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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 ELEMENTS04

4.1 INTRODUCTION

The following reporting elements are recommended for inclusion in impact and/or progress reports to social 
investors. It is important for social investors and implementing organisations to carefully and collaboratively 
consider and select relevant reporting elements. This will ensure that only sections with a clear purpose and use 
are included. 

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.

Provide key information regarding your organisation and its representatives and key information about the report 
and the period which it covers.  

You may wish to include an ‘at-a-glance’ visual summary or dashboard of the project status and key results for the 
reader, in the introductory section of your report. 

WHY IS THIS INFORMAT ION RELEVANT TO COMMUNICATE? 

An introduction provides the opportunity to highlight key information and results from the report, 
giving the reader context up front.

4.1.1 Information about the reporting organisation and its representatives 
4.1.1.1   Name of reporting organisation 
4.1.1.2  Key contact person and contact details 
4.1.1.3  Person completing the report (if different from key contact person)  
4.1.1.4  Project partners 

4.1.2 Reporting period 
Identify the period covered by the report.  

4.1.3 Programme status 
Indicate the status of the programme in relation to the approved project plan and the 
related timelines, such as: 

• Planning and initiation
• Implementation
• Close-out

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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WHY IS IT IMPORTANT TO COMMUNICATE THE PROGRAMME STRATEGY? 

The Programme Strategy gives context to the results of the report and reminds the reader of the 
planned sequence of change. It also covers the “how” and “why” of the planned sequence of change. 
This section also keeps the reader updated in terms of strategy adaptations - that may be informed by 
or affect - the information that will be provided in the report.

4.2 PROGRAMME STRATEGY
This section of your impact or progress report should outline your programme logic and strategy for how your 
programme is designed to achieve its social change objectives and why we can expect the intervention to achieve 
the desired results. There are many different approaches to programme strategy. Some of the more popular 
results-based methods include Theory of Change, Results Chains, Logical Frameworks and Result Matrices.  

This strategy is likely to remain consistent throughout the partnership and Impact Reporting process. Any 
adaptations would be related to evidence-based insights, lessons learnt and responses to changes in context.  
Changes can be highlighted for the attention of the reader, with supporting explanations expanded in the 
reporting section – lessons learnt, challenges and opportunities. 

8PAGE
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04

WE ARE DURBAN EMBRACES THEORY OF CHANGE

CASE STORY

A Theory of Change may seem a difficult or academic task to work through but could be one of your 
most valuable documents - as an agent wanting to bring about change - in your particular sphere or 
community. It  is a framework for understanding how the “why” of your organisation works with 
the “what” and “how”. It is a simple means of communicating why your organisation exists, in a clear 
and concise form.  

This fantastic tool serves many purposes. It assists those on the ground to see each of their actions 
in terms of the bigger picture, and to realise how each action affects change. It will also allow your 
organisation to communicate to external parties around why they are backing your organisation and 
it will allow board members to evaluate the merit of a new programme. When social investors or 
companies and organisations are looking to see if they want to partner, if both have a theory of 
change document, it will be clear whether there is a synergy between the two parties or not.  

The framework we use is a mind map. Starting at either the left of the page and working across, or at 
the top of the page and working down, we map the following key information: 

1. Long-term goal - make sure it is written in the positive and that it is a goal - not an action! 

This is the ultimate “why” of your organisation. 

2. Specific change areas – what are the specific things that need to change in order for your 

long-term goal to become a reality?  

3. Tangible steps required to reach the specific change areas  – what are the things your 

organisation or company is doing to impact on the specific change areas noted?  

4. Draw lines linking those tangible steps to the relevant specific change areas.  

5. Flesh out your tangible steps, so that you have a list of the base actions you would need to 

focus on. This may include multiple steps. 

6. Write down the pre-existing conditions that will need to inform your actions.  

7. Connect your actions and pre-existing conditions to each other (It may look like spaghetti!)  

8. Look at your own assumptions  – this is a hard step, but do not leave it out as you may 

realise that you are missing a piece of the puzzle. Assumptions by their very nature tend to 

be subconscious and it may take some digging to reach them.

FRAMEWORK
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A Theory of Change is an organic document - some things will be added over time and others will 
be removed. It is worth re-visiting the document a number of times each year. This tool can save you 
a lot of time and energy and keep you on track in terms of your purpose for existing.

