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This sort of deep collaboration, which requires many robust discussions and an increased understanding of what 
all parties are looking to achieve, is indicative of a maturing within the social development sector. As this sector 
increasingly professionalises, I anticipate many more effective collaborations, not only between implementors and 
social investors, but between government and a multitude of other stakeholders who have realised that the social 
development sector is a prerequisite to our nation's success. 
  
In the collaborative sessions, it was clear that both social investors and implementing organisations were 
ultimately aiming at the same end goal. Once they understood each other’s environments better, they could 
identify clear synergies in terms of the requirements and expectations on how to achieve the desired social 
impact. 
  
This Impact Management Reporting Guideline represents the first step in a much bigger task of aligning an entire 
sector's impact management. This mammoth task will not be possible without the support and inputs from all 
stakeholders within the social development landscape.

It was with this in mind that the Nation Builder community embarked on a journey that sought to define 
a best practice guideline around reporting on social impact. This project saw the coming together of 
non-profit organisations (implementing organisations) and social investors from across the country, to 
collaborate on a shared solution that meets both parties' requirements. This type of cross-sector 
collaboration, which took over 18 months of input and hard work from the community, is a first-of-its-
kind project where all parties were on a level footing and contributed extensively to the development of 
the final Guideline. 

The social development sector is an integral part of our country’s economic and social growth plan. We rely 
heavily on this sector to reduce the number of people who fall through the cracks of our social fabric. The needs 
in our country, however, outweigh the available support and we therefore require well-thought-through and 
strategic interventions that achieve the greatest possible long-term impact. 

Peter Drucker rightly said, “If you can’t measure it, you can’t improve it.” Many not-for-profits and social 
investment entities have therefore taken steps to start measuring and quantifying their social impact. The 
objective is to gain better insights into how the greatest impact can be achieved and to adjust the approach 
accordingly. This will help to ensure maximum impact and long-term sustainability for the people being served.  

The indicators, as well as the manner in which these measurements are currently performed, are so varied that it 
makes it almost impossible to compare and determine which approaches accomplish the best results. This limits 
progress and the development of effective strategies based on quantifiable data, while also hindering a national 
view on where support is still needed.

FOREWORD

I, therefore, urge you to engage in the conversation, utilise the Guideline 
and work together with this incredible community of implementing 
organisations and social investors. We have the potential to achieve a united 
approach on how we recognise the efficiencies, and also best deal with the 
inefficiencies, which we have within our beloved country’s social fabric. 
  
Keri-Leigh Paschal 
Executive Trustee  
Nation Builder



COLLABORATION 
PARTNERS

This Guideline has been made possible through collaboration and input from the following social investors and 
implementing organisations:

Nation Builder inspires and equips the business community to lead in sustainable social change. This Mergon 
initiative, established in 2008, facilitates cross-sector collaboration between social investors and implementing 
organisations to effectively co-create solutions that ensure greatest social impact. Nation Builder chose to fund 
and drive this project because our community recognised the need for best practice guidelines in this area and we 
see Impact Reporting as a critical tool that can assist organisations to deliver greatest impact.

Join the Nation Builder conversation on LinkedIn, Facebook, Twitter, and Instagram. 
www.proudnationbuilder.co.za

The National Steering Committee on Impact Reporting was composed of various implementing organisations and 
social investors, each represented in the Nation Builder Community in South Africa. These stakeholders and 
partners met frequently to provide input, support and guidance, towards the creation of this Guideline document. 

NAT ION BUILDER

NAT IONAL STEERING COMMITTEE ON IMPACT REPORT ING

Relativ is an impact research and advisory firm that supports purpose-driven organisations on their journeys to 
achieve significant impact. Relativ is a Nation Builder Collab Community partner and Director, Gabrielle 
Habberton, was appointed as the lead researcher on this collaborative project.  

www.relativimpact.com

RELAT I V

https://www.linkedin.com/company/nationbuildersouthafrica/?viewAsMember=true
https://www.facebook.com/ProudNationBuilder/
https://twitter.com/buildSA
https://www.instagram.com/proudnationbuilder/
https://www.proudnationbuilder.co.za/
http://www.relativimpact.com


COLLABORATION 
PARTNERS

Nation Builder Collabs are gatherings of leading social investment and implementation practitioners operating in the 
Western Cape, Gauteng and KZN. These Collabs offer a safe space where our community can meet to discuss their 
challenges, explore possible solutions and collaborate for effective social impact. In the context of this research, 
implementing organisations and social investors engaged on and debated the various topics that were identified by 
the steering committee and assisted in providing context from practical, on-the-ground experiences. Our Collab 
partners shaped this Impact Management Reporting Guideline, and this publication is a true reflection of the collective 
views, expertise and insights gleaned from the Nation Builder community. 

COLLABS
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IMPACT REPORTING IN CONTEXT02

Impact reporting occurs within the context of funding partnerships, operating as a key communication vehicle 
within partnership life cycles. As such, impact reporting is both a function of and an enabler of the other 
interconnected steps within funding partnership processes.  

To assist you in reporting effectively on your impact, we have developed a mock social impact report and social 
impact reporting template, as well as a mock financial report and financial reporting template. See Appendix A. 

