friends, to be healthy and
creative, to make positive change in their
communities, and to shape the kind of
ity they want for the future.

What is core funding? How do
you define it, and what does it

mean to you?

The term 'core funding'is used in a few
different ways, and for us it funding
towards non-direct project costs, that isnit
tied to one activity. It can cover a range

of different scenarios, from a share of
organisational costs, to funding specific
roles. However, the term ‘core funding’
creates an artificial distinction thatis

outcomes?

We look halistically and focus on the:
change we want to see for young people,
and then on ll the elements needed to
make that happen. That requires a healthy,
strong, reslient organisation that's looking
ahead and able to respond to change.
Aresilient organisation s better able to
meettheir outcomes.

What does core funding allow you
1o achieve that you might struggle
with project-based funding?

Core funding protects investment in
infrastructure. Without it organisational
structure can become very vulnerable.

It can be very difficult to keep the base
infrastructure maintained, and even harder
to patch-up if i's weakened. Project
funding doesn't allow us 1o a step back
to be taken to ask *what will our needs
be in 510 10 years' time?"

Ancther area core funding allows foris
the development of partnerships and

relationships, which for us usually falls
outside project funding. One area core
funding could be better harnessed s for
early-stage organisational development.

Ifyou could provide one key

piece of advice to funders,

what would it be?

We would challenge funders to

consider whether there are circumstances
where an unrestricted grant is more
appropriate than a restricted grant to
allow for flexibllity and to support
organisations to be more future-focused.
We often see our members working

with many sources of funding and if's
really challenging to put these together.
Itcreates gaps and becomes very
difficult tofit the jigsaw together.

As well as this, we're asking funders to
support organisational development,
notjust the maintenance of existing
infrastructure. Instead of just helping
charities to tick-over, help them thrive!
This will help organisations to be strong
and resiient now and well into the future.

If you could provide one key piece
of advice to grant applicants, what
would it be?

Dornit be afraid to assert yoursetf and

be confident to apply for the full cost
needed to deliver your service. There's
atendencyin the sector to play down
support costs, and| think that leads us to
an unhelpful place where we're not having
open and honest, genuine conversations
about what's needed to do our work

and to do it well.

“All of a charity's
activities should be
core - direct delivery
as well as back office
functions. There
shouldn't be a sense

that some activities
are optional or nice
to have.”

Crane, G. (2019). Personal interview.

Insights on core funding n

Esmée Fairbairn Foundation. (2017). Learning from our grants: Insight Report 1.

Esmée Fairbairn Foundation. (2019). /nsights on Core Funding.

Internal documents provided by the foundation

Website of the foundation: https://esmeefairbairn.org.uk/
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4+ Overview of Impetus

Type of foundation

Granumaking

Target geography

UK

Target sector
Education and employment

for young people from
disadvantaged backgrounds

Annual grantmaking

Founded

2015

(from the merger of
Impetus Trust and
the Private Equity

Foundation)

Y //mn
(2017)

Number of charities
supported

19

(2017)

28 29

01. Designing an impact management approach
1.1. History and sources of inspiration

— Sources of inspiration: Impetus was influenced by David Hunter and Mario Morino, the founders of
the Leap of Reason community by putting performance and impact at the heart of its work.

— A never ending journey: Impetus is always looking at ways to build its impact. It has worked
with a wide range of different types of organizations and has flexed its framework. According to
Elisabeth Paulson, Portfolio Director, “with performance management, the journey never ends.
Given our resources each year, we continue to build elements”.

1.2. Impact and learning at the level of the foundation

— Impetus is very sophisticated and advanced in this domain.

— When a merger occured (5-6 years ago), Impetus had a major theory of change
session where it went through the same process its charities go through:

Impact at

the level

of the
. g = |t decided to concentrate exclusively on youth and education/employment: At
foundation

merger, it decided to focus more on charity impact, which required it to focus on
some sectors, build its expertise in them, and rebuild its support model.

This was a great opportunity to understand what had gone well /not so well historically.