9. Indicators - what are the visual measures for your achievement? This is where you get to 

make commitments to change, including:   

a. Who is your target audience? Who are you changing? Who are your beneficiaries?  

b. How many “who’s” will succeed, if they are in your system?  

c. How many “who’s” changed, will be considered a success?  What is the tipping point?  

d. By when should this change happen?  

10.Remember to look back on your diagram – some of the actions need to be intentional, while 

some outcomes will happen organically.  You can go back and colour code your lines to make 

sure you are focusing your energy in the correct areas.

FRAMEWORK (CONT.)

We are Durban exists to aid charities in the eThekwini area to reach their potential. We aim for 
a developmental approach, rather than a “relief” type of approach.  

www.wearedurban.com

04

https://www.dropbox.com/s/3wogxha4k4eiej3/TOC_Diagram.pdf?dl=0
http://www.wearedurban.com
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USEFUL RESOURCES:

• We Are Durban’s Theory of Change 

• Creating your Theory of Change: NPC’s practical guide 

• DCED Guidelines to the DCED Standard for Results Measurement: Articulating the Results Chain 

• Innovations for Poverty Action: Guiding your programme to build a Theory of change 

• New Zealand Aid Results Based Management Toolkit 

• Results-Based Monitoring and Evaluation Toolkit, Local Livelihoods 

• Results Chain & Results Chain Diagram 

• Theory of change for funders: Planning to make a difference, NPC

The following toolkits, resources and guides can be useful for developing and presenting 
strategies for social change, and importantly, the logic of how and why change is 
anticipated to happen:

04

4.3 METHODOLOGY

Provide a brief description of the methodology applied to monitoring and tracking of results (across outputs, 
outcomes, impact) that are reflected in the report. This section may include narrative descriptions and/or 
monitoring, evaluation and learning frameworks that reflect the details of your approach.  

Answer the key questions:
1. How was the data and/or information reflected in this report collected or generated? 
2. How was it analysed?  

Key elements to consider include:  

• details of any standardised approaches, methodologies and frameworks (including benchmarks and 
standardised indicators);  

• more detailed information about indicators, data collection tools, systems and methods, as well as means of 
verification and levels of evidence; 

• any limitations of the Impact Reporting information collected and included in this report.  

This section may cover information that was disclosed during a screening and application phase and may only 
require updates on changes that have been applied since then. 

WHY SHOULD YOU OUTLINE YOUR METHODOLOGY?

The Methodology or framework underpins your Impact Reporting and provides your reader with 
confidence in the validity, credibility and reliability of the results which will be provided. It helps to 
answer the question: “How do we know you are achieving the results being communicated?”

11

https://www.dropbox.com/s/3wogxha4k4eiej3/TOC_Diagram.pdf?dl=0
https://www.thinknpc.org/resource-hub/creating-your-theory-of-change-npcs-practical-guide/
https://www.enterprise-development.org/wp-content/uploads/1_Implementation_Guidelines_Results_Chains.pdf
https://www.poverty-action.org/sites/default/files/publications/Goldilocks-Deep-Dive-Guiding-Your-Program-to-Build-Theory-of-Change.pdf
https://www.mfat.govt.nz/assets/Aid-Prog-docs/Partnerships/New-Zealand-Aid-Programme-Results-Based-Management-Toolkit.pdf
https://europa.eu/capacity4dev/iesf/documents/results-based-monitoring-and-evaluation-toolkit-local-livelihoods-2009
https://resultsbased.org/site/results-based-methods/introduction-to-results-chain/
https://www.thinknpc.org/resource-hub/theory-of-change-for-funders-planning-to-make-a-difference/
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PROPERTY POINT ON HOW DEVELOPING AN IMPACT 
REPORTING FRAMEWORK ENHANCES IMPACT REPORTING

CASE STORY

What inspired you to start your work in developing impact management frameworks 
(and helping others to develop impact management frameworks)? 

Impact measurement and management (IMM) frameworks have been the backbone of Property 
Point since inception. It was crucial for the organisation to develop and implement a rigorous 
framework to allow for the effective measurement and management of impact. Central to the 
development of the IMM framework has been the adoption of a results-based approach to impact 
management with procedures for setting objectives, monitoring progress and reporting 
performance. The notion of performance embraces both the achievement of objectives, and the 
efficiency and effectiveness with which those objectives are met.