Figure 1 below provides an overview of the partnership process, followed by a more detailed description, tips and 
guidelines of good practice in each phase:

FIGURE 1: PARTNERSHIP PROCESS

https://www.dropbox.com/s/adc504drapiznuz/Mock%20Social%20Impact%20Report.pdf?dl=0
https://www.dropbox.com/s/r6njuu8vu6ku5x1/Social%20Impact%20Reporting%20Template.docx?dl=0
https://www.dropbox.com/s/r6njuu8vu6ku5x1/Social%20Impact%20Reporting%20Template.docx?dl=0
https://www.dropbox.com/s/zw4tpofylcxd0ga/Mock%20Financial%20Report.xlsx?dl=0
https://www.dropbox.com/s/f3e0g53fc5sinpz/Financial%20Reporting%20Template.xlsx?dl=0
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1. INTERNAL STRATEGIC PLANNING PHASE

Define your purpose, requirements and impact objectives

Conduct research and develop a responsive strategy (at organisational and/or programme level) to guide 
partnership decisions and actions.  
Develop clear policies and criteria to guide partner eligibility, sourcing and selection.  
Policy and strategy considerations:

Problem statement – clear understanding of the problem one is seeking to address and the requisite steps 
and partners needed to address this problem (e.g. the decision to partner with mature organisations 
implementing at scale, versus community-based or grassroots organisations that may require additional 
capacity strengthening).   
Vision of success – a defined vision of what the solution looks like and the strategies, outcomes, outputs, 
activities and enabling factors that will help to realise this vision.  
Budget allocations and ‘ticket’ size – e.g. size of total budget available, specific funding programme 
budgets, as well as guidelines on the minimum and maximum donation thresholds per recipient (including 
limitations such as a certain % of a recipient organisation’s total budget) to manage dependency and risk. 
Criteria for partnership extensions and/or continuations – e.g. continuation and/or extension based on 
positive performance versus placing limitations on the duration of a funding partnership. Certain partner 
relationships may also be initiated as a pilot project, with the option to extend, based on certain results and 
criteria having been met.

2. DEFINE & DESIGN PHASE

Define and design the partnership opportunity – establish the purpose and mandate of the 
opportunity(s) available to external parties.

This will typically involve applying a similar planning approach to Phase 1, where the purpose, mandate and criteria 
for multiple funding or implementation programmes are defined for external parties and potential partners. 
Understand prospective partners and their needs to appropriately target and position the opportunity. 
A clear purpose and mandate set the stage for more efficient and targeted sourcing, screening and assessment for 
both social investors and implementing organisations. 
For implementing organisations, this can provide a strong foundation against which to assess funding opportunities 
against their own purpose and strategy. 

02
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02

LEARN TO EARN GIVES INSIGHTS INTO WHEN IT MAY BE 
BEST TO WALK AWAY FROM POTENTIAL SOCIAL 
INVESTORS

CASE STORY

An organisation’s principles should never be compromised when entering into a funding relationship. 
There have been a few occasions where a lack of alignment has caused potential social investor 
relationships at Learn to Earn (LtE) to dissolve early on, rather than move forward into formalised 
partnerships.  

Reasons for this have been varied, including: 

Limited alignment in terms of vision, mission and values;
Lack of cohesion in terms of LtE’s philosophy of development versus that of the funder;
Potential funders seemingly wanting to dominate activities and implementation;
LtE not wanting to compromise in terms of neutrality e.g. where we would have had to be seen to 
favour a particular political party.

We’ve included a few tangible examples of situations we have found ourselves in and explanations of 
why we made the decision that we did, below:

EXAMPLE 1  

Some years ago, we had a potential social investor who wanted us to take over the management of a 
feeding scheme for them. Our core focus at LtE is on Holistic Human Development with a “hand up 
not hand out” philosophy, so the obvious conflict between holistic job creation and running a 
nutritional scheme, would not allow for us to take on this particular project. (In a situation where 
emergency relief was required, as with the COVID-19 pandemic, we may well have made a different 
decision). 

We also gathered that the feeding scheme was not operating particularly well at the time and we felt 
that the funder might be looking to shift the blame for this onto a new partner. Taking on this project 
may have been tempting at the time, but it would certainly have led to “mission drift” for our 
organisation and added to that, the fact that the project was experiencing issues may well have 
resulted in a negative social investor relationship.

EXAMPLE 2 

More recently, we were contacted by potential social investors who were needing to allocate funding 
prior to their financial year end, to ensure their tax deductions and allocation of their B-BBEE points 
for the year. They told us that they would be happy to fund one of our projects as long as we could 
backdate their donation and reflect the dates on all the documentation as being in the previous 
month. 

The integrity of our organisation was at stake here as we would have had to manipulate our records, 
and we had no choice but to walk away from the relationship.

OVERVIEW
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EXAMPLE 3 
 
We also had a potential social investor from Gauteng who was keen to fund training for unemployed 
people in Khayelitsha. We had 10 courses on offer at LtE Khayelitsha, but the social investor was 
determined that we should offer a hospitality-related course which we only offered at our LtE 
Hermanus campus.  

