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The Impact Management Project (IMP) is a
collaborative effort by over 1000 organisations,
from different context and countries, to agree
on shared fundamentals for how we talk about,
measure and manage impact - and therefore our
goals and performance. The shared fundamentals
are available open-source at:
www.impactmanagementproject.com.
The Global Impact Investing Network (GIIN) is
a nonprofit organization dedicated to increasing
the scale and effectiveness of impact investing
around the world. As a global champion of
impact investing, the GIIN is committed to
working alongside investors and field builders
to further strengthen the resources available,
address concerns around fragmentation and
transparency, and promote best practice in the
impact investing industry. The GIIN provides
critical infrastructure for integrating impact
considerations into investment management
and supports industry efforts like IMP, which
informs GIIN tools and resources, including IRIS,
the Navigating Impact Project, and the Impact
Toolkit. The GIIN Investors’ Council (GIIN IC) is a
leadership group of 50-60 experienced impact
investors whom the GIIN convenes to strengthen
the practice of impact investing.
The Impact Management Project presented the
early consensus at the GIIN Investors’ Council
Annual Meeting in March 2017. Subsequently, the
GIIN Investors’ Council chose to lead the industry
in piloting the practical application of these
shared fundamentals for impact management, as
identified through the Impact Management Project
(“IMP”).
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This document outlines the trends, findings and
feedback that was gathered through this pilot,
which ran from October 2017 - March 2018.
Please direct any feedback or questions on IMP or
this document to:
team@impactmanagementproject.com
And any questions about the GIIN to:
ksavasuk@thegiin.org
impactmanagementproject.com

CONTEXT SETTING: IMP
What is the Impact Management
Project?
Funded by a consortium of leading asset
owners/managers and social organisations
globally, the Impact Management Project
(IMP) has brought together over a thousand
organisations, from different contexts and
countries, to agree on shared fundamentals
for understanding and communicating our
impact goals and performance. The agreed
consensus is publicly available on: www.
impactmanagementproject.com. See Appendix
1 for an overview of the collaborative cocreation process and a list of our funders and
contributing authors. This effort was facilitated
by the Impact Management Project team, which
is part of Bridges Impact+.

Why are shared fundamentals
needed?
The global capital markets have grown over
the last half century in large part due to the
development of shared fundamentals for
understanding our financial performance - such
as financial return, volatility and liquidity - and
asset classes that group investments with
similar performance characteristics. The lack of
such shared fundamentals for understanding
and communicating any investment’s effects
on society and the environment has meant that
investors cannot make sense of the impact
performance of their portfolio, and therefore
cannot improve it. It has also prevented market
segmentation based on expected impact
performance, which could help investors to
more efficiently identify investments that offer
them the best chance of achieving their financial
and impact goals.
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If investors are to manage their impact, we need a
shared understanding of what constitutes “impact”
along the capital chain - from the people and planet
experiencing it, to the business models generating
it, to intermediaries through whom we may invest.
To assess and improve the impact of overall
portfolios, investors also need a harmonisation
- across countries, sectors and asset classes of how different capital chains understand and
communicate their impact.
This convergence of understanding does not mean
that we all use the same measurement frameworks,
indicators or tools. We all want to use resources,
whether proprietary or ‘off-the-shelf’, that are
useful in our context. For example, some people
want detailed information frequently; others want
less detailed information, less frequently. But it
does mean ensuring that the same performance
fundamentals are observable in whatever data we
share with each other.
Over the next few pages, we briefly describe the
shared fundamentals for measuring and managing
impact that have been agreed on through the
Impact Management Project before delving into the
pilot findings.
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CONTEXT SETTING: IMP
What is ‘impact management’?
Impact management is an ongoing process
of learning and improving. Guided by our
understanding of the experience of people and
the planet and our intentions and constraints, we
set impact goals and financial goals.
We put in place the governance and processes to
deliver consistently on those goals, but we also
continue to learn about the experience of people
and planet and use that information to adapt our
goals and improve our impact.

Understanding the impact of
enterprises
Through IMP it was agreed that:
•

All enterprises have effects on people and
planet, both positive and negative, intended
and unintended.