Please give us a brief overview of what an impact management framework is and how it 
is developed.

As an organisation we align ourselves to the global definition of impact measurement and 
management (IMM). IMM is defined as the practice and methods used to generate and use data on 
impact to advance the intended social and environmental impact (GIIN, 2020). Impact management 
is a process of driving social change based on an evidence-based data gathering process, impact 
learning and iterative impact improvement process. Impact measurement refers to monitoring and 
evaluation of a specific programme or project.  

As an organisation, our Theory of Change is central to the development and implementation of our 
IMM framework. Property Point utilises a customised in-house results chain framework benchmarked 
against the Donor Community for Enterprise Development (DCED) results-based measurement 
standards as best practice. The DCED standards for results measurement provide an important 
check on the quality of implementation of our programmes.  

Our results chain framework illustrates how programme activities are expected to lead to outcomes 
and impact, and ensures sustainability and cost effectiveness of the programme. Some of the key 
indicators that we track include access to markets, job creation, turnover realised and profitability of 
the businesses that we work with.

04
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What are the key benefits of developing and implementing an impact management 
framework?

We have a constant birds-eye view of programme implementation and we are able to quickly 
address deviations in the programme to realign it to our objectives.  
The development and implementation of the IMM framework encourages stakeholder engagement 
and has allowed us to engage with various stakeholders - throughout programme design and 
implementation - which is essential to maximising impact.  
Auditing and evaluation are essential components of performance management and help tackle the 
difficulty of measurement between outputs and outcomes.  
We can demonstrate impact to our various stakeholders. 

04
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How has this shift towards impact management frameworks changed things for you as 
an organisation? What could others learn from what you have learnt along the way?

Through the utilisation of a rigorous impact measurement and management framework, Property 
Point has become a data-driven organisation. This has led to us having a continuous improvement 
mindset, thus increasing efficiency in programme implementation. We believe that efficiency is the 
key to running a successful and high-performance business development and market access support 
programme. Data assists Property Point to understand and improve programme performance, to 
maximise resources and to eliminate intervention activities that are not working.  

Shifting towards an IMM framework has ensured that our strategy is reiterative, agile, and responsive 
to the needs of the market and our beneficiaries. Through an iterative process we are able to keep 
the beneficiary at the centre of the programme design and ensure that we are constantly addressing 
their needs. We have learnt that the development of an IMM framework cannot be an afterthought; 
organisations need to put a framework together before programme implementation.

What have been the main challenges/stumbling blocks for your organisation, and 
those you work with, in developing and implementing impact management frameworks?

Collecting quality data from the beneficiary. However, we are in the process of developing an internal 
automated system that we hope will assist us to simplify and speed up the process of data collection 
as well as the analysis of the data. 
Verification of data is also a major challenge. We ensure accurate and quality data, through the 
submission of relevant documentation. 
Closing the feedback loop with our beneficiaries, to ensure that they are utilising data to inform their 
own business decisions. 

Property Point is an Enterprise and Supplier Development (ESD) accelerator that  aims to 
empower entrepreneurs and their enterprises to be sustainable, successful, and to make their 
own impact on the South African economy.  

www.propertypoint.org.za 

04

http://www.propertypoint.org.za/
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4.4 RESULTS

The results section of the impact or progress report forms the heart of the report. It should provide clear, 
transparent and reliable information to demonstrate the extent to which the planned results are being achieved. It 
should also highlight the difference that any interventions have made or are making to its stakeholders. The 
overall objective is to enable evidence-based decision-making. 

This section should outline the results of the measurement and tracking of the strategy’s performance against 
agreed targets and deliverables. This will enable both internal and external stakeholders to determine the extent 
to which planned objectives are being achieved and targets are being met. Stakeholders will then be able to 
agree on whether adjustments to the programme strategy may be required. This may include adjustments to 
goals, objectives, activities, outputs, outcomes and their indicators.

When dealing with Impact Reports at the close-out phase, the results section can form a critical input to build 
knowledge and inform decisions on ‘what works’ and the cost-effectiveness of particular approaches or models. It 
can also inform critical decisions for the future of the funding partnership.

