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MEASURING social impact

The sole purpose of non profits and social enterprises is to
create the “social impact’ that furthers their mission. The
keynote highlights the importance of investing in effective
and meaningful measurement programs.

Rick Aubry, Ph.D
Assistant Provost and Professor of the Practice, Tulane University New Orleans
Lecturer in Management, Stanford University

CEO/Founder New Foundry Ventures/Rubicon National Social Innovations, San
Francisco, CA
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MEASURING Social impact

- Non profits and social enterprises sole purpose is to create the “social
impact” that furthers their mission.

- At the core of each organization there must be a Social mission, the
“raison d’etre” the good they want to create in the world.

- For each organizatjon their “social impact” will be the measureabie
wgg they have positively influenced the social problem they exist to
address.

- For example, if an NGO is attempting to address joblessness by starting
a business, their social impact is the number of people they have
created jobs for: their business success is not their social impact no
matter how successful they are in that realm.
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First you must have a clear articulated
mission. You create measurable social
impact if you know your purpose

While many organizations have a mission statement, and believe
they are clear on what is their mission, a simple articulation of how
the world would be different if they succeed is the first step to define
measurable social impact. From this all measurement objectives
will flow.

S o e ey e
pepalacviny

WHY ARE WE
DOING THIS?

“1¢'s. wot & grest misslon statement,
but we'lt revine It ICshing get bettern,®

R ResETEERGE Nay ZN8 g . ]

The case for social impact measurement:

- Resources are always limited and S| measurement is
expensive; why bother to do this?

+ There are five compelling reasons

The moral reason

The scientific reason

The practical reason

The “business case” reason

The Saudi “philanthropic opportunity” reason

o> d
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The case for social impact measurement:
Why bother?

- Resources are always limited and S| measurement is expensive; why bother?

The moral reason

» Organizations exist to solve a social problem and you can only
know if you are effectively solving the problem by measuring your
social impact. Good intentions are not social impact.

REAUTHENEEERARN o2 6 |

The case for social impact measurement:
Why bother?

- Resources are always limited and S| measurement is expensive; why bother?

The scientific reason

- Social Interventions are fundamentally scientific experiments of
adding a new variable into a system with the goal of testing a
hypothesis. A well constructed social impact measurement system
helps test the hypothesis and if correct gives direction for future
investments in the solution or suggests ways to improve or
potentially abandon a hypothesis
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The case for social impact measurement:
Why bother?

» Resources are always limited and S| measurement is expensive; why bother?

-The practical reason

+ Social Impact measurement is a way of meeting the demands of an
external funder to demonstrate that an organization is successful.
Even for those organizations that believe their own rhetoric and
don't feel a moral or scientific need to examine their effectiveness,
for practical reasons in today’s philanthropic environment , it is
increasingly necessary to have an effective S| measurement
system to succeed

| j | REAGYAGTERIGUR Nae 6 ]

The case for social impact measurement:
Why bother?

- Resources are always limited and SI measurement is expensive; why bother?

The “business case’” reason

- There is a business opportunity for those non profits who fully
“embrace” social impact measurement to differentiate their
organizations from other nonprofits amongst their supporters and
funders, and thus an investment in social impact measurement is
actually a way to build financial support. When fully embraced as a
“learning organization” a nonprofit can increase its financial
success through increasing its social impact by highlighting its
social impact measurement system.
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The case for social impact measurement:
Why bother?

- Resources are always limited and S| measurement is expensive; why bother?

-The Saudi “philanthropic
opportunity” reason

- to make social impact measurement succeed as a core value of a
nonprofit you need many things most critically:

+ A philanthropic environment that is financially
supports the development of robust systems AND
REWARDS those organizations that fully embrace
measurement

Rick Aubry Presentation KFUPM Nov 2012 10

ldentifying what to measure

+ For Each organization, their will be a specific set of metrics to see how
they are solving their social mission.