•

An enterprise’s impact is the combination
of its material effects on people and planet.
We understand which effects are material by
considering:

1. WHAT outcome(s), positive or negative, the
effect drives and whether it is important to
the person (or planet) experiencing it

2. WHO experiences the effect and whether they
are underserved in relation to the outcome(s)
3. HOW MUCH of the effect occurs in terms of
whether it drives the outcome deeply, happens
for many people and/or quickly, and lasts for a
long time
4. The CONTRIBUTION that the effect makes to
what the market would do anyway
5. The RISK that the effect will differ from our
expectation
As we set our impact goals across these five
dimensions of impact, the dimensions also guide
the type of information that we collect about our
performance, as shown in Figure 1.
The type of information that we use as evidence
of impact will vary according to what type of
information an enterprise finds is most appropriate
for understanding and improving its effects on
people and planet.
The key consideration is to be able to observe
performance against these five dimensions in
whatever information we share with each other
about impact. Gaps in information are inevitable
but the five dimensions of impact allow us to have
structured conversations about where those gaps
are and what information is therefore comparable.

Figure 1: The 5 dimensions of impact
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CONTEXT SETTING: IMP
Understanding the impact of
investments
To understand an investment’s impact, we
assess the impact performance of the investee
enterprise (or portfolio of enterprises) across
the five dimensions of impact and then
consider whether the investment itself makes a
contribution to the enterprise’s impact.
Investors use a variety of strategies to
contribute to an enterprise’s impact. They can
do one or more of the following:

their own team or consultants to provide handson management support (as often seen in private
equity).
Grow new or undersupplied capital markets
= anchor or participate in new or previously
overlooked opportunities that offer an attractive
impact and financial opportunity. This may involve
taking on additional complexity, illiquidity or
perception of disproportionate risk.
Provide flexible capital = recognise that certain
types of businesses will require acceptance of
disproportionate risk-adjusted return in order to
generate certain kinds of impact.

Signal that impact matters = choose not to
invest in or to favour certain investments that, if
all investors did the same, would ultimately lead to
a ‘pricing in’ of effects on people and planet by the The impact goals of the underlying enterprise
(or portfolio of enterprises), together with the
capital markets more broadly.
investor’s contribution, form the landscape of
Engage actively = provide expertise and networks choices available to investors. This is illustrated
to improve the performance of businesses. This
by The Investor’s Impact Matrix below, which
can range from significant proactive dialogue
translates enterprises’ goals (and then
with companies about their effects on people and performance) across the five dimensions of impact
planet, to investors taking board seats and using
into a higher-level classification.
Figure 2: The Investor’s Impact Matrix

INVESTOR’S CONTRIBUTION

IMPACT GOALS OF ENTERPRISES
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CONTEXT SETTING: GIIN PILOT
What were the pilot objectives?
The GIIN Investors’ Council members chose to
pilot the shared fundamentals of the Impact
Management Project as part of the GIIN Investors’
Council 2017 Leadership Initiative on Impact
Measurement and Management.
The purpose of the pilot was to increase
understanding of the widely shared impact
management convention, and then test
templates and gather feedback on the practical
application of the convention in different
contexts. Through participating in this pilot, GIIN
IC members helped lead the industry by applying
the shared fundamentals on sample portfolios.

Pilot participation exceeded
expectations
In total over 40 Investors’ Council member
organisations participated in the pilot.
Pilot participation is defined as:
•

Testing the practical application of shared
fundamentals (via worksheets), and/or

•

Providing meaningful feedback on the pilot
and utility of shared fundamentals

The pilot ran over a 5 month period, within which
the IMP team provided a series of virtual sessions
to take participants through the IMP consensus
and explain how to complete the worksheets
created to help participants test the convention
in their own contexts.
Through this pilot, the GIIN IC has illustrated
the opportunities and challenges involved
for investors in taking the first steps towards
establishing impact management as a norm, in
addition to providing valuable feedback on the
process.
The steps needed are:
1. To be able to recognise the 5 dimensions of
impact in our decision-making frameworks
and how we talk about our goals. [GIIN IC Pilot
Exercise 1 & 2]
2. For performance against these 5 dimensions
to be observable in whatever information we
share with each other about impact. [GIIN IC Pilot
Exercise 3].
3. To work together with organisations with
similar goals to pilot credible metrics sets that
might enable benchmarking over time. [Not yet
attempted].
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WHAT WE HAVE LEARNED
The pilot provided very useful insights about the practicalities of embedding shared
fundamentals into a variety of investor types, including banks, fund-of-funds, fund
managers, CDFIs, DFIs and foundations.
Participants’ feedback has shaped:
•

The impact management convention: enabling the impact management norms established under
the IMP to be better communicated and more widely understood

•

The templates, case studies and guidance that are being produced through Phase 2 of the IMP
(see Appendix 2) to support implementation, which focuses on shared pain points

•

The role of the GIIN IC in setting next steps for the industry

The GIIN IC pilot worksheets, alongside thoughtful feedback from GIIN IC members,
resulted in four main lessons:
What we set out to test
Can investors find the shared
fundamentals in the way they currently
describe and publicly report on impact?