Since this major change, it has been a more ongoing practice development.

Esade Entrepreneurship Institute | Supported by BBK

— To manage its impact at an aggregate level, it uses three dashboards:

Sector dashboard: Gives Impetus’ leaders a high-level view of
the education and employment sectors, key barriers to change,
and Impetus advocay priorities for addressing those barriers.

Managing * Impetus dashboard: Gives executives and Board an effective way to track
impact contributions to progress against sector-wide goals.
atan
aggregate * Portfolio dashboard: Helps executives and Board track progress of
level individual grantees in meeting the sector-wide goals.
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¥+ The Sector Dashboard ¥+ The Portfolio Dashboard
Sector Dashboard Special Track
Lo 2012 : P o o
I-PEF priorities Portfolio Dashboard
2 2017
The gap Key developments commsrpsan | INfluence policy for closing the Q
Top 5 issues Keeping our CEOS up at night - Dk b i
Gap in achievement between disadvantaged young = ' : o ! attainment gapl ‘ ‘
people and their better off peers ; + Develop relationships with the
9 A B s . education teams of all the #lotal DYP reached (2018)
political parties so that we are BEvRGE
5 year on year growth
25ppt ‘Ckﬁn‘g tTe ?Nammepft g;ap : seen as go-to stakeholders on
c +X vs. LY S AL A Bh this issue [o{ \E1s1i LW # DYP completers (2016)
o 2021°T: " short on detail on the how = " R g
=] arget: " 3 are our policy o ta
® qross success ra
9 13ppt (- H”n‘? F;amamfn-l :]as d . ~ @ 0, recommendations from LAS and (Charities’
o IRERLLNCOr Y o . A AL YJI and develop briefings on TP) # total DYP outcomes (2016)
w Level 2 English instability. This and ific i ?hr iy 9 e
and Maths by commencement of Brexit ' ShEciic pates MOWILDDAS % allributable success rale
19 negotiations make a period manifestos — become a source j Z
of legislative impasse likely st Ouisciime of bermi Deriutor My et ibini, Bl e of evidence and ideas for less # est. attributable DYP oulcomes (2016)
s WO I W experienced team in Labour Progress RAG
Party as well as Conservative
17ppt o gggﬁﬁsﬁ ;‘g‘r'“‘:g aul Organisational challenges facing our charities (survey excerpts) |  ministerial team #‘areas of concern’
+X vs. LY participation in 2017/18 Funding challenges Inf!uenqte policy for closing the Org. capacity score (Overall)
2021 Target: Expenditure on WP not « “Continued unpredictability of funding continues to be a problem for us - LD Rl A Leadership
9ppt linked to outcomes, little even some corporate funders who guaranteed us income last year + Advocate for the establishment Investment
change in access gap reduced their funding in year at the last minute. As a result we are having of a what works centre and a (outputs) G
E;:gg;;n expected to be even more cautious going forward which affects growth” payment by results trial for e Peiformance
access - “School budget squeezes but notably our regional schools. We couldn't put widening participation funding ®
the price up as much as we wanted to outside of London. Recruiting Build the evidence base for the Sastemaliy
& ) enough volunteer tutors in harder to reach areas, although some good youth employment gap A org. capacity score (L12M)
TBC II:J?ESTISS;fir?Q?gj g;tsren;lr;s steady progress is being made here’ « Demonstrate the size of the e ety s st
X vs. LY employment ‘gap’ for
2021 T " ° PWC shared predictions with | Challenges of growth disadvantaged young people # years with |-PEF (since merger)
arget: us about the potentially - “Securing sustainable funding to support the growth of the core through new data analysis for £k grant funding paid out (YTD)
TBC negative impact of the programme. Adapting our operational model to deal with regional our Youth Opportunities Index d il e
I it it
apprenticeship levy on challenges around e.g. volunteer recruitment.” S lidlormelovmor Ebonchmarks m{es “tl:" £k grant funding since investment
Sustained access of disadvantaged » “Massively overstretched team - growing pains. Lack of funding to reach ateen Ee zsed Seloipl (inputs) : 5
employment young people, we are schools on our waiting list” e # investment team dayshvk (TQ)
monitoring £k value pro bono since investment
o £k via |I-PEF since investment
verage
g £k direct to charities since investment
¥+ The Impetus Dashboard
ote: = Disadvantage Young People; reaching outcome less the counterfactual (i.e. the # o who would have reached a positive
Note: DYP = Disad Y People; (*) # DYP hi 1 less the iterfactual (i.e. the # of DYP wh Id h hed i
outcome even without charity’s efforts); AR Impetus
Impetus-PEF Dashboard A — EXAMPLE (™) Based on the overall programme success rate net of the counterfactual rate; P12M = previous 12 months; L12M = last 12 menths; A = change - Prvle el =
Q3 2016 YT Target LY | Forecast COMMENTARY G w

