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AGENDA

09.00 -09.10 Introduction
09.10-09.40 Accounting for impact

| . 09.40 - 09.55 Activity |
T 09.55-10.15 Discussion |
10.15-10.30 Break
T 10.30-11.00 Measuring & demonstrating impact
11.00-11.20 Activity I
e 11.20-11.45 Discussion Il
11.45-12.00 Outro
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DEVELOPMENTS IN THE SOCIAL SECTOR

= Increasing demands for transparency about ...
= fundraising
= spending
= achievements with entrusted resources
= governance
= Performance-based public funding

= Manftra of “impact”

© ST
o O,
> esey, .
o7 We
2G5

e
RS

‘;/(‘

Sezez’’ O
S 1000



How prominent is the
term impact within VZC?



Impact relates to “the positive and
negative, primary and secondary
long-term effecis produced by a

development intervention, directly or
indirectly, infended and unintended”

(Ebrahim, 2019, p. 15)
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ACCOUNTING FOR IMPACT

Many organisations measure their impact and disclose the
results on their websites, in dedicated impact reports, or as
part of their annual reporis

v

Increasing importance of accounting
in mission-driven organisations




WHAT DO WE MEAN BY ACCOUNTING

Structured and methodical practice of
systematically fracking, quantifying,
reporting/demonstrating the progress toward
achieving the missions and objectives of an

organization. It serves as the “language of
accountability”, enabling mission-driven
organizations to demonstrate the
transformative power of their actions.
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an organization’s
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ACCOUNTING AS AN EMPOWERING DEVICE

Accounting creates “a quite ... it facilitates communication
particular visibility in the and “by communicating reality,
organisation, making things visible we construct reality”
that otherwise would not be. (...)"
Hopwood (1990) (Hines, 1988)

Accounting is an engine “involved in
luring actors into doing new things by
their ability to inspire them to ask new

questions and to see new opportunities
(Revellino & Mouritsen, 2015)
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ACCOUNTING FOR IMPACT

Increased public inferest in accounting for impact

Transparency

= Responsibility & accountability

= Directing behavior & informing decisions

= Coordinatfion in inter-organizational relationships & networks
= Legitimacy

= Trust



NUMBERS' “AURA” OF OBJECTIVITY AND RIGOUR ...
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NUMBERS' “AURA” OF OBJECTIVITY AND RIGOUR ...

“How are we to account for
the current prestige and
power of quantitative
methodse The usual answer is

that quantification is seen as
desirable [...] as a resulf of its
successes in the study of
nature” (Porter, 1995)

Trust in
Numbers

The Pursuit of
Objectivity in Science
and Public Life

Theodore
M. 'Porter
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. AND THEIR ROLE IN EVALUATION ...

“What gefs measured gefts
done and you get what you
measure”




. AND PERSUASION

“I think one part around donors is they like numbers.
[...] They want to know how many individuals and
how many participants, and what are the numbers
that programme is going to potentially change
behaviour [...]

So [funding] applications, we're very clear .... here
are the numbers .... because we know that's what
[they] want to see”. (Manager NGO)

O’Leary & Smith (2020): Moments of resistance: An internally persuasive view of performance and impact reports in non-governmental organizations



ACCOUNTING FOR SOCIAL PERFORMANCE

— Logic Model

direct products of program
activities quantified via

volume-of-work metrics

lasting changes in the
lives of individuals

level

lasting results achieved at
a community or societal

Inputs

= funds
= equipment and supplies

= knowledge and technical
expertise

Activities

= basic needs delivery,
such as food and shelter

= service delivery, such
as job training and
counseling

* infrastructure construction,
such as transportation

—

Outputs
Results: immediate

= people fed, housed, or
treated

= people trained or educated

= roads built and goods
transported to market

Outcomes
Results: medium- and long-term

(measured for individuals)

—

Impacts

Results: effects on root causes,
sustained significant change
improved quality of lifl = sustained drop in poverty
health, educational (or obesity, illiteracy, etc.)
attainment, etc. = improvements in human
increased incomes ® development indicators

(measured in terms of
communities, populations, or
ecosystems)

Organisational level results

Ebrahim & Rangang 2014: What Impact? A Framework for Measuring the Scale and Scope of Social Performance

» Social change




ACCOUNTING FOR SOCIAL PERFORMANCE

“But does that actually

work for all
organizationsg”

"Organizations should be able
to demonstrate results in

solving societal problems far
down the logic chain”

