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Approach to the manual
In this chapter you can read how to use the manual. We will also present you the structure of
the manual, overview of the chapters and practical symbols/tools used.
The manual is divided into several parts. You have already past trough the Info, Foreword and
Acknowledgments in which you could read about technical information, the project within
which the manual was created, but also about the need and reason why this manual was
created.
As stated in the foreword, this manual is intended for anyone who wants to improve their
knowledge of SIMM, try their hand at developing their own SIMM framework and potentially
implement it in their own organization.
So the core part of the manual are:
Introduction and key concepts of SIMM
Planning of your own SIMM framework
Implementation of the SIMM framework
Which are creating the concept:

BOOST YOUR SIMM
KNOWLEDGE

READ ABOUT KEY CONCEPTS
OF SIMM WHICH ARE
IMPLEMENTED IN THE
CREATION OF THIS MANUAL

USE YOUR KNOWLEDGE
TO DEVELOPE THE SIMM
FRAMEWORK
USE WHAT YOU HAVE LEARNED
ABOUT SIMM AND CREATE
YOUR OWN SIMM
FRAMEWORK IN A STEP-BYSTEP GUIDE

TEST AND IMPLEMENT
YOUR SIMM
FRAMEWORK AND
SHARE THE LEARNING
AND FINDINGS
FIND OUT WHAT AWAITS YOU
IN THE IMPLEMENTATION OF
THE SIMM FRAMEWORK YOU
HAVE PLANNED, SHARE YOU
EXPERIENCE WITH OTHERS
AND LEARN MORE

After reading the Introduction part about SIMM basic concepts, logic and terms, you can
proceed to the Planning part in which you will create your own SIMM framework.
This planning process is basically a step by step guide which will lead you trough main steps:

Who we are

What we do &
why

Who we affect

How is it
suppose to work

How will we
measure it

How will we
report

Each section in this Planning part has the same structure:
- Short Intro why this topic is important and about the topic
- Learning path position – where are you in the whole process of SIMM framework creation
- Outputs that should be created in this step in order to take a next step
- Key concepts and abbreviations related to the specific step and topic
- Content and connection to the tool from which you can learn more about specific topic in
order to implement these learning in a practical tool that follows the contents of this manual
and is the basis for creating a SIMM framework
- Conclusion/takeaways - a summary of this chapter and the most important learnings
- To do – clear instructions on what the task is and must be done in the practical part of the
manual / the accompanying tool
The Planning part of the manual is accompanied with the practical tool which you can use for
the development of your own SIMM framework.
Go through the content in each chapter and then apply what you read in the practical
accompanying tool which will lead you to the creation of the final output of your learning path framework for Social Impact measurement (and management).
We used the last core part of the manual to help you to implement your SIMM framework and
share your feedback about the manual and share the experience.
In addition, at the end you can find what others have said in the revision of this manual,
glossary with the terms used in this manual, bibliography and appendices to this manual

Introduction and key concepts
of SIMM
In this chapter you can read some basic concepts that are the basis of the SIMM methodology in
this handbook. This chapter will help you to better understand what is social impact and social
impact measurement and management, logic behind that and the basic principles to which you
should stick, key questions you should know before planning the SIMM framework and key
issues. If you want to immediately start developing your own SIMM framework, jump to the next
chapter - Planning of your own SIMM framework.

Short Intro
Social Impact Measurement (SIM) is an approach, a process of better understanding how much
social, economic and environmental change occurred and can be attributed to an organization's
activities, interventions. It is based on understanding how our activities (projects, programs,
services we provide, measures, interventions, campaigns or whatever you do) affect different
stakeholders, what values we bring to them, to the environment and what is the impact. We can
define a Social impact as a result of the long term effects, change that happens to people and
the community well-being or the environment as a result of our activities or services. Through
our activities we should bring the positive values (or reduce/eliminate the occurrence of
negative ones) and support the change necessary to address the causes of people and
environmental problems, to answer their needs. SIM in that way complements our
understanding of why we do something, what we do, who we influence and what changes
happen - it complements our purpose and mission.
But the fact that we do generate values and change should not satisfy us. In this time of
unsustainable waste of resources, we should also ask ourselves whether we use resources for
our activities in an optimal way - or better to say if we deliver the maximum value for the
invested (money, time, knowledge etc.). Here, we are talking about a concept in which it is not
important to just generate values for other stakeholders and look at their perspective. It is also
necessary to constantly improve our organization - our own perspective. That is why today more
and more theory and practice talk about SIM in a broader concept - as a measurement and as a
management tool or commonly said as SIMM (Social Impact Measurement and Management).

So the point is not only in measuring, understanding and reporting but also in learning and
improving the organization, optimizing to use resources in a smart, sustainable/regenerative
way to maximize the delivered values for invested resources. SIMM, as we advocate through
this methodology, therefore rests on the 3M concept - Measurement, Management and
Maximizing, seeking a balance between the perspectives of the stakeholders and the
organization that carries out the activities.
A survey (with a sample of more than 250 organizations/individuals, mostly non-profits)
conducted as part of our project shows that SIMM is recognized as something that can help
the organization in many different ways. The foremost reason for an organization to embark
on a SIMM activity is the need to convince third parties, in essence, funders, impact investors,
customers of the importance of their operations and their overall impact. Followed by reasons
such as better understanding (needs) of users, to improve the quality of service/product,
greater visibility, branding and marketing of the organization, fundraising, process optimization
and strategic decision making, employee motivation, increasing the credibility / legitimacy of
the organization, etc. respondents confirm the importance of SIMM for their organizations.
SIMM is not only recognized by organizations that strive for such a sustainable, better way of
working and reporting. Numerous trends show that it will become mandatory in the future.
According to Datamaran's Global Insights Report, from 2013 to 2018 there has been a 72
percent increase in the number of recorded regulations concerning non-financial issues. Thus,
decision-makers, policy makers who often fund numerous programs and projects of nonprofit
and for-profit organizations are increasingly recognizing the importance of non-financial
monitoring and reporting, shifting to the SIMM approaches (under the proposed EU Corporate
Sustainability Reporting Directive (CSRD), expected to come into force in 2024, all large
companies and all listed SMEs will be required to report sustainability performance). ![2] The
GIIN estimates that over 1,720 organizations manage USD 715 billion in impact investing AUM
as of the end of 2019. If we talk about the private profit sector, impact investors, we can also
hear more and more paradigms like “Corporations', companies' new purpose is to serve all
Stakeholders not just Shareholders”. And this trend looks set to continue.

In the next few sections, we will look at the basic terms and concepts related to SIMM, which
appear in many approaches, methodologies. These terms and concepts may have different
names in different methodologies, tools, or even differ in some parts, but logic and applicability
are not so different.
There are hundreds of tools for measuring and managing social impact. Some are more
focused on measurement and reporting rather than management, some are only for for-profit
organizations, some are more demanding, some are free, with some you even get a certificate.
The reason for the large number of approaches and tools is that it is actually very difficult to
standardize something in a wide range of sectors and activities that organizations are engaged
in. If we add to that the legal form of organizations, size, level of development and other
specifics, it is very clear why new tools appear almost every day - organizations use existing
approaches and tools, develop their own or hybrid (use certain segments of already existing
tools) ones.
Therefore, the approach that we will present to you in this methodology does not prescribe
specifically any specific tool or methodology (although we will use some segments of them), but
actually uses the basic logic and principles of SIMM and helps you to create your simple
organizational SIMM framework. We want to present a simple step-by-step concept that is the
basis of many tools anyway, and that will not overburden the organization on the way to a
better understanding of their impact.
Every organization that embarked on a SIMM journey has practically started with the same
basic issues - are we doing something good, useful and has an impact, we hope we do. This
Awareness and Recognition of impact is practically the first step in your organizational SIMM
evolution, something that we call SIMM (R)evolution and it will be explained in the next chapter.

SIMM (R)Evolution
SIMM (R)Evolution presents a typical process of the SIMM growing and development
in the organization trough 4 stages.

“Awareness and Recognition of Impact” stage.