Sector

Investment
(outputs)

Investment
(inputs)

Policy

Leverage

Money

Foundations

# total disadvantaged young people (DYP) reached
# DYP completers

Education (GCSE E&M pass)
# total DYP

Goals outcomes (%) HE admission
(I-PEF Sustained employment
outcomes)

#ostimated _Education (GCSE E&M pass)
attributable DYP  HE admission
outcomes (%)" 5 qtained employment
# charities (# new additions)
# charities progressed to Build
% charities rated ‘concern’

Avg. change in org. capacity score
£M grant funding paid out
# investment team days spent

£M value pro bono support

Charity Net Promoter Score*™*

# quality citations of I-PEF

# influencer endorsements of I-PEF

# decision-maker mtgs.

# unsolicited speaking engagements (I-PEF team)
£M via I-PEF grants

£M direct to |-PEF charities

£M funds raised

% of which are multi-year commitments

% raised of next year's committed funding

£M 3 year reserves balance™

£M operating costs

Donor Net Promoter Score

% donor retention

Staff Net Promoter Score

% stakeholders who believe I-PEF makes an impact
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1.3. Impact at the level of social ventures 02. Resourcing and organizing for 03. Embedding impact
— Approach: ‘Impact first, then scale’ - Impetus supports the charity’s growth in scale, but llnpaC[ managemen[ management [hl()Ugh
‘Driving only where there is clear evidence that the charity is producing transformative outcomes for ()l’gal]izati()l]al culture
Impact the vast majority of young people it serves. 2.1. Resources allocated to impact
— Program delivered to its charity partners: ‘Driving Impact’
— Impetus manages impact through the 3.1. Spreading the impaot mindset
investment directors. thr‘ough the organization

What Impetus-PEF does during each phase

29 0 rga nizational structure Staff response to impact management

— Explore suitable
candidates through a
mixture of referrals and

— Facilitate Driving Impact
workshop

— Help organization put
new impact-driven model
in place, with focus on

— Support significant
scale-up of delivery
- Growth planning

and enablers to make transition smoother

market scans, looking for: — Document new quality and reliability - Funding model Senior Public . .
- Ambition for impact operating model - Training, hiring specialized - Additional senior hires Investment A = Impetus was born with impact
; All Management Affairs
- Prospect of staff (e.g. Head of Impact, - Support with go-to- Team h o
sustainability —+ Ensure Board is aligned Systems Manager) market strategy Team Team management at the core of its strategy.

- Commitment with new direction - Changes to activities on
to developing the ground (enrolment — Continue to support
Slep< measurement and -+ Help organization of young people, actual refinements to model
° - evaluation systems develop plan program of work) and performance ., i i .
Impetus - Implementation processes management Philanthropy [l Operations 3.9. Bemg alea rning organization
akes — Assess charities in detail — Engage CEO on personal and systems to collect and Team Team
takes - Site visits leadership style review outcomes data
charity - Discussions with
.( S. ) leadership and Board — Take stock and decide — Support on other areas
par tmers - Rigorous due diligence whether to continue required for growth i o Tam e - el
hrousl partnership and sustainability, e.g. Creating a learning culture internally
through . "
| =4 -+ Prepare partnership financial controls, HR,
on their proposition for the leadership development I
. oy Impetus-PEF investment 23 ReSpOI"ISIbIhtIeS Of the
journey committee o Af::p atfewylearsl, sutf,po,‘t Investment Directors — Impetus considers itself to be a learning
with external evaluation . . . .
What the charfty gains (formative and summative) around impact management organization because it is continuously

looking to improve and is open to change.