We knew that there had to be a contextual fit for any training intervention offered in the community 
and that the project had to be meaningfully connected to job opportunities. Our market-related 
approach to training, highlighted that this course would not be suited to the needs of the community 
and it was clear that the social investor did not fully understand the context in Khayelitsha. Pivoting 
our activities in order to offer this particular course in Khayelitsha, would have had a significant 
impact on our organisation. We would have needed additional manpower, more office space and 
there would have been an infrastructure requirement – this all needed to be taken into account.  

It eventually became clear that the funder wanted us to implement the specific course because they 
were mandated to find training that was related to their industry. They also wanted a project that 
suited them geographically i.e. they did not want to have to drive all the way to Hermanus once they 
had flown into Cape Town. These disclosures led us to a decision not to take the relationship further.

It is much easier to stay on track when your organisation has a firm vision, mission and values in 
place. These need to be stated, applied and shared, so that you can refer to them when making 
decisions. The more specific they are, the better! They will remind you of your purpose and also give 
you the courage to turn down certain projects. We have ultimately benefited from not pursuing 
certain social investor relationships because they would have led to us having to compromise on 
some level.  

We knew from experience that if we took on any of these opportunities, everyone would lose in the 
end.  It is important to clarify social investor expectations early on in the process. Ensure that the 
potential social investor has realistic expectations in terms of what needs to be accomplished and 
that there are no “strings attached” to the funding opportunity. 

Money is necessary for us to achieve our objectives, but it should never be prioritised over principles. 
Funding can sometimes take you further into a corner, rather than getting you out of the corner and 
it is critical that you take a long-term view when making funding decisions. And finally, when you say 
“no” – a better “yes” may well come along. 

Learn to Earn has a ‘hand up not a hand out’ approach and is dedicated to eradicating 
unemployment and other legacies of injustice in South Africa through their market-related 
skill development and job creation projects. The goal is for graduates to leave empowered 
and changed – socially, economically, emotionally and spiritually. 

www.learntoearn.org.za

WHAT WE HAVE LEARNT

02
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3. SOURCING, SCREENING & ASSESSMENT

Implement a partner sourcing strategy – this may be through referrals, existing relationships, public 
disclosure or invitations to apply.

During this phase, it is important that the parameters and criteria of the particular opportunity are 
communicated clearly and transparently. This will enable prospective partners to assess their eligibility and 
chances of success. Depending on the sourcing strategy, this information could be made available on platforms 
such as a website, along with application documentation and guidelines.  Clear and public communication can 
save both parties much time. 

It is also important to identify a designated contact person for screening and assessment. 

Screening and assessment phases broadly involve assessing prospects against criteria, values and objectives 
defined in phases 1 and 2. This allows you to determine which prospective partners are a good fit and should 
be moved on to negotiation and perhaps formalisation stage.  

Screening and assessment phases may include multiple stages. A filtering process, designed to narrow the 
number of potential partners progressively, can be applied. As the number of potential partners is reduced, the 
level of due diligence and associated investment of time can incrementally increase. For example, Step 1 of this 
phase may involve invitations to submit Expressions of Interest (or similar) to source and initially screen 
potential partners. Prospective partners who are found to meet the general criteria at Step 1 may be invited to 
submit a more detailed application and undergo more rigorous and demanding due diligence. 

11PAGE

02



PAGE IMPACT MANAGEMENT REPORTING GUIDELINE12

INVESTEC’S APPROACH TO SOURCING, SCREENING AND 
ASSESSMENT OF POTENTIAL PARTNERS

CASE STORY

OUR PROCESS

Investec will receive a proposal of partnership via referral, directly to the consultant, CSI email 
inbox or website. The Investec consultant will review the proposal and if the prospective non-profit 
organisation (implementing organisation) partner provides an offering that will heighten the impact 
of our current programme, the consultant discusses this with a colleague specialising in the 
particular area.  
The consultant specialising in that sector will invite the prospective partner in for a meeting to 
engage and clarify further, whilst keeping the Head of Department (HOD) updated.  

If the consultant and/or HOD feel strongly that the potential partner should be considered, then the 
partner will be provided with a date and time to present to the CSI team.  

The potential partner will present to the team, and if the majority of the team agree that we should 
consider the partnership, then the consultant is tasked to further engage with the partner. The 
consultant will then critically review the financial request and operational capabilities of the 
implementing organisation as well as the probable impact of the programme on beneficiaries.  

The consultant will keep the HOD updated on discussions with the potential partner and if both 
agree to pilot the partnership, then the consultant will engage with the potential partner to discuss 
a pilot phase and deliverables.  

The consultant manages the relationship and budgets during the pilot phase and provides feedback 
to the team at regular intervals. 

• The screening process takes time and can be frustrating for all parties concerned, but it is 
imperative that the process is thorough, as we prefer long-term partnerships.  

• The screening process requires that the consultant manage the expectations of the potential 
implementing organisation partner from the outset, because each step i.e. meetings at 
Investec, presenting to the team and meeting the HOD, raises hope (and in most instances 
false hope) that Investec is interested and will ultimately fund the programme.  

• The pilot phase also raises expectations that Investec will ultimately adopt the programme as 
a flagship, however, we only take proposals through this process if there is a high probability 
of them becoming a flagship programme. This helps mitigate disappointment.