— Logic Model

= equipment and supplies

= knowledge and technical
expertise

such as food and shelter
= service delivery, such

as job training and

counseling

treated
= people trained or educated
= roads built and goods

Inputs — Activities —_— Outputs —_— Outcomes —_— Impacts
Results: immediate Results: medium- and long-term Results: effects on root causes,
sustained significant change
= funds = basic needs delivery, * people fed, housed, or = improved quality of lifl = sustained drop in poverty

health, educational

attainment, etc. = improvements in human
increased incomes ® development indicators

(or obesity, illiteracy, etc.)

transported to market ;
(measured in terms of

communities, populations, or
ecosystems)

* infrastructure construction, (measured for individuals)

such as transportation

Organisational level results —> Social change

Ebrahim & Rangang 2014: What Impact? A Framework for Measuring the Scale and Scope of Social Performance




ACCOUNTING FOR SOCIAL PERFORMANCE - LINKING
MEASUREMENT TO ORGANISATIONAL STRATEGY

High

Risk of using
oversimplified

Emergent Strategy Ecosystem Strategy \

» Complex causal logic + Complex, complicated “W”.Lh few
+ Focused interventions causal logic exceptions, most

» Accounting for » Portfolio of interventions OngﬂiZClﬁOﬂS will
adaptation > Accounting for

orchestration

models for
program
evaluation

not be able to
exert such control
[...] when their

. work requires
Niche Strategy Integrated Strategy complex theories

» Linear, causal logic + Linear, complicated of chcmge.”
« Focused interventions causal logic k /
» Accounting for + Portfolio of interventions
standardization > Accounting for
coordination

Uncertainty
(about cause-effect)

Low

Low Controllability High
(over outcomes) S

Ebrahim (2019): Measuring social change



ACCOUNTING FOR SOCIAL PERFORMANCE

impact manifests over time
and is best measured at the

level of communities,

— Logic Model populations or ecosystems
Inputs _— Activities _— Outputs R — Outcomes —_— Impacts T
Results: immediate Results: medium- and long-term Results: effects on root causes,
sustained significant change
= funds = basic needs delivery, = people fed, housed, or = improved quality of life, = sustained drop in poverty
*  equipment and supplies such as food and shelter treated health, educational (or obesity, illiteracy, etc.)
*  knowledge and technical = service delivery, such = people trained or educated attainment, etc. = improvements in human
expertise as job training and *  roads built and goods * increased incomes development indicators
counseling transported to market o )
» infrastructure construction, (measured for individuals) (measured in terms of
such as transportation communities, populations, or
ecosystems)

iv

Organizations operating “in a niche should measure their outputs, and sometimes  “Funders that operate higher
their outcomes, within that niche” (p. 136) up in the ecosystem should
measure impacts at a
societal level” (p. 136)

Ebrahim & Rangang 2014: What Impact? A Framework for Measuring the Scale and Scope of Social Performance




ACCOUNTING FOR SOCIAL PERFORMANCE - CRITERIA FOR
“GOOD"” MEASURES

E&,D Goal congruent f\ \ Accurate
m Contirollable O Understandable

Cost effective

Merchant, K. A. (2006): Measuring general managers' performances: Market, accounting and combination-of-measures systems. Accounting, Auditing & Accountability Journal, 19(6), 893-917.




CHALLENGES WITH IMPACT MEASUREMENT AND REPORTING

= Challenge to produce high-quality measures
= “Impact” as omnipresent but ambiguous notion of non-financial performance
= subject to demands from multiple stakeholders

= |simpact a “hembig”? (Yang et al. 2021) - Hegemonic, ambiguous, big concept

“scientific concept characterised by its broad scope and ambiguous meanings, which at
the same time and somewhat paradoxically, through its dominance crowds out other less
fashionable concepts or prevents the development of a more precise terminology”
(Alvesson and Sandberg, 2020, p. 3)¢

= Discussion about the meaningfulness of impact reports




“Disclosure, disclosure everywhere,
We shout with all our might;

Disclosure, disclosure everywhere,

nor any change in sight.”

(Dillard & Vinnari, 2019; referring to sustainability reporting)




IMPACT REPORTING AND THE RISK OF "DECOUPLING” ...

“decoupling enables organizations to
maintain standardized, legitimating, formal
structures, while their activities vary in
response to practical considerations.”

(Meyer & Rowan, 1977)



... IMPRESSION MANAGEMENT ...

organisations disclose information in
ways that operate o manage the
perceplions of their stakeholders and to
win a favorable impression from others



. AND MEASUREMENT FIXATION

TYRANNY

of |lil

METRICS =

* kX kk H
JERRY Z. MULL

“Today, organizations of all kinds are
ruled by the belief that the path fo
success is quantifying human
performance, publicizing the resulfs [...]
we've gone from measuring
performance to fixating on measuring
itself. The result is a fyranny of metrics that
threatens the quality of our lives and
most important institutions.”