WHY IS THE RESULTS SECT ION CONSIDERED TO BE THE HEART OF THE 
IMPACT REPORT?
The results section forms the heart of the impact or progress report, providing social investors with 
evidence of progress, relative to planned objectives and targets for the reporting period. It fosters trust, 
accountability and confidence in the extent to which remaining results will be achieved, as well as 
providing an early warning system for any challenges that may require intervention. Ongoing reporting 
of results provides an overview of the results achieved to date and allows the opportunity to reflect on 
the results and consider any adaptations that may be required. 

15PAGE
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THE KAMVALETHU FOUNDATION’S JOURNEY TOWARDS 
OUTCOME-BASED FUNDING

CASE STORY

Kamvalethu is a small Foundation attached to several small to medium sized businesses. There were 
five main reasons that we embarked on the journey towards an outcome-based funding model:

• We determined early on that we wanted to keep our operations lean and flexible, and to 
distribute most of our funds to project partners.  

• We had been providing funding on a project basis but were finding that as soon as a partner 
had received the funding, reporting was no longer a priority and it was a struggle to get 
information.  

• We wanted to move towards unrestricted funding, to free our partners up to use funds where 
they were most needed.  

• We fundamentally believe that the organisations with whom we partner must be the experts 
in terms of implementation. Our role is to draw alongside our partners, to assist them in 
achieving the required outcomes and to provide an external, strategic sounding board.  

• We wanted to work towards more effective collaboration. Many people talk about 
partnership and collaboration, but we have heard of very few success stories.

Together with our project partners, we decided to trial an outcomes-based funding option, for one 
year. We were so happy with the results of this approach, that it has now become our primary 
mode of funding. 

04
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1. APPLICAT ION PROCESS

STEPS IN OUR FUNDING PROCESS  

We have developed the following steps in our funding process, to support the move to an outcomes-
based funding approach: 

We have a phased application process, to ensure that we align with project partners in terms of 
selection criteria, vision, strategy, and potential funding gaps. This process is a two-way street and 
we encourage potential partners to question our approach, answering any questions on values and 
reporting. 

The most important step in the process is setting up the Memorandum of Understanding (MOU).  
We complete a comprehensive MOU with all our project partners and this document includes:  

• Our funding agreement and timeline  

• Our communication plan  

• The project schedule  

• A risk management plan  

• The outcomes with related targets and evidence markers (only 2-3 outcomes) 

2. MEMORANDUM OF 
UNDERSTADNING (MOU)

This is a collaborative and time-consuming process which goes through many iterations and 
clarifications before it is signed off. It is critical that outcomes are refined until the focus is on the 
most important aspects that need to be achieved. For example: 

OUTCOME TARGET HISTORICAL DATA EVIDENCE

Children are 
developing age 

appropriate skills

95% of children 
eligible for grade 1 are 

assessed as school 
ready

2017 & 2018: All children 
graduating were school 
ready.  2019: 95% school 
readiness as 2 parents 

insisted on their 
children being pushed 

through to Gr. 1. 

School readiness 
assessment  

ELOM

04
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Project partners complete two feedback reports in a 12-month cycle. Reporting is central to the funding 
process as the achievement of the outcomes is directly related to funding received. Our funding is done 
in three tranches: 

• Tranche 1 - Half of the financial commitment is transferred on signing of the MOU. 

• Tranche 2 - Upon analysis of the mid-year report, the second half of the funding is released.  

• Tranche 3 (Bonus) - If outcomes are exceeded, partners qualify for a bonus (roughly 10% of the 
grant) at the end of the year. 

It is critical that the outcomes, targets and evidence markers are well-defined, as these will be used 
to determine whether an outcome has been achieved, or if it is on track to be achieved. It is not our 
intention to be punitive in our approach. 

3. FUNDING AND REPORT ING

We want to be more intentional in using our data to make decisions and to provide our project 
partners with useful feedback. We hope to improve on our learning and reflection as we move forward. 

4. LEARNING AND REFLECT ION

CHALLENGES AND BENEF ITS
The move towards outcomes-based funding has been immensely positive in terms of streamlining 
the grant management process. Many of the challenges that we have experienced, have turned out 
to be benefits as well!  