What we have learned

1•

Investors could find the shared fundamentals in their own
frameworks and use the language to describe their impact

•

Prototype templates helped investors to think through the
shared fundamentals, and proved valuable for assessing
their impact management approach.

•

There are trends in the type of information collected
and reported by investors against the dimensions, which
suggests that we can collectively work on information gaps.

2•

There is no single linear impact management process; it is
deliberately iterative, with different entry points.

Can the shared fundamentals help us all
articulate the impact goals we want to
achieve more clearly?

3•

The Investor’s Impact Matrix enabled the first collective
mapping of investment portfolios with different impact
goals. The Matrix clarifies the different options available to
investors, depending on their intentions and constraints. (To
be published in May 2018).

Do investors collect data against their
goals, and for all dimensions of impact,
and how do we currently judge what level
of performance is ‘good enough’?

4•

Honest feedback about where there are gaps in data and
where we do not have a sense of what level of performance
is ‘good enough’ have highlighted the very specific
measurement challenges that we now need to work on.

Over the next few pages, we explore each of these four main lessons, as well as illustrate
approaches that can help tackle some of the related common challenges.
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WHAT WE HAVE LEARNED
1

Investors were able to find the fundamentals in their own frameworks and use the
language to describe their impact.

Feedback from GIIN IC members
Investors found the IMP helpful for evaluating their own impact measurement and management
processes, as illustrated by this feedback:
“…this was a helpful exercise for us to do internally, we learned a lot…”
“…thank you for the thoughtful design of the worksheets - it was an important step from conceptual
to practical…”
“…the exercise on plotting impact goals in a consistent way was particularly valuable and
interesting. We think this approach has a lot of potential for the industry…”
“… it took some work to get the wider investment team on board, some change management is going
to be required…”
“…it made us do a lot of thinking about our approach. The guidance on impact risk was especially
helpful…”
“…we have already adopted the 5 dimensions to re-think our investment selection process, and they
now guide our decision-making conversation…”
“...[the IMP] is a really great framework that is complex enough to capture the many ways that we
create impact, but simple enough that you didn’t need to be an expert in impact measurement to
understand it...”

Responding to common pain points
Although the five dimensions of impact were observable in most participants’ goal-setting
(typically expressed as their investment criteria), many found that they did not set indicators and
track perfomance across all five dimensions over time (as illustrated by the table below). In some
cases, this was because investors assumed the data would not be available - but in many cases
it was because the process of choosing indicators was not consistently joined up to the process
of goal-setting. Supporting investors to consistently connect the different impact management
activities (see Page 9) is a priority for Phase 2 of the IMP.
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WHAT WE HAVE LEARNED
2

There is no single linear impact management process: it is deliberately iterative, with
different entry points

Feedback from GIIN IC members
Many GIIN IC members commented that they had thought of the impact management process as linear
- with impact measurement, for example, being only a post-investment activity. Instead, each of the
four impact management activities inform one another. For example, our understanding of people’s
experience typically informs the goals we set in the first place, as well as on an ongoing basis. GIIN IC
members found that where investors start and how they move between impact management activities
depends on their organisational context: a newly established General Partner (GP) will follow a different
process than an existing pension fund will.

Re-cap: The Impact Management Process
Guided by our understanding of the experience of people and the planet and our intentions
and constraints, we set impact goals and financial goals.
We put in place the governance and processes to deliver consistently on those goals but we
also continue to learn about the experience of people and planet and use that information to
adapt our goals and improve.
Figure 5: The impact management process