Previous chart shows the “natural” development of SIMM in an organization. Organizations
most often enter the measurement of social impact with the knowledge and belief that they
are doing something good, creating value for users etc. So, they are aware of most of their
effects but what bothers them is whether they can do better, whether it is something
worthwhile, how they affect users at all, or as they often call it, whether they have an impact
and what it is like. We can call this stage of SIMM development – “Awareness and Recognition
of Impact” stage.

“SIM - Social Impact Measurement” phase

Many organizations in some way maybe even measure their outcomes and impact (most often
in social programs, services with a focus on the individual) where through questionnaires, tests,
interviews and other proven methods collect input and output data for each user to record
changes that are result of organizations activities. Also, organizations often collect classic
project, program indicators that can be used to more identify effects and impacts, but most of
them, as our research shows, do not have a clear logical, enough structured and systematic
model of how to use this data to clearly identify and express impact. So next phase in SIMM
development we can simply call the “SIM - Social Impact Measurement” phase, where
organizations want to find a way to measure the impact and most likely report about it (to
donors, investors, public etc.), remember the first M in the 3M concept - Measurement. This
manual is especially for organizations who are in this phase, that want to define their own
framework for impact measurement.

“SIMM - Social Impact Measurement and Management” stage

If you have planned your SIMM framework well, by collecting data and analyzing, you will get
very useful information based on which you can make organizational decisions (from
operational to strategic levels) - you can learn a lot and then decide what to change and that
means that you need to be responsive (which is also one a newly added principle related to the
SIMM principles developed from the SVI), remember the second M in the 3M concept Management. Decision-making involves management structures, especially at the strategic level,
so this stage can be called the “SIMM - Social Impact Measurement and Management” stage.
Therefore, it is very important that in the implementation of the SIMM framework (from
preparation to implementation) you have actively involved decision makers, the management of
the organization in order to have their support. At this stage SIMM is no longer an additional
activity of the organization but is embedded in the organization, it becomes an organizational
process like any other. Here it is important to fit the SIMM into the organization in a way that
does not overburden the organization and other stakeholders.

“SIMM for better Impact” stage

Once you feel comfortable with your SIMM framework, you learn from it and make decisions.
The next step would be to design the whole organization based on the SIMM. This SIMM can
virtually replace or complement strategic planning, reducing the risk of doing something
unnecessary or wasting resources inefficiently, remember the third M in the 3M concept maximising. We can call this stage a “SIMM for better Impact” stage. The ultimate goal of SIMM
is to try to transfer this approach to other stakeholders, your whole eco-system, with whom
you cooperate (donors, investors, associates, users, customers, suppliers, researchers...). Only
if they also embed such approaches in their organization, and everyone takes responsibility for
a certain part of problem solving, we can talk about essential systemic changes, real problem
solving and not firefighting problems.
Of course, depending on the needs and capabilities of the organization, this development of
the SIMM framework can stop in one of the stages. In fact, a good portion of organizations
focus only on measurement and reporting. If the approach/methodology for SIM does not have
integrated mechanisms focused on organizational development, the organization will very likely
use the measurement primarily to report (ends up in the SIM stage), with some moments of
learning and service, programs improvement, according to user needs. As we mentioned, in
this methodology we advocate SIMM which implies more decision making, changing the
organization to bring better values based on what has been learned from the measurement,
stepping to the “SIMM - Social Impact Measurement and Management” stage. No matter what
stage you are in or plan to finish, it is important to start measuring your social impact. Start
small, with one program, service, team and then scale to the whole organization

.

SIMM Cycle

Technically, the development of a SIMM framework for an organization can be broken down
into 4 phases:

1.SIMM Framework planning

First phase is of course planning the SIMM framework. At this stage, the organization must
identify several key things:
-Motivation for SI(M)M
-Readiness
-Capacities
-What type of impact we primarily want to have
Motivation
First thing is the Motivation. What is the organization's motivation to measure, why it enters into
SIM(M) - wants to improve the quality of service, wants to have a better position to look for new
donors / investors, they want to increase organizational effectiveness, or most commonly, a
combination of different things?.
Readiness
The second thing is readiness. In addition to motivation, it is crucial that the organization
understands the issues it is addressing through its interventions / activities. So knowing the
problems and needs of stakeholders (including organization) frames the understanding of what
effects and changes we want to generate and how that corresponds to our vision and mission,
and the organizational strategy.
Capacities
Of course, nothing is possible without the resources at our disposal. Do we have everything we
need (people, knowledge, money, time...) to deal with this issue and create change, in what time,
how long will we measure that etc. All this is important to plan the required resources, or to
adjust our strategy and measurement with regard to the resources we have at our disposal for
interventions towards stakeholders but also the measurement itself.
Type of impact (and how we contribute to the SDGs)
In addition to the above, we need to see what type of impact we want to achieve. Will we have a
focus on social impact (e.g. socio-economic status of people, human health…) or can we also
have an environmental impact, or both socio-economic and environmental etc. Many SIMM
methodologies already have embedded SDG goals to help organizations understand how they
contribute to these global goals. For those who want to be in line with these goals, be sure to
consider that the SIMM framework clearly indicates to you which SDG goals you are contributing
to.

All of the above helps us to understand:
-Why we do something and why we want to measure it,
-Coverage, volume (who/how many/what is covered by the measurement),
-Depth/intensity (how much is the change, how deep we go, details, how rigorous we are ...) and
-what is the System we use for measurement (which methodology, tool, how we collect the data,
how and to whom we will report and make decisions etc.)
We will call this organizational scoping[1] , a kind of organizational pre-assessment that actually
gives general guidelines on what our measurement framework will look like. Whether you have
chosen a well-known SIMM methodology and a developed tool that already has a clear
framework (which usually consists of sets of questions that you answer in order to meet and
prove certain conditions, indicators and metrics) or you will use methodology in this manual,
you should have an answer to all these questions before choosing a methodology and tool.
It is very important that you involve your key stakeholders in the planning process from the very
beginning. Also, in addition to the knowledge, experience of different stakeholders, you can use
secondary sources of information (such as your previous user monitoring, reports, internalor
external relevant research, strategic documents, info or reports from similar organizations etc.)
to help you better understand the context of the problem you are solving and change, impact
that you need to deliver.
As with everything, planning is practically half the battle. Remember, the point of measurement
is to improve, which means that measurement is actually a process that does not have to have
an end - you are constantly improving the organization and the measurement framework itself.
Based on what you have learned, you may need to return to the table and re-plan some things
in the organization and thus the measurement framework also.
These are just the basic concepts, principles and prerequisites you need to draft before
embarking on a more detailed creation of your own SIMM framework. All the steps in planning
and phases of SIMM cycle will be described in detail in the next chapter. As the planning
process progresses, you are likely to have new insights that will influence you to go back to
these initial things and revise them in relation to what you first envisioned - it’s a live thing.

2.Data collection
Once you have set the SIMM framework, the next step is to collect the data. Data collection is a
process in which through planned techniques and tools (already identified in you SIMM
framework) you collect evidence and information that proves your identified indicators, KPIs
(key performance indicators) and targets. They will help you monitor whether you are achieving
the planned outcomes and creating changes, in order to have an impact. There are of course
different techniques (quantitative and qualitative) of data collection (questionnaires, tests,
structured interviews, focus groups, surveys, etc.) all that you are already more or less familiar
with. Whatever you use, it is important to involve stakeholders in this two-way feedback
process. Here, of course, we must take into account the frequency and methods of data
collection (try to integrate them into existing activities you have (e.g. user meetings or
evaluations, workshop evaluations, service team meetings, etc.). Stick with the planned
framework, do not collect data that will not benefit you, from which you do not learn, i.e. the
data should be related to the effects and changes you want to achieve. General rule is - collect
as much and in detail as you need to analyze and make practical decisions to bring more value
trough you activities for invested resources.