With clarity on the level of expectation set up front, our relationships have been revolutionised. 
Positive relationships have been enhanced, and challenging relationships have improved, as 
everyone is on the same page.  

The feedback from our partners is that funding was “easier” before we moved to outcomes-based 
funding because funding was released in its entirety upfront. However, one of the benefits of the 
new system is that it has encouraged our project partners to crystallise their outcomes, so they can 
be monitored and measured to show the return on the investment being made by funders, as well 
as to ensure that the people served by the projects are getting the best possible value. They have 
stepped up their data capturing, storing and reporting and are more confident that they are making 
better decisions. 

04
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Start with the end in mind: choose only 2 – 3 measurable outcomes. Be realistic!   

Clear communication is critical: ensure common language is used and have an extremely 
comprehensive MOU.  

Collaboration is key: recognise what each of you brings to the table.  

Develop data systems: they must make sense and be easy to use. 

Capacity building: assist your partners to build their internal capacity wherever possible.  

Programme leadership: internal structures of the funding organisation need to be solid, with strong 
leadership.  

Be flexible: What a time for learning! With the global pandemic that hit, outcomes-based funding 
has had to be rethought. We are currently maintaining the unrestricted nature of the funding and 
trying to figure out, along with our partners, how best to innovate on their projects.     

The Kamvalethu Foundation enables businesses to positively impact the lives of previously 
disadvantaged children in South Africa through education.  

www.kamvalethu.org

PRINCIPLES TO KEEP IN MIND

04
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Key elements to consider and cover when reflecting on results, drawing on the 5 dimensions of impact framework, 
(Impact Management Project, No date; Hedley, S. et al, 2010):

4.4.1 RESULTS BREAKDOWN

DIMENSION CATEGORY DESCRIPTION GUIDING QUESTIONS

WHAT

Activity(s) in 
period

Activities implemented 
during the reporting 
period.

What activities have you conducted during 
the reporting period in accordance with your 
programme strategy and plans?

Output(s) in 
period

The level of output 
achieved as a result of 
the associated activity.

What direct results (outputs) have been 
achieved in relation to these activities?
Have all planned activities for the period 
been delivered and associated outputs 
achieved?

Outcome(s) in 
period

The level of outcome 
experienced by the 
stakeholder, in relation to 
the intervention), during 
the reporting period.

What level of outcome(s) were experienced 
and recorded during the reporting period?
To what extent have all of the target outcome 
levels for the reporting period been 
achieved? 

Are we on track or do we need to implement 
any changes in order to reach our overall 
objectives?

Threshold for 
positive outcomes

The target threshold or 
point at which the 
change in outcome is 
considered positive.

What is the target threshold for a positive 
outcome?  

For example, a particular intervention may 
increase target beneficiary or end user 
income, but this change may only become 
beneficial (i.e. not neutral or perhaps even 
negative) once the income level passes a 
particular threshold, such as minimum wage.

Baseline

The level of outcome 
experienced by the 
beneficiary, client or end 
user, prior to the 
intervention.

What level of outcome was experienced by 
the beneficiary, client or end user prior to the 
intervention?
How underserved were the target end users 
prior to the intervention?

WHO

Stakeholder type
The type of stakeholder 
experiencing the 
outcome(s).

Who is the target beneficiary, client or end 
user(s) that will experience the outcome(s)? 

Stakeholder 
characteristics

Demographic and 
geographic boundary 
information and 
characteristics to 
describe the target 
stakeholders and provide 
the basis for 
disaggregated data.

What demographic and geographic 
boundaries characterize the type of 
stakeholder experiencing the outcome(s)? 
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DIMENSION CATEGORY DESCRIPTION GUIDING QUESTIONS

HOW MUCH

Scale Scale of the outcome.

What degree of change has occurred 
between the outcome level at baseline and 
the outcome level during the reporting 
period?

Depth The degree of change 
that occurred.

What is the average time period for which 
the outcome is sustained?

Duration
The period of time for 
which the outcome is 
experienced.

What is the average time period for which 
the outcome is sustained?

CONTRIBUTION
Depth 
counterfactual

The estimated degree of 
change that would have 
happened anyway (in the 
absence of the 
intervention).

What contribution did the intervention make 
to changing the outcome?  

The counterfactual could be calculated using 
a variety of methods, depending on the 
context. These include market research, 
proxy statistics, stakeholder feedback and 
control groups.