CHALLENGES EXPERIENCED

02
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Investec’s Corporate Social Investments (CSI) are central to the group’s philosophy of 
making an unselfish contribution to society. Our approach to CSI focuses on education and 
entrepreneurship. We believe initiatives in these two areas are the most effective way to 
create employment, wealth and socio-economic growth in South Africa.  

www.investec.com 

KEY BENEF ITS OF OUR APPROACH

It gives us time to get to know not only the product offering of the partner, but also the people 
running the initiative. It is important that we partner with credible people who we can engage with 
openly and honestly.  
The process enables the team to participate in deciding on the partnership and they ultimately 
have a strong sense of ownership once we onboard a programme as a pilot project or flagship 
programme.  

The pilot phase enables us to monitor and evaluate the partnership and feasibility for the 
programme to be one of our flagships.

Investec’s CSI process is rigorous and lengthy. This process is intended to allow us to understand the 
organisation we are considering partnering with, but at the same time allows for the potential 
partner to understand Investec CSI’s core values and ways of working. It is important that the 
potential partner feel comfortable about working with us, prior to piloting the partnership. 

02
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THE MERGON FOUNDATION’S APPROACH TO SOURCING, 
SCREENING AND ASSESSMENT

CASE STORY

OUR PROCESS

The Mergon Foundation (Mergon) has a very strong relational and region-specific approach to social 
investment partnerships. Although organisations can apply for funding via the website, we often become 
aware of them via existing partners or networks. We also headhunt organisations that fit our regional 
strategies, where capacity allows. Even though organisations may appear on our radar via existing 
partners or networks, there would be an initial ‘courting phase’ before the official process starts. This is 
also true for those organisations that apply via the website.

14

1. Pre-screening phase – this is the ‘courting phase’ where the emphasis is more on organisational 
DNA and values. This phase helps us to determine if we are aligned in terms of values and focus, 
and interactions include Skype or Zoom sessions and/or on-site visits. 

2. Letter of Introduction – once we are convinced of alignment and have confirmed available 
funding capacity, organisations are invited to complete our online Letter of Introduction (LOI). 
This includes a series of questions, focussed on our primary criteria, that further help to filter 
applications.  

3. Application phase - organisations with successful LOI’s (aligning with all primary criteria) are sent 
a more detailed online application form. Here, the emphasis is on Background and History, Vision, 
Strategy, Finance, Governance and Kingdom expansion approach, as well as Theory of Change. 
References are also requested at this stage. 

4. Due diligence phase – once the application has been received, on-site due diligence visit/s follow. 
Here the emphasis is on Leadership, Culture, Values and a wider understanding of what was 
recorded in the Application Form. Our aim is to have at least two Mergon team members conduct 
the due diligence visit. References are also tracked during this phase. 

5. Negotiation phase - once we are satisfied with the due diligence visits, a meeting takes place to 
determine goals and measurables (purpose) for the partnership. These eventually form part of the 
Partnership Memorandum of Understanding (MOU). 

6. Motivation phase - the successful application is motivated at an Allocation Board meeting via a 
One Page summary.  

7. Approval phase - on Board approval, successful applicants are notified, applicable documents 
requested, and payment processed.

It is important to note that Mergon or the applicant can withdraw from the application 
process at any time, if there is lack of alignment or there are differing expectations of the 
partnership.

OUR FORMAL APPLICAT ION PROCESS

02
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DRAWBACKS TO OUR APPROACH

It is time consuming and could sometimes be frustrating for both parties.
Deep relationships complicate the exit process.
Monitoring and Evaluation and accountability may be compromised by close relationships that are 
developed through our partnership approach.

We do not feel pressured. The focus is on deeper relationships and alignment of values, rather than a 
bigger portfolio. 
It is a transparent and open process with room to share past failures and vulnerabilities. 
It allows time to foster a relationship and extensive understanding of the organisation. 
It allows room to identify areas of need and/or development within the organisation that will be 
confirmed later on via the Organisational Self-perception Scan (OSP). (We usually apply the OSP 
Scan once the partnership is in place, as it assists us in identifying areas for development, but this 
tool can also be used in the due diligence phase, if there are any concerns in this area.) 
The focus is not only on impact, but also on the development of the leader of the organisation and 
the broader organisation.

Real relationship with the funding partner, where the power gap is closed
Transparency and freedom to share areas of need/development.
Relationship equity is established, rather than just being transactional.
Freedom to withdraw at any stage of the process.

For Mergon, the funding relationship is all about partnership. The foundation of a solid partnership is 
deep and authentic relationship and it is for this reason that we implemented a lengthier, relational 
approach to choosing our partners. It is a longer and more intense process, but lays the foundation 
for long-term, sustainable partnerships, where both partners will be able to learn from one another 
and support one another on the journey towards greater impact.

BENEF ITS FOR MERGON

BENEFITS FOR NON-PROF IT PARTNERS

The Mergon Foundation is a not-for-profit trust fund, that strategically deploys its 
entrusted resources through well-chosen partnership, for the maximum expansion of God’s 
Kingdom.  

www.mergon.co.za/foundation 

02
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4. NEGOTIATION & FORMALISAT ION PHASE

Provide an opportunity for both parties to ensure that they fully understand and agree to all 
elements of the partnership, the implications of all terms and conditions and how they will be 
realised in practice.

There are many different elements to consider and it is important that both parties are comfortable with all 
aspects of the arrangement in order to manage expectations and lay the foundation for a successful 
partnership. It is important that the scope and terms and conditions of the partnership are accurately reflected 
in the documentation and agreements that serve to govern the partnership.  