3.Data Analysis
Data collection alone does not make sense if we do not analyze and report this data (at the
implementation level, within the team, at the strategic level). Analyzes are the basis for
reporting.
Simply put, we make decisions in the organization on three levels:
1. Operational level / decisions affect daily, operational tasks, within the team that carries out
activities - they are made by employees, teams, team leaders
2. Program, Project, Service, Department level / decisions affect changes in a program, project,
service - they are made by team leaders, programs, often in cooperation with management
structures
3. Strategic level / highest level of decisions, affect the organization, sustainability of the
organization - they are made by the management of the organization, boards.

level of data
aggregation

Strategic
level
Project / Program
level

frequency, amount of
decisions

Operational level

Focus of the
analysis

Here it is very important to make analyzes that have focus and are concise depending on who
you are reporting to. Practically speaking, it is not the same level, scope, type and aggregation
of information that you will report to your colleagues from the project team with whom you
are conducting the service or you are reporting to a board of directors. Your team with which
you provide a service is probably interested in many details, are there any logistic problems,
how a particular user is progressing, etc. - operative things. But the board is generally not
interested in the numerous details, or doesn’t have time for that. They are more interested in
data and recommendations on whether users are satisfied with the quality, whether the
service is sustainable, are we achieving the goals etc. - more strategic than purely operative
things.

4. Reporting and decision making
So if you know what data you need to collect and how you will do it, how to analyze it and
present it to those who use it, then the process of reporting and decision making will be more
painless and concrete. We already said that it is necessary to understand to whom you need
to report. Reporting can thus be divided into two basic types - internal and external and it is
characterized by practically three interdependent key questions you need to know:
to whom you report and what is the goal of reporting, wanted message
what is the level of detail and frequency or reporting
what is the focus or what is important and to whom

Remember, we said that the point is not only in measuring and reporting but in making concrete
decisions (at the implementation, operational level all the way to the strategic level) and
improving the whole situation to the stakeholders and organization, again the 2nd and 3rd M in
3M concept. To make strategic decisions, especially unpopular ones (e.g. to cancel a certain
service or redirect a good part of resources to something else), you need decision-makers,
management and a whole team of different roles. The manager will make the decision but in
order to do it well, he needs information, internal reporting from those who carry out the
activities, people who manage the finances in the organization, experts, etc. Measuring actually
gives you legitimacy and reasons why it is necessary to do so and in addition you reduce certain
risks (you do something that is not necessary, you have no effects, you spend too many
resources for too little effect ...). Certainly, when you are making decisions, there are also
business risks for the organization - financial (if we cut this service, what will happen with
incomes for this service, payment for workers etc.) and impact risks (who will feel the loss of the
service, will we deliver other values if we are doing a new service etc.). So before you make a
decision, consider those things carefully.
In previous section we have already scratched in reporting but we talked primarily about
internal reporting which is important to the organization to improve. In addition to internal, of
course there is external reporting. External reports, SIM reports organizations most often use to
inform the general public, potential donors what they are doing, what is their impact.
Make sure you answer those three key questions mentioned in this section when planning your
reporting. The goal of reporting to the general public is very likely to be more focused on
showing what the organization is doing, while for an existing donor the goal of reporting may be
to agree on why an increase in funding is important. If you are reporting to the general public
2,3 pages of infographics with less details at the end of the year make a lot more sense than the
20-page reports which you need to deliver to the donor every 6 months. Internal reporting is in
general more frequent, especially at the level of the implementation of the activity (project team
can report internally every month, management can be reported every 4 months, donors every
6 months, general public once per year - these are just some practices not rules. We definitely
recommend more concise reports but of course, certain approaches and tools have an already
defined report structure and require more details, so you will be able to find reports with more
than 100 pages, especially if these reports are also subject to certification.
You will be able to follow everything mentioned here on a concrete example of SIMM framework
planning in the next chapter.

SIMM Principles
The Principles of Social Value provide the basic building blocks (general recommendations) for
anyone who wants to build their SIMM framework and make decisions that take a wider
definition of value into account. As stated from the Social Value International (SVI), “They are
generally accepted social accounting principles and are important for accountability and
optimizing social value. The Principles are not individually remarkable but when they are
applied collectively, they have the power to dramatically improve how we make decisions to
optimize impacts.” You can learn more about the SVI principles here.
Many methodologies have such or similar principles, as a separate reminder, or these
principles are directly embedded in the methodology and tool itself (through the questions
you answer, through defined indicators or evidence that you must provide, etc.).
SVI developed 8 principles of SIMM:

Principle 1: Engage Stakeholders
“Inform what gets measured and how this is measured and valued in an account of social value by
involving stakeholders.”
It is important to have a wider perspective - stakeholders perspective, not just our
organizational one. Stakeholders themselves will give us crucial information and insights about
that and we will avoid doing something based on our assumptions.
Principle 2: Understand What Changes
“Articulate how change is created and evaluate this through evidence gathered, recognizing positive
and negative changes as well as those that are intended and unintended.”
It is important to understand what is changing to a specific stakeholder in order to contribute
to that change.
Principle 3: Value the Things That Matter
“Making decisions about allocating resources between different options needs to recognize the
values of stakeholders. Value refers to the relative importance of different outcomes. It is
informed by stakeholders’ preferences.”
It will help us to focus on things that are (more) important or urgent to stakeholders, from their
perspective also.
Principle 4: Only Include What Is Material
“Establish the boundaries of what information and evidence must be included in an account of
value to give a true and fair picture, and one that is based on the evidence from stakeholders
so decisions taken focus on the changes that matter.”
Material is something that is relevant (recognized by stakeholders/us/strategies/researches...,
people are talking about it…) and significant (it's important to people, more important than
something else or something that is important to our organization).
Principle 5: Do Not Overclaim
“Only claim the value that our activities are responsible for creating.”
Other things, people, organizations, interventions etc. affect and change our stakeholders/us.
We need to recognize how we have contributed.

Principle 6: Be Transparent
“Demonstrate the basis on which the analysis may be considered accurate and honest, and show that
it will be reported to and discussed with stakeholders.”
Be open in explaining how you came to some conclusions, about the SIMM process and
findings.
Principle 7: Verify the Result
“Ensure appropriate verification of results in line with the decisions being supported. In cases where
results are being reported to external audiences and/or are supporting significant decisions,
independent assurance is required.”
Although we involved others, stakeholders when we collected the data for our measurement,
our decisions that we make based on that measurement, the reports we submit should be
checked with others who will confirm that we didn’t not misinterpreted something. We have to
confirm what we claim from several sources
Principle 8: Be Responsive
“Pursue optimum Social Value based on decision making that is timely and supported by appropriate
accounting and reporting.”
It is not enough to just measure something. It is necessary to react based on the measurement
in a timely manner and try to create as much value for invested resources as possible. Report
that.
*This summary of Principle 8 is a DRAFT and subject of consultation and board approval in
October 2021.
All these principles are equally important and should be adhered to. Some are of course more
important at a certain point in the SIMM cycle (eg the newly added principle 8. Be responsive
refers more to the later stages of SIMM and says that one should also react based on the
measured and not just measure). It is very important that you think about these principles
already at the planning stage of your SIMM framework because these can significantly contribute
to its development, reducing the risk of doing something that is not important, and reducing the
risk of not creating as much impact as possible. As SIMM is in fact a continuous process, the
principles should be applied continuously in order to iteratively improve the framework and our
impact in the end.

SIMM Key questions
We have already talked in previous chapters about some organizational issues when it comes
to planning a SIMM framework (remember: Motivation for SI(M)M, Readiness, Capacities, What
type of impact we primarily want to have). We can consider this as some preconditions for
further planning of the SIMM framework. If we go a little more detailed and now more concrete
in the elaboration of the framework, regardless of which tool we used, we should answer the
following key questions in the SIMM:
What's the problem/need that we are addressing?
What activities do we carry out to solve the problem?
Who has a problem and who is changing?
What has changed / is changing?
How to measure that?
How much has changed?
How important are changes?
Time frame - when we start, how long do we measure?
What is our contribution?
What we have learned and what actions we need to take (operational, action, strategic
level…)?
All this will help us to understand the already mentioned, what are we doing as an organization,
why we do something, who will be affected by our doing, how we will measure the
outcomes/effects of our activities, and how will we report about that?
These questions and the answers to these questions clearly define our SIMM framework.
Sometimes it is difficult to answer these questions specifically in the planning phase, but it is
important that through the planning process and the implementation of measurements we
continuously learn and revise the answers to these questions and over time we improve our
measurement framework.
These questions also largely coincide, or we can say give answers to the so-called 5 dimensions
of Impact, identified by the Impact Management Project forum. We’ve said that a number of
approaches and tools match in many ways, so if you want to learn more and further deepen
knowledge of SIMM and answers to these key questions above, you can learn more about 5
dimensions of Impact here.