from each phase

— Investment Directors work on front line

QEEEEianagement SEEansion with charity partners and are responsible
Systems and data Ability to produce for ) .
to deliver outcomes better outcomes for or: Moving towards a shared learning
reliably and sustainably many more young people AR q q X q . ) X
= Building trust-based relationships and approach, especially with grantees
. . ; o o providing deep support over many years.
— Identifying what the charity needs can only come after putting the building blocks of its impact )
strategy, and thus of its performance management, in place. * Driving the delivery of Impetus’ model — Impetus tries to have open and honest
including facilitating key decisions and conversations with grantees. However,
delivering hands-on support. it takes some time to engender this
s Program design Performance = Tracking progress of the charities. openness.
P ] 1 - management
bulding
l)l()Cl(S mn Why the charity The young people it Long-term: the enduring  Who does what, when,  How performance is Each | Di . ibl
i[§ im bact exists and what social serves expressed as benefits for a young how often, for how managed to ensure —+ Each Investment Director is responsible
= l‘ < inequalities it aims to a set of enrolment person. Intermediate/ long, to achieve these  every young person for 2 to 4 charities.
S[l'a[e(_);\* reduce criteria Short-term: indicators outcomes progresses towards
&4 of progress during a these outcomes

and
performance
management

program or at its end

— During first stage of partnership with a charity — called the ‘Focus’ phase — Impetus coaches its charity partners

through defining and refining these building blocks. This is the first crucial step to high performance.

14 Repor‘ting — As the charities develop, with their support, a better understanding of their target
population, program design and outcomes, Impetus asks them to report the same data,
along with key financials, that they use to manage impact for Impetus’ reporting.
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04. Building internal and external capacity to manage impact

4 1. Building staff capacity

Type of
charities
supported

— Charities that Impetus can be successful with:

= Support young people from = Have the potential to scale
disadvantaged backgrounds in the outcomes.
UK to succeed at school and work.
Have a CEO or Chair worried about
Are the right size (no start-ups) and the fact that they are not good
have some track record that suggests enough and willing to go down the

a program could produce impact. road of impact management

Purpose of
the capacity-
building

— Creating organizations that have the ability to be sector leaders.
The idea is to support them until they can get others to come on board.
According to Elisabeth Paulson, Portfolio Director “impact is a leadership decision”.

— Building capabilities on three pillars (impact, sustainability, and leadership)
to manage, improve, and then scale up impact

Whatis
provided to
grantees?

— Long-term support (4 to 10 years)

o
€ + o +
b
Core funding Access to their

(i.e. to fund the systems  pro-bono network
to manage impact)

The expertise of the Internal Investment
Team, which provides them with capacity-
building and NFS (Non-Financial Support)

How is the
capacity of
grantees
around impact
management
being built?

¢

— Working shoulder-to-shoulder with organizations (and specifically with the leaders)
in the long-term, having a rigorous performance management, and a focus on impact.

The charity is not expected to make = Persuading the charity to develop an
impact plan that everyone supports
and implement it (it has metrics to

Following years
(tendency to fund in three-year buckets)

any changes.

Impetus helps the charity to define

its target population, outcomes, check whether organizations are

program design, monitoring, and delivering against the plan).

improvement of performance, and to = Building a great leadership team and
develop an impact strategy. sustainable organization. It does a
lot of core and leadership work to
improve the capabilities for grantees’

performance impact management and

= Sometimes either Impetus, or the
charity, decide not to progress after

that point.
long-term sustainability.