The nature of formalisation may vary according to the purpose and mandate established for the partnership 
opportunities. This may range from more informal governing documents such as an invoice or email, to more 
formal grant or service-level agreements and memorandums of agreement or understanding. 

There are many elements to consider, negotiate and clarify in this phase. A suggestion of key elements to 
collaboratively explore and agree – ‘an expectations checklist’ – has been included below. Having these 
courageous conversations supports the management of expectations on both sides of the relationship, and 
provides a firm foundation for the success of the relationship.

EXPECTAT IONS CHECKLIST:

Partnership relationship management encompasses the management of both formal and informal 
expectations and should ensure alignment across these domains. 
  
In the context of more informal partnerships, relationships may be based on more informal 
engagements i.e., personal status updates and general collaboration amongst partners. Regardless of 
the degree of formalisation, it is important to ensure that agreements are documented in writing, so 
that there is a full record of what was agreed.  
  
All elements included in any agreements and documentation governing the relationship should be 
discussed in detail. Clauses, conditions and terminology should be understood to ensure that the terms 
and conditions of the partnership are clear and that expectations are aligned and reflected correctly.

PARTNERSHIP REPRESENTAT I VES:  

Details of the designated representatives for each of the collaborating partners. 
In addition, it is important to consider the implications when there are multiple stakeholders involved 
in models and programmes that may have multiple delivery partners. What are the implications for the 
structure of the agreement in these cases? In some cases, it may also be relevant to include or refer to 
agreements with end users/clients/beneficiaries.

02
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EXPECTAT IONS CHECKLIST (CONT.):

PARTNERSHIP SCOPE, PURPOSE AND DURAT ION:  

What is the duration of the partnership and what are the conditions/considerations for exit and/or 
continuation beyond the current scope of work? 
What are the conditions for adaptations to the scope and/mandate? 
What is the purpose and scope of the partnership that should be accurately reflected in the agreement? 
What is the scope and designation of funds – clarity on what the funds may and may not be used 
for; confirmation on all line items and whether funds can be carried forward from one financial year 
to the next. 

REPORT ING PROCEDURE AND FORMAT: 

Reporting frameworks, frequency, format, level of detail and style. Timing or frequency is typically 
aligned to coincide with the release of grant instalments (for e.g. quarterly, or half-yearly). It can also 
be useful to consider the type of reports and information that the reporting organisation routinely 
prepares, and see if these might satisfy progress reporting needs. 
Knowledge management processes and systems – what capacity/expertise and technology is 
required or available to measure, demonstrate progress and report on the agreed deliverables in 
accordance with the strategy (programme theory typically expressed through a logic model, theory 
of change and/results chain)? 
Mechanism for communication and submitting reports. It is important to confirm capacity to deliver in 
accordance with the required knowledge management processes and systems. This may have human 
resource (time and expertise), information system (technology) and infrastructure requirements to 
support. If the reporting organisation does not currently have the necessary capacity to deliver 
reporting in this way, it could be beneficial for parties to explore ways that this capacity can be 
developed and how the partnership could support the development process.

02
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EXPECTAT IONS CHECKLIST (CONT.):

DELI VERABLES: 

Consider the type of impact information (and level of detail) that is required to demonstrate 
achievement of deliverables. When is this information needed and for what purpose? Discuss and reflect 
on this together to ensure that only necessary information that will be read and used, is included. 
The project plan, timing and milestones of implementation and associated reporting. In considering 
timing and the realisation of targets, it is important to consider appropriate time lag to factor into 
targets for reporting purposes. This considers and plans for the reasonable amount of time it may 
take for certain outcome results to be realised, after the catalytic activities have been implemented.  
Define win-win impact indicators (meaningful measures of progress and success) and targets that 
are realistic and provide valuable insight to and satisfy the reporting information needs of both 
parties. It is important to collaborate on this and clarify the level of indicators required to match the 
strategy, scope and purpose of the scope of work. For example, a scope of work that is based on an 
outcomes-based funding strategy, will focus on outcome-level reporting. Alternative strategies may 
lean towards a combination of output and outcome indicators.  
If there are additional metrics needed, outside of the implementing organisation’s existing framework 
and capabilities, explore how capacity and resources could be added to incorporate these as 
efficiently as possible.

BUDGET MONITORING:  

Indirect costs (also known as administrative overheads, central or core support costs) policy – the 
specific allowances and exclusions on indirect costs, which may be based on certain types of costs 
or a percentage limit - based on the total grant.  
Budget line items – specific budget headings or account classifications that may be required. 
Budget transfer and variance policy – i.e. acceptable levels (or limits) and treatment of variances on 
actual budget expenditure; and permission to transfer surpluses in the budget from one budget 
heading to another, and the limits or conditions applied.  
Bank accounts and interest – requirements for bank accounts (some social investors require 
separate bank accounts) and treatment and conditions of interest earned, or sums invested.  
Depreciation policy – how to treat fixed assets purchased with a grant.  
External audit – some social investors require a separate external audit (and may include external 
audits or third-party expenditure verification on all budget monitoring reports) (Lewis, T. 2017).