Planning of your own SIMM framework
It’s time to use those concepts from previous chapter to create a concrete SIMM framework
which will help your organization to understand your impact. In this chapter we will introduce
you to the specific steps to create your own SIMM framework. Steps are actually activities that
need to be carried out and they will guide you to create a concise, sequential SIMM framework.
There are a lot of points of contact with project logic/intervention logic, so all those who have
experience with projects will find it much easier to understand the methodology. During the
whole process, try to keep in mind all the SVI principles we talked about, especially the Involve
stakeholders principle.
As with project planning, don't do this alone. This should be a process which involves different
stakeholders (your co-workers, management, other stakeholders, etc.). Choose a person who
will coordinate and logistically arrange the whole planning process. This person can later be in
charge of implementing the SIMM framework in the organization and the support of
management is important to him. Even if you have embarked on the development of the SIMM
framework yourself, revise everything you have done with your colleagues and other
stakeholders, especially if they have a role in that framework (they are one of the key
stakeholders, they will collect the data etc.).
It is also important to get to know those who are not directly involved in the planning process
what you intend to do and why it is important to develop and implement a SIMM framework in
the organization. This way you will avoid potential later problems with the motivation of those
who will be involved in the implementation (either as someone who will have to collect data, be
part of a monitored stakeholder group, participate in data analysis, etc.
Everyone who is directly involved in the planning of the SIMM framework, it would be good to
go through this manual and together with you start filling in the accompanying practical tool
with this manual.

Short Intro

To create your own SIMM framework, you will go through these key steps, a process in which you
will answer these questions:
1. Who we are
2. What we do and why
3. Who we affect
4. How is it supposed to work
5. How will we measure it
6. How will we report
Sure, it’s not that simple

Who we are

What we do &
why

Who we affect

How is it
suppose to work

How will we
measure it

How will we
report

This manual and methodology allows you to develop a basic and advanced SIMM framework
so first you need to decide which SIMM frame version you want to create (basic or advanced
version). To help you with this, below you can see a summary of which parts of the tool you will
need to fill in depending on whether you have opted for the basic or advanced version. The
basic version will help you understand what outcomes and possible impact you are achieving,
but you will not go in details whether someone else is responsible for that also, how long
these outcomes last etc. Advanced versions offer you just a little deeper questioning of some
things you will develop. Don’t worry, the basic variant is actually the foundation for the
advanced version, so if this is the first time you are dealing with SIMM, maybe it is easier to go
with the basic version. You can take that step at any time to move from basic to advanced
version.

Key Steps

BASIC

ADVANCED

Parts of tool to be
filled

Parts of tool to be
filled

1. Who we are

Organizational
scope

Organizational
scope

2. Why and what
we do

Problem statement

Problem statement
Problem tree

3. Who we affect

Key stakeholders

Key stakeholders

4. How is it
suppose to work

Value chain

Value chain
+
Materiality Check

5. How will we
measure it

Outcomes plan

Outcomes plan
+
Diminishing
factors

6. How will we
report

Reporting plan

Reporting plan

Figure: Summary of the Basic and Advanced SIMM framework

To Do

1.Decide which version of the SIMM framework do you want to create (Basic or Advanced)
1. Who we are / Organizational scope
Short intro
This is actually the step where you present the general information about the organization, the
“identity card” of the organization, just like the first steps in project forms. It also reminds you
why you exist at all, what values you have, what is the vision and mission of the organization –
so, Who we are. For the purposes of this methodology, in this section you will also address
some key questions about why you are developing your SIMM framework, what you want to
measure and learn, time frame of the measured activity and measurement etc.
Who we are

What we do &
why

Who we affect

How is it
suppose to work

How will we
measure it

How will we
report

Outputs from this step: Defined Organizational scope

Key concepts and abbreviations:
Organizational scope, identity card of the organization

Content + Tools
In order to be able to plan our SIM framework in more detail, it is necessary to raise awareness
once again who we are, as an organization. Open the tool, Organizational scope part and fill in
the basic information about the organization. After completing these basic organizational
questions which are technical and easy, we have a section of questions where we begin to
think about our measurement framework. Firstly we need to define what we want to measure,
whether to measure the outcomes and impact of our programs, projects, services, or the
entire organization.
The decision of what we want to measure is of course related to our motivation why we want
to measure outcomes and impact (e.g. we want to improve the quality of service, we want to
improve the efficiency of the organization, we want to see what environmental impact our
activities have, etc.). Here is one key note – the most difficult is to develop a SIMM framework
for a complete organization. For learning and general understanding of SIMM, we suggest that
you first develop a SIMM framework for one of your services, small program, longer project etc.
and not immediately for a complete organization.

This will help you be more specific and focused, because in the case of large organizations,
organizations that have numerous programs, projects, services, products, it will be much harder
to develop a framework that can integrate everything you do and from which you can learn and
make concrete decisions for improvement.
Also, choose those programs, services or projects that are implemented continuously or over a
longer period of time. Theory and practice suggest that 6 months (most theorists consider as
much as 12 months) is the minimum duration of an intervention (meaning not the
measurement itself but activities to stakeholders) to be able to more clearly define our
contribution to change, outcomes and impact. If we generalize a little, it is easiest to follow longterm programs with users whose development is continuously monitored.
Of course, what you will measure and why you measure it should also be related to some
(organizational) strategic goals based on our mission. So if it is possible, first try to measure
things that are your strategic priority.
Also, it is important to know that the duration of the SIMM is not equal to the duration of a
program and project. You often do measurements after the end of the project / program (to
question the long-term effects). So we need to set basic time frame (how long will our activity
last and how long will we monitor, which is most often related to the resources we have at our
disposal.
All information drafted in the Organizational scope part will also help you to briefly present to
other stakeholders (e.g. partners, users and anyone who will potentially be involved in the
development of the framework or later be the subject of the measurement) who you are and
what and why do you plan to measure the social/environmental impact.

Conclusion/takeaways
In addition to basic information about the organization, organizational scoping is essential to set
yourself some basic boundaries of our SIMM framework. Don’t worry, if you don’t know all the
answers in this part, or you aren’t specific enough, jump to next steps, they will help you to
answer this questions later. In addition, you will often go back to some things in this planning
process and revise them (preferably narrow and focus) according to new insights gained trough
steps. Think about why you want to measure social impact and what type of impact you want to
have – social impact (e.g. socio-economic status of people, human health…) or can we also have
an environmental impact, or both socio-economic and environmental etc. This should not be a
problem for you because it largely depends on the mission and activities you are engaged in,
and your key beneficiaries.. If you’re not an organization that primarily deals with ecology, you’re
very likely not going to deal so much with environmental impact, but that certainly doesn’t mean
you’re ignoring that component.

2. Why and what we do / Problem statement
Short intro
After we set some basic boundaries in the Organizational scope part, it’s now time to
identify the problems/needs that we are solving trough our selected organizational
activity. Same as in the projects, the SIMM in our methodology is based on the problem
that we are solving and what we do to tackle this problem trough our activities? If we
know the problem/issue, we should know which values we need to create and have
targeted outcomes to those who are experiencing the problem/needs. We need to
know why we run our program and what problems/needs we tackle.