34
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Who builds
the capacity
of grantees
to manage
impact?
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— Internal Investment Team:
Their role is to develop, implement, and scale up the impact plans.

— Pro-bono partners:
Their role is to supplement the work of the investment team.

IMPACT

MANAGEMENT PROGRAMME

“The Impact
for Growth
Program’

— ‘The Impact for Growth Program’ is part of the ‘Impact Management
Program’. It has been designed and delivered by Impetus, in partnership
with NPC and Social Investment Business, and funded by the Access
Foundation for Social Investment.

— It aims at building the capacity of charities to manage impact.

—+ Process:

The 150 applicants were required to attend a one-day training

session covering the main building blocks of what Impetus does.

It was organized with an accompanying worksheet, diagnosing the
organization through the workshop, and developing a theory of
change. According to Sherine Mahmoud, Investment Director, “‘what we
fried to do with the curriculum was to distil the fundamental principles.
What does good look like? How could you operationalize ité”.

40 charities were chosen to receive £1.8mn of funding in total

for a one-year impact management project. The funding was given
to grantees for them to work with approved providers to focus
on areas of impact management where they need the most help.

This is done by using ‘The Charity Outcomes Framework’

(see next slide for more details)
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4 1. Building grantee capacity

Pillar

Criteria

Definition

Impetus

4 The Charity Outcomes framework
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6

Adapts strategy based on arising oppor-
tunities and threats.

Anticipates upcoming changes to ex-
ternal environment and adapts strategy
accordingly.

Creates long term strategic
opportunities for scale.

Embeds culture of management to out-
comes and awareness of cost base.

Holds staff to account for data driven
learning culture and cost control.

Embeds relentless drive for optimization
of cost per outcome, in context of
scale up.

Empowers teams to perform inde-
pendently.

Motivates and inspires high-perfor-
mance teams.

Builds and sustains a high performance
team culture.

Effective finance capability in place; 3 of
4 main functions effectively resourced.

All 4 main functions effectively
resourced and sufficient for delivery
at scale, with clear SMT role, aligned
priorities and strong processes.

All main functions effectively resourced
for scale up and working well together
with proactive collaboration.

Well functioning Board in place; clear
understanding of roles and responsibil-
ities; Board working with appropriate
operating practices, delegation and
information flows; holding CEO to
account; emerging proactive risk
management.

Effective Board providing active sup-
port and challenge to CEO. Evidence
of enhanced finance, strategic and risk
oversight, including management of
leadership succession planning; under-
standing of role of evaluation.

Stable, effectively run Board providing
support and challenge to CEO on
strategy, finance, evaluation and risk
management; good understanding of
what is required to deliver at scale.

Detailed model has been rolled out. Per-
formance standards have been defined.

Program design is stable, following
several full cycles of refinement and

as informed by a formative evaluation.
Refinements to delivery model underway
for replication at scale.

Delivery model has been optimized in
order to enable replication of the model
during scale up.

Impact management model has been
fully rolled out, a culture of managing to
outcomes is emerging.

Impact management practices refined
and now tied to HR practices. Effective-
ness of impact management model
reflected in fidelity of delivery.

Impact management practices, systems
and standards have been replicated
across multiple geographies.

Internally collected data shows higher
effectiveness relative to external
benchmarks.

External evaluation demonstrates out-
comes are caused by the intervention.

Replication evaluation shows that
intervention continues to show positive
impact in multiple geographies.