ONGOING COMMUNICAT ION / RELAT IONSHIP BUILDING: 

Will there be regular check-ins outside of reporting requirements? 
Is there an expressed need for communicating on challenges and successes of the project on a more 
frequent basis, allowing the relationship to grow - together with the project? 
Will communications be by e-mail, phone call, face-to-face encounters? 

02
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EXPECTAT IONS CHECKLIST (CONT.):

BREACH OF CONTRACT AND CONTRACT AMENDMENTS: 
   

Consider terms and conditions outlining consequences and procedure in the event of: 1) a failure 
to meet deliverables, 2) breach of contract or 3) amendments and/or adaptations to the scope of 
work and associated deliverables, particularly when external factors may impact. This may include 
consideration of the permissible degree of variance on budgets or deliverables and the conditions 
under which budget and deliverable amendments may be required. 

ADDIT IONAL EXPECTAT IONS: 
  

Additional expectations, such as additional activities, attendances and support outside of the formal 
scope of work. For example, is there an expectation for parties on either side of the partnership to 
attend certain events or meetings that partners should plan for?  

19PAGE
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5. IMPLEMENTATION, PROGRESS TRACKING & REPORT ING

During this phase, funding allocations are confirmed and the agreed activities, within the scope of 
work, are operationalised and implemented. 

Ongoing monitoring and tracking of results (activities, outputs and outcomes) is implemented per the 
programme strategy (e.g. Theory of Change or Results Chain). 

This monitoring and tracking (data collection, analysis, insight development and reporting) is implemented on 
an ongoing basis throughout the implementation phase. This process informs both adaptive learning 
integration and programme or operational implementation enhancements.  

This phase will typically end with a close-out or summative assessment report to reflect the overall results 
achieved across the life of the partnership and its implementation. Some social investors may also require, 
budget and pay for external, third-party impact assessments - conducted at mid-term and end-line stages. The 
final Impact Report will play a critical part in informing decisions during the partnership review and evaluation 
phase. 
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6. PARTNERSHIP REVIEW & EVALUAT ION PHASE

This phase provides an opportunity for reflection on the experience and success of the partnership 
to date. 

This may be informal and relational or more formal, based on a scorecard and review process.   Some guiding 
considerations for reviewing partnerships include:

Were the goals, objectives and targets met? If not, then why not?  
What lessons can be incorporated into future decision-making, planning and practice to enhance outcomes 
and impact?  
Is the need and context still the same? (Ideally, we should see needs changing as we ‘solve’ certain 
challenges.) 
Are our respective future strategies and practices still aligned and mutually beneficial?   
What is our policy and criteria for extending and continuing new partnerships? 

As the preceding considerations suggest, this phase is closely tied to a return to Phase 1. The partnership is 
reviewed, and a decision is made on whether it will continue or not. This review is carried out in the context of the 
social investor’s strategic planning and budget reviews, and forward planning. Insights (positive and negative) from 
the partnership review phase can and should be incorporated into decision-making and planning, moving forward. 
  
If a mutual decision is taken to continue a partnership, the new partnership lifecycle may involve a return to 
Phase 1 and 2. This would ensure that internal and external planning, purpose and mandate are clear and 
account for the current context.   Phase 3 (screening, sourcing and assessment) would be skipped and you 
would move straight into the negotiation and formalisation phase, to finalise the scope extension and new or 
extended scope of work.

7. RELATIONSHIP BUILDING & FEEDBACK

Relationship building is a critical enabler for effective partnerships. It underpins and operates as 
the ‘beating heart’ throughout the process. Relationship building may start at different points, 
depending on the nature of the parties and strategies at play.

For example, in the case of larger institutional social investors, the initial phases may be conducted at arm’s 
length to manage expectations and maintain objectivity, with more direct engagement commencing only at 
the formalisation stage. In other cases, a relational approach may be integrated throughout, even at the stage 
of considering prospects that may be based on existing interpersonal relationships or referrals. Whatever the 
departure point for relationship building, it is a key enabling factor for effective partnerships and should be 
prioritised accordingly.
Feedback is an essential factor in relationship building. Continuous, constructive feedback and engagement in 
both directions (encompassing both formal and informal channels, formats and mechanisms) is the most 
effective tool for fostering trust and accountability. It also serves to improve the quality of practice, outcomes 
and reporting (when it is known that submissions are read, considered and valued), and enhances the potential 
for expectations and deliverables to be met. Certain social investors are recognising the value and importance 
of providing feedback as part of their contribution to strengthening capacity in the sector, and they are even 
providing feedback in different ways, from the application phase through to reporting on outcomes.
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VALCARE ON THE POWER OF UPSKILLING  
AND FEEDBACK

CASE STORY

INTRODUCT ION

Valcare enables businesses and individuals to invest in our member projects. At any one time, we 
have between 35 and 55 partner organisations. Our partner organisations are members that have 
moved into a partnership with us and receive grants. We proactively support our members, to allow 
them the best chance of becoming a partner, by hosting  regular information sessions on how to 
write proposals and apply for funding. We have also provided training on fundraising and proposal 
writing in the past.  

We have found that prospective partner organisations are generally not able to demonstrate 
sufficient capacity and quality in their organisations' monitoring,  evaluation and  reporting (MER) 
systems. This common challenge has prompted us to incorporate feedback mechanisms to  foster 
learning - towards future success - and to enhance their MER capacity for effective reporting.