Who we are
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why
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How will we
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Outputs from this step: Clear statement about the Problem(s) that you are solving

Key concepts and abbreviations:
Problem statement, Problem tree

Content + Tools
Think about the problem(s) that you are solving (or contributing to the solution) trough
organizational activity that you have chosen in Organizational scope. Create a statement about
the specified problem that contains information about what the problem is and who has the
problem. It’s similar to the specific problem definition in the projects. In addition to the what is
the problem and who has the problem, you can add other characteristics that concretize and
more clearly define the problem you are dealing with (geographical features, reach of the
problem etc.). The statement should be short, one or two sentences, You can identify more
problems, but be sure that they are related - there is logical connection and one is not the
cause or consequences of the other, they should be at the same level.
The more you generalize in defining a problem and you define it on some general level, the
harder it will be for you to understand which values you need to create and what outcomes
and impact you want to achieve. Remember, you can’t save the world, focus on the specific
problems you can solve.

If you have hard time in the defining the problem, we suggest you to use some simple tools to
help you define the problem. One of this tools is Problem Tree Analysis. Problem Tree Analysis.
(sometimes called situational analysis or just problem analysis) helps find solutions by mapping
out the anatomy of the problem. It looks upstream at causes and determinants and
downstream at consequences and effects. The tool can help you to break the problem down
into manageable and definable chunks and enables you to have a clearer idea on the
prioritization of issues and objectives, and choosing a problem-solving strategy. Be realistic. We
often want to solve deep, systemic problems, but unfortunately we are limited by resources and
cannot choose the solution strategy we would like. In that case, go down to a lower level, be
more specific, or gain additional resources including other important stakeholders.
Figure: Structure of the Problem Tree Analysis

You can also use another technique - The 5 Whys technique, a simple and effective tool to identify
the root problems. Its primary goal is to find the exact reason that causes a given problem by
asking a sequence of “Why” questions.
You can also add a set of questions which will guide you to better understand the problem, like:
Does this represent the reality?
What are the most serious consequences?
Which causes are easiest / most difficult to address?
Which causes are priorities (for those who are experiencing the problem but also for us an
organization)

Conclusion/takeaways

The better you understand someone's problems, needs, the more likely you are to be able to
respond to them more adequately, and thus you are likely to have a greater outcomes and impact
on them. Your activities should be focused on the very causes of the problem, because in this way
you do not put out the fire but bring a longer-term solution, ie create change and not just meet the
need immediately and satisfy that need in the short term. Understanding the problem is also
crucial in SIMM, so that we can more clearly define the desired outcomes, know how our
interventions create positive / negative, intentional / unintentional values for key stakeholders and
create change, driving to the impact. If you are able, be sure to involve key stakeholders in defining
the problem.

To Do

1. Open the Problem statement part in the tool and write down the Problem statement
2. Once you have defined the problem you are dealing with, check the logic of the problem with
additional questions available in that part.
3. For those who have chosen the advanced version, also fill in a Problem tree part.

3. Who we affect / (Key) Stakeholders map
Short intro
After we have identified the problem we are dealing with, if we haven't already
stakeholders in the previous step, it is necessary to identify the stakeholders who are
primarily covered by this problem, e.g. those who experience this problem or may be key
to solving it. Stakeholders are “Individuals and organizations who are actively involved in
our activities trough which we adress the problem, or whose interests may be positively or
negatively affected as a result of our activities, or they can positively or negatively affect
the activities and solution”. In order to better understand what impact we have, we must
of course first understand who is primarly changing (mostly intentionally but sometimes
unintentionally, positively or negatively) because of our activities. We call this process
Stakeholders identification.
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Outputs from this step: A (key) stakeholder map with a clear link to how the defined problem
(Problem statement) relates to them

Key concepts and abbreviations:
Key stakeholders, identification
Content + Tools
Start by thinking who your stakeholders are, which individuals or organizations are part of your
organizational eco-system and they are related to the identified Problem statement. As part of
this, think of all the people/organizations who are affected by your activities when you are
dealing with identified problem, who have influence or power over it, or have an interest in its
successful or unsuccessful conclusion. Create a stakeholders map. You may now have a list of
people and organizations that are affected by your work when solving identified problem. Some
of these may have the power either to block that work or to advance it. Some may be interested
in what you are doing, while others may not care, so you need to work out who you need to
prioritize.

In the context of measurement, it is very important to identify who our key stakeholders are
because it is not realistic that you will be able to measure the impact on all stakeholders who are
related to the problem.
You can map out your stakeholders, and classify them according to their power over your work
and their interest in it, on a Power/Interest Grid (see figure below), but be sure that they are
linked with mentioned SIMM reasons and Problem statement because they will most likely be
the “target” for you SIMM.
Figure: Power/Interest Grid for Stakeholder Prioritization

Adapted from Mendelow, A.L. (1981). 'Environmental Scanning - The Impact of the Stakeholder
Concept,' ICIS 1981 Proceedings, 20.
For the purpose of our SIMM framework, we are most interested with those who we need to
managed closely - High power, highly interested people/organizations. Our recommendation is
to take only 3.4 key stakeholders in the first deployment of the SIMM framework. Most often,
they are:
- the users/key beneficiaries of our activities, those who are experiencing the problem,
- us as an organization and the people who work on these activities, those who are traying to
solve the problem and learn how to improve the activities/organization in order to bring better
value for invested resources - remember the second and third M in 3M concept,
- those who finance the activities or some other decision makers that are closely related to the
problem and solutions that we deliver.

This does not mean that we neglect or disregard other stakeholder groups. If you have the
resources, you can (and definitely recommend) extend the measurement and impact to other
stakeholders. In particular, try to focus and target you activities on those who are severely
affected by the problems and experience a negative impact, although you may not have
identified them as primary users and key stakeholders.
Once you have identified them, involve them in the whole process of SIMM framework planning.
If you can't get them directly involved in planning the SIMM framework, be sure to involve them
later in checking the "correctness" of what you have planned, especially check the desired
outcomes and impact from their perspective and not just from perspective of your organization.
They are the most important source of data and learning. You’ll involve them on later anyway
when you implement the SIMM framework and start collecting the data from/about them, so
getting them involved as early as possible is actually a buy in card for their later motivation and
understanding of what you want to achieve.
This is also a small logic check - if you in the reasons for the measurement and the Problem
statement identified something that is now not related to identified key stakeholders, you will
most likely have to revise one or the other.

Conclusion/takeaways
As the work you do and the programs, projects you run become more important, you will affect
more and more people/organizations. Stakeholder Management is the process by which you
identify your key stakeholders and win their support. Stakeholder analysis and creating a (Key)
Stakeholders map is the first stage of this, where you identify and start to understand your most
important stakeholders.
The final stage is to get an understanding of what motivates your stakeholders, what value they
need, what are their expectations and how you need to win them around. So don’t think only
from your organizational perspective. Put yourself “in the shoes” of the each stakeholder.
Involve them and check with them what you have identified.
The point is not only in creating greater value for those who are already experiencing positive
effects and outcomes, but the point is also to reduce the negative effects for those who are
experiencing them.
Also important is that if during planning or measurement you notice that the same group of
stakeholders experience completely differently the values we generate through activities, or
their needs differ significantly, you probably need to further segment these group of
Stakeholder (eg People with disabilities -> People with disabilities under 35 years and People
with disabilities over 35...)

In the context of this methodology, it is important to identify the key stakeholders we influence
(either positively or negatively) with our activities, those at which we create values and change
them. In the context of our Methodology and key stakeholders, the 2 key questions we want to
know are Which problem(s) do we solve to the Stakeholders and what is Our impact on the
Stakeholder in order to better understand the values that we need to create for them to
change them and their negative situation.
When you are just starting to plan your SIMM framework, we recommend choosing, up to a
maximum of 4 key stakeholders, (most often they are direct users, employees of our
organization, the organization itself, investors etc.). Since we said that we see SIMM as a
management tool and that with this methodology we want to contribute to the development of
organizations, we recommend that you definitely choose your organization as one of the key
stakeholders, e.g. employees / volunteers in the organization who are primarily involved in
interventions (programs, projects, services etc.) whose impact you measure. When developing
a SIMM framework for the first time, focus on those stakeholders who are more easily
accessible to you (whose problems you know better, who are more accessible to you, for
whom you will not have to use a lot of additional resources to get feedback, etc.) and they are
severely affected by the problems. Make sure that your stakeholders are clearly connected to
the identified Problem statement you are solving.
Here it is important to emphasize that once you arrange the SIMM framework, you extend it to
other stakeholders.