Run way =9 months <12 months

Run way =12 months <15 months

Run way =15 months

Str'ength Composite of score (average score 1 2 3
of CEO across three scales below):
IeadePSh'p 1. Strategic orientation Reacts to short term opportunities ~ Articulates medium term organiza- Defines organizational strategy, making clear
and threats. tional priorities. choices and plans accordingly.
2. Results orientation Demonstrates performance curiosi-  Dissatisfaction with quality of data.  Dissatisfaction with quality of data and
ty informed by data. reflective on cost structure.
_C_L 3. Team leadership Explains what to do and why. Allows input from the team. Engages team commitment.
=
4
[} Strength Main functions = finance / human Some main functional competencies ~ Adequate resource and capabilities ~ Effective finance capability in place; 2 of 4
-g of senior resources, income generation / in place. in place for finance; gaps identified main functions effectively resourced.
:I, O communications, program delivery for other important roles.
9 and impact. Effectively resourced =
team (SMT) sufficient capability and capacity.
Strength of A stable, effective Board providing Basic oversight of financial, strate- ~ Gaps in Board structure, skills and Well balanced Board in place with clear allocation
oversight of strategic and gic and operational effectiveness, processes identified: plan in place of roles and responsibilities; Board showing
Board
organizational effectiveness, holding reactive risk management. to develop Board gaps to support shared purpose, commitment to accountability for
CEO to account and providing needs of the charity. financial, strategic and organizational outcomes
fiduciary oversight and emerging proactive risk management.
Having a clear model for impact. Partial definition of target Theory of change has been defined  Theory of change has been defined in
Program
model population, intended outcomes at high level. operational terms (e.g. detailed activities,
and intervention. Some gaps and assessment scales). Elements of the model
inconsistencies. have been tested.
Impact Managing to impact. Performance curiosity and emerging Awareness of gaps around impact Completed pilot of newly designed impact
management practices on data collection. management, supporting processes  management practices. Plan to roll out full
and systems. Plans in place to impact management model.
address gaps.
Evidence of Having impact. Self assessed data surveys and / or  There is a plausible link between Internally collected data provides evidence of
impact output data indicates examples of program design and intended year-on-year improvement in outcome metric
success. outcomes. that had been defined in theory of change work.
g A Mid-term financial viability. Calculation Run way <3 months Run way =3 months <6 months Run way =6 months <9 months
Financial
health (unrestricted reserves + confirmed income
over next 12 months) / monthly costs.
Financial Strength of financial systems and Good bookkeeping, producing Has an annual budgeting process. Produces 3 year forecast of profit and loss
management processes. financial statements. Reliably produces monthly man- and 12 month cash / balance sheet forecasts.
agement accounts, with strong Monthly management accounts monitor actu-
understanding of cash position. al vs. budget, and include cash forecasts.
Scalability Composite of score (average score 1 2 3

e
e
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across two scales below):

Finance function is led by qualified
personnel. Budgeting is bottom-up,
supported by risk-assessed fundraising
plans, with good accuracy vs. actual.

Financial function embedded in
organizational strategy, with financial
performance widely understood
throughout organization. Budgets and
management accounts reflect robust
understanding of delivery center /
program costs.

Financial plans provide an ongoing and
fully risk-assessed articulation of busi-
ness plan at all levels of organization,
with quality assurance provided by
internal audit and ongoing adjustment
to operating environment.

Assessment of financial readiness
to scale.

Financial planning reflects focus
on generating annual surplus, in
context of incremental growth.

Financial planning shifting to a focus on
scale up, including assessment of market
demand, projected revenue streams,
cost structure, risks and mitigants.

New sources of funding found for scale up
with financial plans stress-tested against
assessment of future market demand and
external factors (e.g. government policy).

4

5

6

Assessment of operational readiness
to scale.

Operations focused on steady state
or incremental growth, but ambition
present in leadership for scale up in
the longer term.

Emerging awareness of constraints of
current business model and core sys-
tems and processes, given desire for
growth and intended route to scale.

Route to scale established, with implemen-
tation plans including plans for upgrading cur-
rent business model / systems and processes
for scale up.

Piloting of scale up model enables
testing of financial plans for scale up,
including cost structure, market de-
mand and funding streams / fundraising
approaches.

Financial model for scale up refined,
with market demand established,
momentum built with funders and cost
optimization plans in place.

Significant growth underway, with
reliable financial delivery against plans
supported by well-developed finance
function.

Strength of
partnership

Composite of: openness and trust,
benefit from Impetus-PEF’s value-add,
commitment to meaningful social
impact.