- This is why clarity about mission is fundamental to all organizations: Growth
of the organization, size of endowment, amount of grants secured are all poor
proxies for social impact. Even number of people served or number of
locations don't address the fundamental questions of impact.

- To identify the right indicators:

First, create a Mission with Core Values, Purpose, Long Term Goals and
Vision

« ldentify “measurable” and clear ways the mission is advanced (e.g. how
many people graduated school who wouldn't without the organization, how
many people have been returned to society who otherwise would be
institutionalized, how many people housed who otherwise wouldn't be,
etc.) all relative to other alternatives
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Demonstrating social impact to
donors/potential donors

- Funders have many more choices demonstrating “real
impact” essential.

- The “real good not feel good analysis if M Fisher requires
all organizations show 4 things

Does the project have measurable and proven impacts?

Are the impacts cost-effective?

Will the impacts be sustained?

(for larger an more mature organizations only) Can the
model be scaled and replicated?

Lol S

Ry ARy PSR AU (o SRR ® ]

The cost of measurement

- Effective and meaningful measurement is a significant
investment and a major reason most organizations don't
doit.

- Many organizations are small with very limited resources

- measurement is not an organizations core competency: it often
requires outside talents

- Effective measurement takes time and many organizations operate
on short grant cycles as opposed to social impact measurement
which takes years

« Funders frequently don’t want to fund “overhead

- Organizations believe their own rhetoric and don’t invest in
measurement
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The cost of NO measurement

- Philanthropic resources are scarce: Without measurement there is
only Persuasion, Politics and Power to secure funds which
generally results in ineffective solutions

- Even well intended organizations cannot learn what works and
what doesn’t without effective measurement.

- For funders in particular, the investment in social impact
measurement over time is essential to achieve the impact they

desire. Social impact measurement must become a priority of
funders

- Countries with small, developing NGO sectors have a better
opportunity to imbed impact measurement in the culture of the
NGO community while it is still small and manageable.

Rick Aubry Presentation KFUPM Nov 2012 14

Bringing evaluation to an
NGO: lesson from the field

- There are essential steps to evaluate before the project

- There is a time commitment to develop the social impact
measurement goals, steps and foliow through

- There is an essential need to create an organizational
culture that supports impact measurement

- There must be external partners who value and support
social impact measurement, AND who are interested in

receiving real information, not typical foundation reports
that put a nice spin on everything.
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Organizational Readiness Checklist

Leadership —Executive Director and Management—is committed
Organization is relatively stable with respect to leadership and programs

Organization is able to commit staff time to organizational planning effort, at
least two staff members who have specific time dedicated and others who
participate to represent their programs/constituency

Within the organization there is a culture that values information about service
delivery and social impact

There are sufficient financial resources to devote to the effort, both for the
development stage and for future sustainability

Consulting partnerships are in place to assist in the different stages of system
development

FI A PreSeHEEn B Ky 2008 6]

Lessons from a leading foundation

What is Actionable SI Measurement?

1. Consider measurement needs during strategy development
ldentify assumptions that should be tested with measurement from
the beginning of strategy development

2. Prioritize intended audiences

There are many potential audiences for results measurement,
including foundations grantees and ultimate beneficiaries, donors,
national and international policymakers, and practitioners. It is
important to identify and prioritize the intended audience(s) and
their need for data.

3. Do not privilege a particular evaluation design or method
Technical decisions about evaluation design and data collection
methods are driven by purpose and weighed against the feasibility
of different approaches.

11/11/2012
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Lessons from a leading foundation
(continued)

4. Focus on a limited set of clearly articulated questions
We cannot and should not measure everything.
5. Obtain information needed to inform decisions in a timely way

6.Do not expect impact measurement from
grantees

Impact measurement is expensive and more efficiently done across a
set of aligned grants.

7. Decide on what to measure with our grantees

work with grantees to decide what they will measure, recognizing our
grantees have their own purposes for measurement, as do we.

8. Allow time for reflection and the development of insight

Data and information alone do not tell us what to do. Making properly
informed decisions entails building in time to interpret and reflect upon

the products of results measurement, and then applying the insight
gained.