To Do

1. Open the (Key) Stakeholders map part in the tool and write down the (Key) Stakeholders.
2. For each one of them, identify why are they important in the context of our
problem/solution, which specific problem we solve to them and what do they expect.
3. If you have resources, you can expand this to all Stakeholders, not just key ones.

4. How is it suppose to work / Value chain
Short intro

In order to further develop an impact measurement framework for the organization it is
important to know to what extent the change we sought to achieve actually occurred and what
the additional outcomes (with positive and negative values) our activities has generated. Thus,
without defining clear metrics /measures for success of the activity, we will not know what the
outcomes are. Outcomes can be viewed as the effects of our activities and created change. As
in the construction of the foundation for house, the value chain is a theoretical foundation that
helps us measure.
There are a variety of ways of describing the value chain that links the inputs/resources with
the activity we do with the outputs of the activity, and lastly to the whole sequence of
outcomes and impact. Value chains are intended to indicate the addition of the value that
organizational activities maintain and the impact it seeks to achieve.

Key concepts and abbreviations
Value chain (Theory of change), Intervention logic, Outcomes
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Outputs from this step: Value chain (how we create the values) created for each stakeholder

Content + Tools
The concept of Value Chains (VC), first suggested by Michael Porter in 1985, is a strategic
planning and evaluation supporting tool. It was created for the sake of business purposes, but it
can be designed and applied in all types of organizations. Porter’s main idea of is that value
chain is a model of how businesses receive raw materials as input, add value through various
processes, and sell finished products to customers.

In the context of our methodology we just want to understand the following logic:
Stakeholder -> Inputs/Resources -> Activities -> Products/Outputs -> Outcomes -> Impact
or:
1. Who are the (key) stakeholders and what problems do they have…
2. Which Inputs/resources – e.g. people, skills, time, money, knowledge, equipment,
technology, and partners do we use…,
3. In order to run activities – e.g. educating, training, counseling, facilitating, caring,
developing, providing service, delivering products, empowering, representing, lobbying…
which are generating the following outputs/products of the activities (# of people who were
in the education, # of workshops, # curricula developed, # products produced, # provided
hours of service etc. which will create…,
4. .Short term Outcomes – e.g. knowledge, knowhow, skills, awareness about, short-term
experience, insight into something, a solution that opens up opportunities for progress
and if stakeholders will use/implement/embed this it will them/us to the…,
5. Intermediate Outcomes- e.g. where they/we will be more empowered and motivated,
changing the mindset and creating the…,
6. Long term Outcomes – e.g. change in behavior, in attitudes, in practice which will lead us to
the…,
7. Impact – Wellbeing, Disruption in the sector - e.g. change in policy, in socio-economic
situation, in environment conditions, in civic life, in security, in public health, in equal
opportunities, in social just, in distribution of resources, disruption in the whole sector etc.
Value chain helps us in understanding of how the actions of the organization will lead to the
achievement of the intended change - "how to get from point A to point B". Same as Theory of
change, should rely, in as much as possible, on research, assumptions, perceptions or
understanding of the problem that you are solving, and the relationship between the activity
and the outcomes to which the organization aims.
It is actually intervention logic that shows how we use resources to conduct the activities and
create values and achieve outcomes and ultimately have an impact.

For example - an organization that works to prevent drug use among adolescents operates a
telephone helpline to which adolescents can turn for help and assistance. The organization
believes that youths who turn to the helpline will receive counseling that will prevent them from
using drugs, and thus the organization's goal will be achieved - reducing the portion of drug
users among the country’s youth. Another organization working to achieve this goal has chosen
a different intervention model; it conducts workshops in schools where students meet youth
who are struggling with addiction. A third organization working toward the same outcome
invests its efforts in advocacy activities to cancel statutory prison sentences for drug use. In all
three cases the desired result is the same, but the way to achieve it is different.
We approach the Value chain by using "reverse mapping". First, we identify the problem that we
want to tackle – we have done this already. Then, we look for a reliable source for evidence that
help us to understand the issue – who is the target population, what are their needs, what is
missing for their wellbeing. We make an effort to gather data and information that best describe
phenomena and trends within the field. Our next step will be to draw a desirable future and
formulate goals, in relation with our vision and the impact we wish to make. From these goals we
derive the outcomes, or conditions that must be in place for the overarching goals to occur. Be
specific and SMART (Strategic and specific, Measurable and Motivating, Achievable and
Assignable, action oriented, Relevant and Realistic, Time-bound and Trackable) in the Outcomes
definition / and definition of indicators for Outcomes in the next step. Then, we work backwards
– while comparing optional paths of actions and making educated assumptions – and choose
the most effective intervention that in our view should solve the problem, or at least contribute
to its resolution. We now can see the causality between our chosen effort and outcomes.
If you have more than one desired outcomes, put them in the order of importance - remember
that the value of an individual outcome should be viewed primarily from a stakeholder
perspective
and
then
from
our
organizational
perspective.
Balance
the
stakeholders/organizational priority.
In order to help you with the outcomes, we have created a simple table that can guide you in
outcomes definition. Robust and successful organizations invest in these 4 segments, categories:
1. People/knowledge
2. Processes / Operations / Governance
3. Quality
4. Sustainability

Idea behind this is that our SIMM outcomes should also be related to one or more of these
categories. So whenever you want to define the outcome, our desirable change that we want to
create trough our activities, it should be related to these:

People/Knowledge

- knowledge gained
- knowledge used
- change / mindset
- motivation and
satisfaction
- career development
- health, safety
- financial security and
wage relations
…

Processes /
Operations /
Governance

- resource efficiency /
optimization
- management and
governance
- investments in
employees
- transparency
- recognizability of the
organization
…

Quality

Sustainability

- quality of products,
services
- quality of
relationships (with
customers, suppliers,
other stakeholders)
...

- financial sustainability
/ growth
- environmental
- networking

This is only an indicative and not a final list. Basically, outcomes (their indicators) should show
the change in those categories.
Depending on why you started measuring, it will most likely depend on which of these
categories you will have outcomes in. E.g. if you wanted to see how a particular service you
provide as an organization affects service users, then you will have key stakeholders Service
users and outcomes and indicators that you need to monitor primarily in the People /
Knowledge category. If you also wanted to see how this service providing impacts the people
who are running this activity – your employees who are providing this service, then you will have
a key stakeholders Employees in the organization and again outcomes will be related more to
the People/Knowledge. But, if you also want to improve the quality of the service that you
provide trough SIMM framework, then in addition to the already mentioned stakeholders, you
will set up the organization as a key stakeholder and potentially define outcomes that are in the
category of processes, service quality and customer relations and sustainability (e.g. financial)
because they could be related to the quality of service that you provide. You can clearly see that
on our example in practical tool.

For those who want to be sure, it is recommended to check the outcomes with the stakeholders,
those who were not directly involved in the planning process. We are seeking confirmation that
something has been identified as relevant (eg the users themselves mention it as a
problem/need, it has been identified in some research, it is established in social practices, your
project tender mentions it, etc.). But that is not enough to say that it is necessary to achieve that
outcome because due to the large number of potential outcomes, we need to focus on what is
really valuable, significant (often it has a greater value, it is recognized as more important, more
priority than other things) to us and the stakeholders. The best way, you already know that, is to
ask the stakeholders. The technique we recommend (if you have that option) is a semistructured interview. Define a smaller sample, eg 10 respondents. Present to them what you are
doing (planning a SIMM), the problems concerning them you have identified that you are trying
to solve, and the outcomes you want to achieve. The point is, through open-ended questions, to
confirm the importance of these problems and effects that you have identified and to rank them
in order of importance as they perceive them (e.g. present them outcomes and let them to rank
them in order of importance). It is also very important that through an open conversation you
allow them to express some problems or expectations that you have not potentially defined. If
the same story and not identified problems, needs and outcomes are repeated in multiple
respondents, the identified outcomes need to be revised, and perhaps the complete value chain
if you missed the primary issues/problems to be addressed.
The journey we chose to make from point A, e.g. the problem, to point B, e.g. the solution, or our
impact, is our Value chain. Keep it simple, be visual. You can see a nice example here.
This is also a logic check – you need to check if the activities that you were running or planed to
run are leading to the desired outcomes, goals and impact. If not, you need to change
something, and believe us, it is time and logical to change and redesign your activities, projects,
programs, services.