Understand
experience of
people and the
planet

Deliver
and improve
impact

Deﬁne
intentions and
constraints
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Set ﬁnancial
and impact
goals
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WHAT WE HAVE LEARNED
Responding to common pain points
GIIN IC members wanted more guidance on how the impact management process fits with their
existing investment processes, depending on their specific context. Through Phase 2 of the Impact
Management Project (see Appendix 2) we will be bringing the iterative impact management process
to life in different organisational contexts, using detailed case studies and examples. One such
example is illustrated below.
Illustration: Amina manages a $100bn pension fund that has many clients in the energy sector. To
manage the impact of the total portfolio:
She analyses information about the most pressing issues experienced by people and planet
to determine effects that are of particular relevance to her client’s portfolio
Based on this information, she intends to adjust the portfolio over time so that as close to
100% as possible is, at a minimum, trying to avoid harm to people and the planet. She also
intends to find investment opportunities that can contribute to solutions to climate change
and lack of energy access, where possible. She recognises that the financial goals of the
portfolio mean that she may be constrained from, for example, providing flexible capital.
She then collects, analyses and judges information about her existing portfolio’s material
effects on people and planet
She uses this information, taking into account her intentions, constraints and the availability
of investment opportunities, to set impact goals. She sets goals that all investments will use
well-evidenced strategies (RISK) to try to avoid very significant contributions (HOW MUCH,
CONTRIBUTION) to water scarcity, carbon emissions, discrimination against women and child
labour (WHAT, WHO). She then she sets impact goals for an initial 5% carve-out of the portfolio
to achieve a significant effect (HOW MUCH) on access to energy (WHAT) for underserved
people (WHO), resulting in a likely improvement of the situation relative to what would
otherwise happen (CONTRIBUTION), with a willingness to back innovations that might not
have the expected effect (RISK), if their potential for positive impact is very high.
She decides that the size and influence of the pension fund presents an opportunity to signal
to other institutional investors that impact matters and to use active engagement to improve
public companies’ impact (INVESTOR’S CONTRIBUTION).
Over time, she re-allocates capital towards available investments that have the potential to
meet the fund’s financial and impact goals.
She continues to collect and analyse further information about the portfolio’s material effects
on people and planet, which she uses to improve the impact of the portfolio and potentially
re-set her goals, as she understands the experience of people and planet better.

3

The Investor’s Impact Matrix enabled the first collective mapping of individual
investment portfolios/products with different impact goals. This clarifies the different
options available to investors, depending on their intentions and constraints.
This will be published in May 2018.
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WHAT WE HAVE LEARNED
4

Investors need more guidance on what data is needed to understand performance
against their impact goals

Feedback from GIIN IC members
The pilot asked all participants to consider what information they collect across the five dimensions,
and whether this enables them to assess performance against their goals. GIIN IC members found that
the following three data implications of the IMP represent the greatest shift in approach:
•

Understanding what outcomes are being experienced typically requires us to collect feedback
from those directly affected. Understanding what outcomes are experienced this way is a helpful
starting point for impact management, as it enables the people affected to prioritise which effects
are most important to them, which prevents us - as investors - from being too reliant on fixed
theories of change or our own assumptions.

•

Impact management demands a shift from measuring only what we expect to happen, to
managing the effects that we know are occurring. Impact management recognies that all
enterprises have impacts that are positive and negative, intended or unintended - and through
different parts of their business model (from products/services to distribution to operations to
supply-chain). To make an informed investment decision, an investor needs transparent, consistent
and comprehensive reporting of an enterprise’s total material effects on people and the planet.

•

Impact data can only be benchmarked - and therefore help us to judge whether performance
is good or bad and how to manage it - when it is collected as a ‘set’ across all five dimensions.
Therefore, if we work together to identify the most credible metrics for a set of goals, and share
these alongside our judgement of performance against our goals, we will enable benchmarking,
better decision-making, and greater consistency and transparency of how performance is assessed.

Through Phase 2 of the Impact Management Project (see Appendix 2), we will be testing a series
of direct feedback questions across the five dimensions. We will also be building a template ‘impact
statement’ that enables meaningful data summary against goals at the portfolio level.

Re-cap: A data-driven
assessment of
impact performance
The five dimensions guide the
data we collect to understand
what effects are occurring
for people and planet. The
information enables us to
make a judgement about
whether effects are material,
and therefore whether they
require managing.
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WHAT WE HAVE LEARNED

“Access to credit is a
key element of financial
development, and is
specifically highlighted in
the SDGs.”

Indicators
commonly
set by GIIN
IC members

“% of unique
customers not
banked”

Deeply: provide
access to
affordable
financial
services

How deeply is
the enterprise
driving the
outcome?