[ : R Ay RGSHEE AR e 062 B ]

There are numerous Social impact
measurement tools available to NPO'’s:

method

nonprofit  for-profit
Theories of Change .
Balanced Scorecard (BSc) .
Acumen Scorecard . .
Social Retumn Assessment .
AtKisson Compass Assessment for Investors .
Ongoing Assessment of Social Impacts (OASIS) b
Soctal Retum on Investment (SROI) .
Benefit-Cost Analysis .
Poverty and Social Impact Analysis (PSIA) . .
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A specific example: An Information OASIS
at Rubicon

Nonprofit staff to
compile
inventory of
current contracts,
data collection
requirements, and
data collection forms

2-3 Months

Review and discuss
results of inventory
and assessment
* ldentify gaps

* |dentify
opportunities

Consultants meet for refinement

with staff to:
+ Assess functioning
of existing client
information system
+ Determine
additional needs for
lient information

RickiaubrylEreseniationKEURIMENOVRG 2 SN2 0] ]

An Information OASIS

Implementation and Beyond

Implement new Periodically review
Train staffin using instruments and and refine system

new system new processes for to ensure ongoing
. ; information flow . “relevance

10
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NCG Special Briefing: An Information
OASIS

Increase. "
. organization's . "
hardware and
- software capacity

Assess
- arganization's
* technological -

infri ai:”g‘é{tfe and in order to
ipacity effectively operate

- 'OASIS

6-9 months

T : " Identify and
“ Automationof all. . - “automate reports -
new data - - {o be generated

. collection . - .. by new system
instruments : N ‘

RickYAlbrylbresentaton KEURMENCUI20 24 2!

NCG Specsal Briefing: An Information
OASIS

Design

9-12 Months

f 'Fbréll instruments:

" Develop conceptual -

. -Revise existing and

framework for ) )
refined information develo]T niw data Mapagement :
flow collection B review
. instruments T 0 Pilot test
-ldentify all : Finalize
outcomes

and da{a element ;

11
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Benefits of measurement;

internally, direction; externally
accountability

R, {Figure 0)

23

Risk Characteristics of Enterprise Employees Prior to Hire Enterprise Employees Working During the Six Months
100% - Prior to the Follow-up tnterview
L =7
o 0% | %% B3%_ myon ]
WA —48% : — 0%
o 4%
. 2% HE
% AR ) 20%
* Homeless of at risk ’ Ciiminal Wental heatth 0% ‘ ‘ , { o
of homelegsness condclion fssues § (Tir;;s (:]1?13 15’;4) %n)f;;s
(n=155) =1y [n=130 = = =23
| RV CEETEE R M A2 20

Benefits of measurement:

seeing impact results improves internal morale

and focus and differentiates from others

Recidivism at Follow-up, Among Enterprise Employees
with a Criminal Conviction Histery (=30}

{2 Nocriminal convictions
at follow-up

(o Criminal convictions
at follow-up

11/11/2012
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THE BIG MESSAGE: Don't’ develop

individual SI measurements but. ..

- The biggest opportunity, and the primary “call to action” is
to the philanthropic community in Saudi Arabia

- Use the power of the philanthropic community to
+ Convene alf stakeholders

Invest in Social Impact measurement tools with all the NPP's to build a
“collective measurement system” which provides a strong set of tools,
experts and social impact measurement objectives that are effective,
reliable, are seen as valuable and necessary to adopt by all NPO’s that
move away from the "we would love to do this but...” challenge of many
fledgling organizations

» The lessons learned from the many foundations and intermediaries is
for the funders/ investors to provide the tools, specify the outcomes of
the measurement based on the mission, reward organizations that
embrace Sl measurement,

Rick Aubry Presentation KFUPM- Nov 2012 26

MEASURING social impact

Thank you for the opportunity to
engage on this topic:

- For further questions after our sess|
at Rick@rubiconnational.org
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