Conclusion/takeaways

It is necessary to analyze each stakeholder separately, because activities towards stakeholders
differ and so do the values and outcomes we bring to them. Value chain is actually a
representation of how through our activities we create value, the outcomes for the stakeholder,
(which in its duration can be short-term, medium-term, long-term) which will lead us to the
impact. It is important to identify both positive and negative outcomes. If you can’t already
recognize if something is a short-term or long-term outcomes, it’s important to put them in
some clear logical chronological order. The outcomes must be clearly defined, concrete and
there must be a clear link with the goals we have set for ourselves to achieve. In order to avoid
pure assumptions, involve stakeholders (remember Involve stakeholders principle) in planning to
make these assumptions very likely correct.

Also use as many sources of information as possible (your previous measurements, evaluations,
user monitoring, strategies, projects, research, and all other primary and secondary data
sources) that will confirm or make the value chain more concrete and credible to you. It will also
help you to more precisely determine the base line, the initial state from which you start to
measure and in some way guide you what are the realistic expectations, outcomes you can
generate.

To Do

1. Create a value chain for each of the key stakeholders / fill in the Value chain part in the tool –
try to do this in the reverse order – From desired impact to goals and outcomes and so on.
2. Review and logically check other parts (previous steps) of the framework if they are inline
with new insights.
3. Those who opted for an Advance version of the SIMM framework, fill in the Outcomes check
in order to understand which Outcomes are most important.

5. How will we measure it / Outcomes plan
Short intro

Once we have identified and checked the outcomes, it is necessary to define both their clear
indicators and (ways of collecting) the evidence of fulfillment. Indicators are nothing if they do
not indicate the desired achievement or progress to it and they have no attributed value. We
need to set Key Performance Indicators (KPIs). KPIs are the critical (key) indicators of progress
toward an intended result, change. They are qualitative and quantitative measures for the
assessment of performance, progress and impact of an organization. If analyzed within a
comprehensive framework, KPIs and targets can provide useful information about the
performance, underline strengths and weaknesses, as well as elements to improve, and highlight
the crucial points. On the basis of outcomes KPIs and target indicators, the most appropriate
channels and tools for data collection will be identified. In this section we will again reflect on
which kind of indicators and related data collection channels can help develop appropriate
frameworks for the evaluation of the social impact of CSOs’ activities.
Who we are

What we do &
why

Who we affect

How is it
suppose to work

How will we
measure it

How will we
report

Outputs from this step: Clear definition of outcomes and related KPIs with targets for each of the
Outcomes

Key concepts and abbreviations
Performance, outcomes, indicators, measure, management, evaluation, data, analysis

Content + Tools
Why are indicators important for SIMM? Indicators can be either quantitative or qualitative, setting
the scale or dimension of the element to be measured, such as number or percentage of people.
Proper evaluation/monitoring requires the use of a set of different indicators, distinguishing
between output indicators and outcomes indicators.
Output indicators: referring to quantity and quality of resources/services produced, they can show
some results since the earlier stages of the project – these are classic indicators that organizations
report on their projects (funded, for example, from EU funds).
In the context of SIMM, we are much more interested in indicators at the level of outcomes and
impact, because the number of trainings, new programs, users per workshop, etc. does not have to
say anything about the real effects of what we did (e.g. we could have hundreds in workshops).
participants, but if they did not use this acquired knowledge to change, improve the situation, we
have practically generated only a short effect in the context of additional knowledge that will
disappear soon if not applied. As we said in the previous step, your outcomes and related KPIs with
target indicators should be in one of these categories:

People/Knowledge

- knowledge gained
- knowledge used
- change / mindset
- motivation and
satisfaction
- career development
- health, safety
- financial security and
wage relations
…

Processes /
Operations /
Governance

- resource efficiency /
optimization
- management and
governance
- investments in
employees
- transparency
- recognizability of the
organization
…

Quality

Sustainability

- quality of products,
services
- quality of relationships
(with customers,
suppliers, other
stakeholders)
...

- financial sustainability
/ growth
- environmental
- networking

We need to set the KPIs. Thus, considering the diversified nature of data, one single KPI alone will
not be able to transmit the whole picture. Therefore, it is fundamental to place your KPIs within a
whole framework that you are developing. Again, a logical connection with everything is needed. In
order to help you with the indicator, here is a overview of two sets of criteria for KPIs.
Figure: Two sets of criteria that will help you define your KPIs (Klipfolio, n.d.) (EEA, 2021):

Targets indicate the value to be reached by a certain period, which represents a serious challenge
within a results-based management. Indeed, if on the one hand targets should be realistic, on the
other hand they should be ambitious enough to encourage people to do their best to meet them
(EEA, 2021). Targets can be directly integrated in the KPIs
Which elements can help identify targets? (EEA, 2021):
1. Historical trends: to identify specific patterns of change in performance indicators by analysing
reports/ records/ statistics
2. Expert judgements: invite experts to share their opinions in relation to specific contexts or
indicators
3. Research findings: Literature and research finding can help you set realistic targets
4. Stakeholder expectations: involve key-stakeholders to better understand their needs and
expectations
5. Achievement of similar programs: compare with other programs to understand the rate of
change that may be expected in similar circumstances. Etc.

Targets can be directly integrated in the KPIs. Lets see the simple comparison in a following overview:

Desired Outcome

Increased financial
sustainability of the
organization by 20% in
next 3 years

Indicator

- Increase in revenues
from activities of the
organization
-…

KPIs with target

Trashold

- Increase in revenues
from market activities
(providing service on the
market) by at least 10%
compared to the
previous year

- If we don’t achieve at
least 5% increase from
market activities in each
year, we should…

If we set only the indicator without the KPI, we could have 10 EUR more in revenues in comparison
to the previous year and we could say that we are moving to the desired Outcome, but in the
reality this is far from truth or our desired goal of increase for 20%. You can even set the trasholds
– if this happens, what will we do, what decision we need to do to create a change.
Data collection is fundamental for proper implementation, monitoring and reporting. When
defining KPIs and targets, immediately think about how to collect data that will prove them. So we
need to plan and know:
- type of data we need as evidence
- the channels of collection
- the frequency of collection.
Do not overburden those from whom you collect the data but also those who collect it.
Of course, for the whole time we need to think about the resources that we have, for data
collection also.
For those who want to know more, read further about the potential Diminishing factors. Even
when we have clearly defined and confirmed the outcomes and related KPIs/targets, the fact is
that they lose intensity over time (e.g. not the same effect in people who have just left a program
compared to those who were in the program and our intervention 2, 3 years ago). Meanwhile, or
already during our intervention, there was very likely to be the influence of both other
stakeholders and external factors on a key stakeholder that we need to consider when we want to
talk about how much something is to our credit, how much we contributed to the change and
which impact did we have.