BENEF ITS FOR VALCARE

At the application phase, our regret letters contain a summary of the reasons for not approving the 
application. Examples of reasons for unsuccessful applications may include: 

• governance concerns (e.g. unable to submit a comprehensive budget), 

• operational concerns (e.g. cannot clearly detail the project plan and activities to be followed), 

• network concerns (e.g. require additional time to engage the organisation to better understand 
their focus) or 

• funding type (e.g. Valcare may not choose to fund projects from a certain theme, if already 
supporting multiple projects active in that area). 

An offer to contact the Valcare Committee for further clarification is extended in the letter. Member 
organisations that have responded to the offer of further clarification, have shown appreciation for 
the feedback provided, and have noted that this will inform the preparation of future applications. In 
terms of the quality issues with MER, we initially responded by providing a reporting template, 
to assist partner organisations with the reports that they needed to prepare for us.   However, over 
time, we found that this was not sufficient and we needed to integrate a more pro-active approach 
in our partnership acquisition and implementation process.  

We realised that if there was no understanding of the benefit of good MER by the partner 
organisations themselves, the resulting reporting to Valcare, would not be of an adequate quality. 
This would present a risk, as quality MER is vital in understanding an organisation's impact.   In 
addition, good reporting allows organisations to attract additional funders and  assists 
with sustainability and growth and we wanted our partners to benefit from this skill on all fronts. 
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We decided to embark on a process of up-skilling our partner organisations. We started with Theory 
of Change Training and a Strategic  Management Mentorship Programme, in partnership with 
Ezrah.  This was an intense 8 month programme that really helped organisations to rethink their 
Strategies, Goals, Theory of Change and Operations. Then, we conducted our own extensive MER 
Training for partner organisations’ internal use and set up a MER Forum for partner organisations 
that wanted to take things to the next level.   

We realised that organisations also need feedback on their progress reports – even when they are 
good reports! They want to know that their reports, which they have spent time and effort 
compiling, are being read and are useful to us as the funder. In light of this, and knowing that we 
want our partners to grow in confidence in terms of their reporting, we began providing feedback as 
often as possible. The feedback that we give is detailed but succinct, usually around a half page in 
length, and focusses on what has been done well, areas to improve and then also raises questions 
and provides suggestions.

THE WAY FORWARD 

We are still developing, along with our partner organisations, but many partner organisations have 
shown incredible growth and improvement already. Valcare has plans to further improve MER in our 
area of operation and these include the development of an online course and further expansion of 
the MER Forum.

Valcare is committed to the empowerment, development and upliftment of the people of 
the Paarl Valley, by taking hands with partners to activate and enable social change in our 
community. 

www.valcare.org.za 

Culture Shift - Good MER requires a complete culture shift and takes time.   We were patient 
with many organisations that demonstrated a willingness to improve.   It required tough love 
with some - and with others, that demonstrated no intent to  improve - we had to end our 
funding relationship.  

Training - The Strategic Management Mentorship Programme has significantly impacted the 
organisations involved. We can definitely see the improvements in the way they present 
themselves through reports and proposals. They are more focussed and have more capacity. 
This has a knock on effect in how they write reports, because they understand better what the 
funder is looking for - but also the value of the MER process for the benefit of their own 
organisation. The MER Training has definitely helped the organisations to improve both their 
reporting to funders and their internal reporting. We have also seen improvements that have 
helped us to have a better understanding of the results of the organisations.

KEY LESSONS & OUTCOMES
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APPENDIX A
MOCK REPORTS AND TEMPLATES

ITEM DESCRIPTION

Mock Social Impact Report
This mock social impact report provides you with an 
example of how a finalised social impact report could 
look.

Social Impact Reporting Template
This reporting template can be used to create or 
add to you own social impact reports.

Mock Financial Report
This mock financial report provides you with an 
example of how a finalised financial report could look.

Financial Reporting Template
This financial reporting template can be used to 
create or add to your own financial report. 

https://www.dropbox.com/s/adc504drapiznuz/Mock%20Social%20Impact%20Report.pdf?dl=0
https://www.dropbox.com/s/r6njuu8vu6ku5x1/Social%20Impact%20Reporting%20Template.docx?dl=0
https://www.dropbox.com/s/zw4tpofylcxd0ga/Mock%20Financial%20Report.xlsx?dl=0
https://www.dropbox.com/s/f3e0g53fc5sinpz/Financial%20Reporting%20Template.xlsx?dl=0
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APPENDIX B
GLOSSARY

TERM DEFINITION SOURCE

Activity 
Baseline

A specific action or process implemented over a 
specific period of time to convert resources to 
products or services to achieve results.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009.

Baseline

Information collected before or at the start of 
an intervention that describes the population at 
that point. It provides a basis for planning and/
or comparing conditions over time.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009; The Impact 
Management Project, no date.

Beneficiaries

The individuals, groups or organisations that 
benefit (directly or indirectly) from an 
intervention. These may also be referred to as 
clients or end-users.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009; OECD DAC 
WP AE, 2002.

Cost driver
Measurable factors that influence the amount of 
each cost item that is allocated to the various 
programmes and/or cost centres.