CURRENT TRENDS AROUND IMPACT MEASUREMENT

= From post-program evaluation to more mid-course correction & learning:
Combining measures that help to refine and improve short-term initiatives while
keeping sight of the long-term goals

= More timely and forward-looking approach to working with information that
enables ongoing improvement

= More formal practices associated with strategic planning
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LINKING IMPACT MEASUREMENT TO STRATEGY

Value Proposition
What do we seek to achieve?

What needs
Which clients?

Social Change Model
How will we bring about change@¢

Accountability
How will we hold our feet to the firee

+ Theory of change
*+ Logic model

e Forwhat?
« Towhome@e

Performance System
What capacities do we need to deliver
resultse

Learning to improve perf. QT:
Organizing for interdep. “{sped”

Ebrahim (2019), Measuring social change, p. 192



LINKING IMPACT MEASUREMENT TO STRATEGY

The Mission

The Mission rather than the financial/shareholder
objectives drives the organization’s strategy.

“If we succeed, how
will we look to our
financial donors?”

Kaplan & Norton (2001)

“To achieve our vision,
how must we look to our
customers/recipients?”

“To satisfy our customers,
financial donors, and mission,
at which business
processes must we excel?”

“To achieve our vision, how must
our people learn, communicate,
and work together?”




LINKING IMPACT MEASUREMENT TO STRATEGY

+One-of-a-kind sustainable and inclusive cocoa supply chain
+Combining multiple breakthrough innovations -Disrupting the traditional cocoa paradigm

Positive i .
ositvelimpact Lasting business value for all the

outcomes Improved livelihoods for farmers, Sustainable conservation and
players in the supply chain opportunities for employment, regeneration of productive
and local SME development peatland, increasing CO: capture
____________________________________________________________________ A R AR
Ve
OFFTAKERS INVESTORS/FUNDERS OTHER STAKEHOLDERS EXISTING LAND “OWNERS”
BRANDS, TRADERS, PROCESSORS GHS, OTHERS GOVERNMENT, COMMUNITY GHS, OUTGROWERS
Secure high-quality, Obtain returns with Promote sustainable Grow cocoa,
- traceable, and reliable social impact and preservation of unlocking the full
alue for

supply of cocoa, meeting
defined specs.

create a platform for
future growth.

peatland and rural
livelihoods, and

potential of the land.
stakeholders

Be a leader in A regional development.
sustainable and
inclusive cocoa sourcing.
H HOLISTIC
TECHNICAL,
LINKAGES AGRONOMIC, AND
TO MARKET INNOVATIVE INCLUSIVE COCOA IP GENERATION FOR ENVIRONMENTAL
AND INPUTS SUPPLY FUNDING VALUE CHAIN FUTURE GROWTH INNOVATION
Select and broker Attract different Develop a Package the Develop and
Sustainable long-term types of funders streamlined and knowledge implement the
andl ti g ts/ and investors with | highly productive | generated in Riau holistic
processes relationships with different ROI inclusive cocoa to be replicated in innovation
offtakers, key expectations. value chain. similar supply package.
input providers, chains across the
and institutions. region. Create
conservation area
and promote
ecotourism.

INNOVATIVE ORGANIZATIONAL MODEL PARTNERSHIPS RESEARCH & DEVELOPMENT
Key A highly professionalized Build trust and develop Explore and pilot new
enablers and organizational structure at all agreements with key technologies and approaches to
resources

levels: farms, postharvest,
commercialization,

partnerships, etc.
Kaplan & McMillan (2021): Reimagining the Balanced Scorecard for the ESG Era. Harvard Business Review (Digital Articles)

stakeholders: government, NGOs,
environment, university, donors,
philanthropy, etc.

and re

enhance the quality, productivity,

silience of cocoa

production.




ACCOUNTING AS THE
“LANGUAGE OF ACCOUNTABILITY"
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Accountability
Being ‘held responsible’ by others & ‘taking responsibility’ for oneself
Internal accountability

ACCOUNTING FOR IMPACT - ACCOUNTABILITY

Organizational identity
(internal responsibility for

Downward accountability
mission-led goals)

Upward accountability
Beneficiaries, indirectly

impacted communities
and regions

Funders, regulators,
governments

Usual reporting focus
> How to balance different modes of accountability through impact measurement?

Yang & Northcott (2018): Unveiling the role of identity accountability in shaping charity outcome measurement practices
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Activity |

What role does/can/should impact
measurement play at VZC/Testbed
and who is it fore
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