Interest in social impact but little ac-
tion. Does not engage Impetus-PEF
with areas of concern.

Actively engaged in developing
plans, discusses difficult issues with
team, interest in impact management
approach.

Maintains good level of direct communica-
tions, co-owns process and begins to ask
questions for clarification and support.

Scale up model piloted in new sites, with
changes to systems, organization struc-
ture and business model underway.

Feasibility of route to scale tested

and refined based on pilots, with new
systems, organization structure and
business model deemed fit for purpose.

Significant growth underway with new

sites successfully opened and business
model / systems and processes proving
sustainable at scale. Additional rounds

of growth planned.

Good level of direct communications,
proactively seeks support and leverages
Impetus-PEF; owns plan.

Seeks and responds well to coaching
and feedback, engages all aspect of
Impetus-PEF support and committed to
meaningful social impact.

Pro-actively engages Impetus-PEF sup-
port to drive impact and scale up. Fully
owns process and plan commitments.

Esade Entrepreneurship Institute | Supported by BBK

— The Outcomes Framework is the
roadmap for Impetus, and the
charities it supports, towards
high performance.

— Through learning, it identified
the building blocks for managing
impact at scale and it grouped
these into three pillars:

= Leadership
= Impact

= Organizational sustainability

— It created —and refined— scales
for each indicator.

— Its ambition is to support
organizations to move from
‘left to right’.

— The Outcomes Framework helps
Impetus manage non-financial
support (NFS) consistently.

It uses this at charity level to:

= Diagnose a charity’s capabilities
(with the charity team).

= Plan non-financial support
program to build capabilities
(embedded in annual planning).

= Set milestones, track, and manage
charity progress (jointly).

= ‘Course correct’ if its support
is insufficient or incorrect.

— The Outcomes Framework also
anchors how it manages its
portfolio and support:

= It scores each charity once a
quarter.

= |t meets as a team to calibrate
scoring and review NFS inputs
(both from the investment
team and pro-bono).

= |t assesses what it is doing
well, and what it could do
differently or better.
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Impetus

05. Collaboration, transparency, and knowledge sharing
to support impact management

5.1. Collaborating on impact management issues 5.2. Transparency and knowledge sharing

+ Examples of Impetus’ publications

%57 Impetus
— Impetus is one of the most advanced players in the field: L.
— Impetus collaborates with other funders to DerIng
Partnering support its charities, deepen their impacts, and * The organization finds what works by combining the |mpact
to deepen expand their work. lessons from its charities with its own research.
impact It tries to influence policy and decision-makers by
sharing data and learnings. recarer
Example: It worked with Big Society Capital to Understanding &
influence government policy on youth employment. Sharing What Works
) This led to the creation of the Life Chances Strategy, %5 etus
» . — Example: The delivery of ‘Impact
Collaborations M .. ) and an £80 mn fund to help young people who face
) anagement Program’ in partnership o )
o 1mprove - . . significant barriers.
. with NPC and Social Investment Business. ) —
grantee capacity m
around impact = It reports on impact management. Its policy briefings -
management and impact stories are well regarded in the sector.

= Impetus is also focusing on writing down the
development of its practice (i.e. codifying the high-
level building blocks and the main stages of investment

— Impetus encourages peer network and peer learning

by bringing the grantees from the charity portfolio (o] management).

Fostering together quarterly:

collaboration According to Elisabeth Paulson, Portfolio Director, “this
among grantees is about building a community, testing if it helps charity b
development. Does it unearth patterns or opportunities that
we might not see on a one-fo-onef And can it accelerate
capacity building?”.
Note: This case study has been built upon: - Paulson, E. & Mahmoud, S. (2019). Personal interview

Impetus. (2016). Driving Impact: Helping Charities Transform the Lives of
Disadvantaged Young People.

Leap of Reason. (2017). /nvested in Empathetic Challenge:

A Profile of Impetus-PEF.

Internal documents provided by the foundation

Website of the foundation: https://impetus.org.uk/
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