Propel Nonprofits, No date;  
Garcia Abadia, M; Lin, J. 2009

Counterfactual
The situation or condition which hypothetically 
may prevail for individuals, organisations, or 
groups were there no intervention.

The Impact Management Project

Direct costs
Costs that can be specifically attributed to a 
programme and its activities.

Propel Nonprofits, No date;

Social investor

Used to refer broadly to funders and corporate 
social investors giving financial support to 
implementing organisations for the purposes of 
social change.

Working definition.

Evaluation

A systematic and objective assessment of an 
intervention based on qualitative and 
quantitative information. Evaluations are 
undertaken to (a) improve the performance of 
existing interventions or policies, (b) assess 
their effects and impacts, and (c) inform 
decisions about future programming.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009.

Impact Management
The ongoing practice of measuring and 
improving our impacts, so that we can reduce 
the negative and increase the positive.

The Impact Management 
Project

Implementation
The phase of an intervention where the plan is 
put into action or executed.

Harvard Business Review staff. 
2016.

Indicator

A standardised, quantitative metric that 
provides information to signal or show the state 
or presence of a situation or condition. Typically 
used to monitor performance, compare and 
track changes over time.

Hales, D, No date. UNAIDS
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GLOSSARY

TERM DEFINITION SOURCE

Indirect costs

Costs that are incurred by the organisation for 
its administration and operations across all 
programmes but are not specifically linked to a 
programme and its activities.

Propel Nonprofits, No date. 

In-kind donations A donation in the form of goods or services. Lewis, T. 2017

Intervention

An action or entity that is introduced into a 
system to achieve a result. In this context, an 
intervention refers to an activity, project or 
program that is introduced or changed.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009.

Logic model

A graphic depiction (road map) that presents 
the shared relationships among the resources, 
activities, outputs, outcomes, and impact for 
your program. It depicts the relationship 
between your program's activities and its 
intended effects.

CDC, 2018

Memorandum of 
Understanding

A memorandum of understanding (MOU) is an 
agreement between two parties that is not 
legally binding. It outlines the terms of the 
agreement and responsibilities of each of the 
parties to the agreement.

Legal Dictionary

Methodologies

The specific procedures or techniques used to 
identify, select, process, and analyse information 
about a topic. In this context, it applies to the 
information covered in the impact or progress 
report. The methodology allows the reader to 
critically evaluate the overall validity and 
reliability of the information.

University of the Witwatersrand, 
2020.

Monitoring

A continuing function that uses routine 
collection of data on specified indicators to 
detect changes - the extent of progress and 
achievement of objectives and progress in the 
use of allocated funds. It informs management 
and the main stakeholders about the progress of 
an ongoing intervention and about problems 
that may arise and require corrective actions.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009; OECD DAC 
WP AE, 2002.

Objective
A statement of the condition one expects or 
plans to achieve.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009.

Output
The immediate products, goods, and services 
which result from an intervention.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009.

Outcome

A result or effect that is caused by or 
attributable to the intervention. Outcome is 
often used to refer to the short and medium-
term effects of an intervention’s outputs.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009; OECD DAC 
WP AE, 2002.
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GLOSSARY

TERM DEFINITION SOURCE

Reporting Elements The sections of the report. Working definition.

Reporting frameworks

Provide a standardised process for impact 
reporting - to identify, measure and value 
impacts. They may be flexible in the 
methodologies used to analyse and value impact 
data and results.

Greenstone+. 2018.

Result
The output, outcome or impact intended (or 
unintended).

OECD DAC WP AE, 2002.

Result Matrix

A tool created during project design which 
develops and presents the correlation between 
project objectives and indicators. It provides a 
logical model to achieve project results and is 
an important key in the beginning (kick-off) 
stage of project implementation which provides 
input for the planning process and also serves 
as a monitoring tool during project 
implementation.

Project Management for 
Results, 2016

Results Chains

A tool that shows how a project team believes a 
particular action will lead to a desired result. It 
outlines the logic of the project at each stage of 
intervention, from activities to output and 
outcomes to impacts.

Foundation of Success, 2007

Stakeholders

Entities (such as agencies, organisations, 
communities, groups or individuals) who have a 
direct or indirect interest in the intervention or 
its evaluation.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009; OECD DAC 
WP AE, 2002.

Summative assessment

A study or evaluation conducted at the end of 
an intervention (or a phase of the intervention) 
to determine the extent to which expected 
outcomes were produced.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009.

Surplus

The bottom line of an income statement 
(organisational, project or programme) that 
reflects either a surplus (positive figure) or 
deficit (negative figure). A surplus shows that 
more money came in than was spent for the 
relevant time period.

King, S. 2018.

Theory of Change

A tool to help you describe the need you are 
trying to address, the changes you want to 
make (your outcomes), and what you plan to do 
(your activities).

NPC, 2014

True cost
The true, full costs of delivering various 
programmes and interventions for social change.

Propel Nonprofits. No Date.
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TERM DEFINITION SOURCE

Target
The specified result(s), often expressed by a 
value of an indicator(s), that a project, program, 
or policy is intended to achieve.

Planning and Performance 
Management Unit, Office of the 
Director of U.S. Foreign 
Assistance, 2009.

Variance
The difference between the budget and the 
actual amount of income or expenditure.

Lewis, T. 2017
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