This, along with monetizing effects, is also the most complex and uncertain part of the process.
For the purposes of this methodology, we will focus on first identifying who/what is affecting
stakeholders other than you and assessing how the outcomes and impact diminish over time.
Diminishing decreasing factors are subtracted (and are often expressed as percentages) from the
total value of the effect you are creating. Despite different approaches and methodologies,
different names of these factors, these factors can be classified into the following groups:
Deadweight - The causes are systemic or of unknown source
Displacement - What activity could we displace? / Assess how much the effect has replaced
other effects. For example, if our activities prevent people from experiencing the same /
similar changes elsewhere, we should consider this
Attribution - Who else could contribute to the change? / Assess how many effects are caused
by the contribution of other organizations or people. It is unlikely that our activities have only
contributed to change
Drop-off - Will the outcome drop off in future years? / Decrease in effect with the passage of
time
If you want to know/show more clearly what and what is the level of your impact is, it would be a
good to include these factors into your SIMM framework. They can often be defined based on
some research (external, or based on your long-term monitoring of users) or standards in the
sector or industry. Although expressed in percentages, in the absence of relevant research or
evidence, they are often a mix of objective and subjective assessment by the organizations
conducting the measurement, that should be based on inputs of the stakeholders over whom we
are conducting the measurement in order to be more precise. Therefore, you should ask yourself
and your stakeholders to assess the level of these factors. If you are interested in learning more
about these factors and monetizing the effects, you can learn more in the SROI methodology.
First of all, it is important for us to identify them, and if you are able (you have enough resources,
evidence, research), be sure to try and specify them in % of value. You may find that you have
pronounced short-term outcomes that unfortunately decline very quickly over time. From which
you can further question why this is so and try to define a strategy and approach (change
activities, or add some new, improve processes ...) to the effects last longer and become longterm. Remember, SIMM is actually a constant learning opportunity and potentially never-ending
process.

Conclusion/takeaways
Well-defined KPIs, analyzed within a broader evaluation framework can help overcome biased
interpretations and vested interests, providing empirical evidence on program performance and
impact that can help engage stakeholders’ future planning and activities implementation. They need to
be SMART. KPIs must strategically address your activity and they must prove that you are effectively
going in the desired direction, achieving outcomes, towards the change you have set for your
stakeholders. When you are in the process of setting indicators, in parallel take into account what
evidence needs to be collected and what are the techniques and channels for collecting evidence. The
point is that the SIMM should be integrated into organizational processes and that if at all possible
then the processes for gathering evidence will be integrated into the usual communication with
stakeholders, or for example into project activities. Collect data regularly (which doesn’t mean you have
to question stakeholders constantly) and analyze them in order to learn and make decisions on
operational/activity/strategic level. Define clearly the frequency and channels of communication with
them (e.g. at the team level it is monthly, at the level of the user receiving the service it can be 1
monthly or less often etc.), depending on who you collect this data from and to whom you have to
report. Don’t overload them. When collecting evidence, it is important to clearly define what is being
collected, what are the collection channels and what is the frequency and scope (reference and real
sample).

To Do
1. Set the SMART indicators/KPIs/targets for your outcomes – fill in the Outcomes plan part of the tool
2. For those who opted for advanced version of the SIMM framework, fill in the Diminishing factors part
in the tool.

6. How will we report / Reporting

Short intro

In the basic concepts we already said that Reporting can be divided into two basic types - internal
and external and it is characterized by practically three interdependent questions you need to
know:
to whom you report and what is the goal of reporting, wanted message
what is the level of detail and frequency or reporting
what is the focus and what is important to whom
The scope and structure of the report is often determined by the audience you are reporting to.
Preferably, it is a visualized picture of what you have learned through the SIMM, showing the
impact on the desirable stakeholders, accompanied by recommendations and further steps.
Who we are

What we do &
why

Who we affect

How is it
suppose to work

How will we
measure it

How will we
report

Outputs from this step: Basic draft of the Reporting plan and report structure

Key concepts and abbreviations
Reports, internal-external reporting, decision making
Content + Tools
Reporting is the presentation of monitoring activities, through the involvement of different actors,
across various cycles and at different levels. with the report we want to show to the public
(external reporting) what vales we create to whom and what is our impact.

The way of presenting results to different stakeholders is an important aspect. The following
elements should be considered (EEA, 2021):
The report includes all relevant questions according to their level of priority;
All the findings, conclusions and recommendations are presented in a logical and coherent
way;
Each recommendation is tailored to specific stakeholders;
The methodology is described precisely;
Several sources of data and information are available to validate findings;
The report is impartial and contains useful recommendations, tailored to the identified
problems.
Here is a general list of key principles for proper reporting (Ministero del lavoro e delle politiche
sociali, 2019):

You can structure your report in a way that shortly you describe the basic technical information an
the reasons why you started with the SIMM you have them in the Organizational scope part. Sure,
you need to describe who are your (key) Stakeholders on which you have an impact. Then you can
visualize key findings and learnings that you got by analyzing the data. It is nice to see
recommendations in the reports and some steps you plan to take based on what you have learned
through measurement. Sure

Reporting is also the basis for decision making. Remember, the point of SIMM is not only in the
reporting about our impact – it’s important that we learn and create decisions (operational,
program, strategic level) based on the collected data and analysis.

Conclusion/takeaways
If you take a closer look at the above items, you will see that in fact through reporting you have to
cover and explain all aspects of the already mentioned 8 principles of SIMM, of course taking into
account to whom and how you will convey this information to a particular audience. Remember,
sometimes less is more - a good 2, 3 page infographic is worth more than a 100 page report that
probably no one will read (unless they are investors, researchers, decision makers, etc.).

To Do

1. Set a small reporting plan - fill in the Reporting part of the tool

Implementation of the SIMM framework
Your work is not done. It’s time to test and implement what you’ve invented – it’s time to put
your SIMM framework in action. In this chapter you can read about basic guidelines for
implementing the SIMM framework in an organization. The assumption is that if you had the
green light to plan a SIMM framework, then management should support you in implementing
that framework as well. This practically moves you from the first phase of the SIMM cycle to the
next phase - data collection.
Once you have developed the SIMM framework, you need to see the steps and define the
responsibilities in its implementation. In practice, it would be good to define who is the person
responsible for implementing the framework in the organization. It would be best if that person
was practically chosen even before the planning phase itself as well as the persons who will be
in charge of data collection. We are not talking here that one person needs to collect all the
data, for example, but we need to have somebody who is responsible for coordinating the
whole process and delegating the tasks.
Once you have defined who coordinates the entire process, you need to see which processes
and activities within the organization are affected by the measurement. The Outcomes plan you
created in the practical part will help you with this. Depending on which organizational activity is
monitored and measured, it is also clear who will be involved in collecting this data - most often
those who carry out these activities. In the Outcomes plan you have clearly defined desired
outcomes and related indicators/KPIs and also a description about the type of data and
techniques and channels for collecting the data. Therefore, for those who will be in charge of
monitoring and collecting data, clearly define and present which data should be collected and
how it will work, through which channels (evaluation sheets, user cards, interviews, etc.). As
already mentioned, try to collect data through already established channels (e.g. in project
activities you have other activities where you can collect data that is important to you for the
SIMM framework).

Figure: Data collecting planning tool:
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After you collected all the important data that you defined, it’s now time to analyze the data and
report in order to make decisions. So, you analyze the data you got by measuring, and depending
on why you started measuring, you make decisions. Someone will just aggregate analyzed data and
trough visualized report inform the general public about the value you create, and someone will
change the organization (eg within the four proposed categories - people, processes,
management, quality, sustainability) so that in the future, the next iterations of activities deliver
more value for money - remember the third M in the 3M concept. What you want to learn and how
you will learn how to make decisions depends on the reasons you started the measurement and
how you defined the effects and indicators. Recall the chapter in which we talked about reporting.
Data collection and analysis can be much more frequent, especially if the stakeholders you are in
constant contact with and monitor regularly. This will allow you to make primarily operational
decisions and changes that will consequently lead to some strategic decisions, so you will manage
the organization and the impact more closely. If you have the resources and it is important for you
to respond promptly to potential problems and create more value, be sure to take advantage of it.

Implementing the SIMM framework and reporting are therefore not final actions and the only
thing you can do. Based on the measurement, learn, revise the SIMM framework itself and start
a new iteration of measurement and reporting in order to create the greater value for invested
resources in the future. It's a neverending story that you will start to like and appreciate, as well
as the stakeholders around you, and ultimately the community which will recognize your
impact.

A call to action
Get in touch with us. You can do this in different ways:
1. Send us a feedback about the Manual and practical tool
2. Develop your own SIMM framework using the manual and tool and share it with us in order to
gain insights
3. Implement the SIMM framework that you developed and share your learning about the
process of implementation and about findings from your measurement.
4.Ask questions about SIMM
Share with us the SIMM knowledge and experience you have. It is valuable for us to improve this
manual and tools, but also for our own learning.
Contact form/ways:
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