“# borrowers
from target
demographics”

Many: 10, 000
individuals

How many are
affected?

“% yearly
recurring
customers”

Long-term:
renewable
access

Do the
effects last
long-term?

“Average
turnaround
time for loan
applications”

Quick: access
in less than
a week from
application

Do the
effects occur
quickly?

“% of
borrowers
that are
low-income/
rural”

Low-income
farmers, rural
residents

Who will
experience
these
effects?

“Relative
level of target
demographics
funded vs. other
funding sources”

Most
underserved:
those who lack
access to financial
services

In what way are
they underserved
with regard to
the outcome
sought?

“Lower rates and
more transparency
(vs traditional
funding sources)”

Likely better:
access more
quickly/ cheaply/
for more
underserved etc.

How does the
effect compare or
contribute to what
would otherwise
likely occur?

impactmanagementproject.com

Important, positive

Deeply: income
improved to
level of X $ per
day

Many: 10, 000
individuals

Long-term:
sustained
improved
livelihoods
(5+ years)

Quick:
livelihoods
improve within
x months

Informal
economy
workers, esp.
women

Most
underserved:
those living on
<X$ per day

Likely better:
average local wage
is X$ per day.

Investors may therefore start by setting high level goals and then seek to learn what other effects are being delivered, by asking for perfomance against the
five dimensions from intermediaries or enterprises.

Additional
goals

Sustainable livelihood:
ability to afford basic
goods and services

Many GIIN IC members defined financial inclusion as access to a product, which does not enable an understanding of all of the positive and negative
effects experienced. Feedback from customers enables a greater understanding of the effects experienced and which are most important, which may
lead to additional goals being set across further ‘sets’ of five dimensions, as illustrated below.

Financial inclusion:
expanding access to
financial services, which
is important, positive

Common
goals

What outcome is
sought?
Is it important to people
and the planet, and is it
positive or negative?

assessment of what material effects are experienced by people and planet, and whether this performance is sufficient to meet their goals. The table below
illustrates a set of goals shared by many GIIN IC members, as an example of how narrow theories of change can prevent us seeking to understand - and
therefore measure or manage - the outcomes that are most important to people affected. The green text is intended to highlight areas where we have an
opportunity to work together to agree on appropriate sets of indicators and the level of performance that is sufficient against those indicators for a given
set of impact goals.

Responding to common pain points: Many GIIN IC members had goals to deliver “Financial Inclusion”, but the data collected did not enable
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Appendix 1
The IMP Co-creation Process

•

Through Phase 1, building consensus was a
co-creative process with 14 advisors meeting
monthly, 17 contributing authors offering
expertise, facilitation and content, and hundreds
of partners providing input (see Figure 9 below) .
When permission has been granted, all are given
credit on www.impactmanagementproject.com.

26 global, virtual webinar sessions, with up
to 85 participants joining each call

•

14 regional / country-level webinars and
roundtables in Brazil, Australia, Kenya,
Mexico, USA and UK

•

24 conference presentations around the
world, including Skoll World Forum, India
Impact Investors Council, Sankalp Africa,
GSG Impact Summit, the GIIN Investors’
Council and Social Performance Task Force
Meeting (full list available on request)

•

200+ 1-on-1 consultations with interested
practitioners to gather insight and share
progress

The process has included:
1. Focus groups with people experiencing impact
in Myanmar, Belgium, Bolivia, Kenya and the
UK – across a wide range of demographics –
showing that various things really matter to us
when we think about the impact we want from
engaging with an organisation.
2. Convenings of over 700 practitioners across
different disciplines, often participating
multiple times, through:

3. Mapping and signposting to 85+ existing
frameworks, measurement techniques,
indicator sets and standards where they are
most useful.

Who has been involved?
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Appendix 2
Phase 2 of the Impact Management Project
When we began Phase 1 of the Impact Management Project, we had a working hypothesis that a shared
convention for describing impact goals – and performance – was achievable.
We believe that three things will enable widespread practical adoption, as summarised below.

The GIIN IC pilot forms a key part of Workstream 1, alongside working to embed the
convention in the IRIS indicator set and the B Lab methodology, and aligning with standards
bodies such as GRI and PRI.
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This work is licensed under the Creative Commons
Attribution-NoDerivatives 4.0 International
License, that allows the copying and distribution of
this material as long as no changes are made and
credit is given to the authors.
The Impact Management Project, March 2018
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