RISK1

Type of risk

The type of risk that 
could undermine the 
realisation of the 
expected outcomes and 
impact. 

Have any risks changed or have any new risks 
emerged that could undermine the realisation 
of the expected outcomes and impact?

Level of risk

The likelihood of the risk 
occurring, and the 
severity of the 
consequences if the risk 
does occur. 

Has this risk occurred during the reporting 
period?

To what extent has the context and 
anticipated level of risk changed?

Source: The Impact Management Project

1May be relevant to discuss in the challenges and lessons learnt section of the report.
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4.4.2 RESULTS PRESENTAT ION
There are many ways that results information can be presented and shared; options can be discussed and agreed 
with partners in advance. Format options include:  

• a table or dashboard representing the programme strategy or logic model. Progress of targets and actual 
results for each level, including activity, output and outcome, would be reflected in the table. (This could also 
reflect details such as data collection method and means of verification); 

• a series of visual data representations and tables reflecting the progress of various results elements; 

• a combination of narrative and data visualisations to outline each results element.  

The table below provides an example of how outcome results could be presented in a table format:

TABLE 1: EXAMPLE SUMMARY RESULTS TABLE REFLECT ING RESULTS IN RELAT ION TO ONE OUTCOME AREA

OUTCOME 1:  INCREASED INCOME FOR TEACHERS IN THE ECD SECTOR

WHAT
(The specific outcome that the 
intervention is contributing to)

Average monthly income for teachers at participating ECD centres in the 
reporting period: R2 600 
Target milestone threshold for reporting period: R3 000
Target threshold for end of intervention (calculated using national minimum 
wage): R3 520
Average monthly income level of teachers at baseline: R 1 500 

WHO
(The stakeholders that are 
experiencing the outcome)

Women from low income areas in South African Metro Centres that work as 
teachers in participating ECD centres.

HOW MUCH
(How many stakeholders 

experienced the outcome and 
what was the degree of change)

50 teachers (90% of our cohort) benefited from receiving an average 
monthly income of R2 600 or more in the reporting period. 

Although, this income level is 13% below the target threshold for the period, it 
represents a significant increase of 73% since the start of the intervention 
(average current income level compared to baseline). 

CONTRIBUTION
(Indication of whether the 
efforts resulted in better 

outcomes than would have 
otherwise occurred)

In the absence of comparative industry data and benchmarks on income 
levels for early learning teachers, we have used the average teacher income  
in our current intake as a counterfactual measure of what would have 
happened in the absence of our intervention. The average monthly income 
level for our current intake is R1 400. This decreased average income level is 
attributed to the recent economic downturn and the impact that it is having 
on payment of school fees in early learning centres.  

The current outcome level of R2 600 is 86% above the assumed 
counterfactual (R1 400), reflecting a significant contribution over the status 
quo in the absence of our intervention.

RISK
(The probability that impact 

would be different than 
expected)

External risk: Medium – the assumed counterfactual, in combination with the 
outcome level being below the target threshold for the period, suggest that 
external factors may be affecting this outcome. In order to mitigate this risk 
and ensure that we are able to achieve our overall target threshold, we plan 
to increase the level of mentorship and financial management support 
provided to the participating ECD centres over the remainder of the 
programme. 
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Regardless of the chosen format, it is important to ensure that the results information reflected is sufficient to 
enable the reader to understand the progress of the project against the baseline and planned objectives and 
targets. This would allow for any risks to be identified and any necessary interventions to be planned.

”…a data point without something to compare it to is like a rocket without fuel: you’re ready for 
take-off yet find yourself firmly rooted to the ground.” 

(Harrison, K. et al. 2020. P 12)

USEFUL RESOURCES:

The 5 dimensions of Impact, Impact Management Project 

IRIS+ free Impact Management and Measurement System by the GIIN

23PAGE
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MOSAIC’S JOURNEY TO DATA-DRIVEN DECISION-MAKING

CASE STORY

BACKGROUND

Mosaic has developed an online monitoring and evaluation (M&E) system called OVCmeasure. This 
tool has made impact measurement accessible for us, by simplifying the process of data capture and 
addressing both our internal and external data management.  

In 2016 we decided that we needed to develop an M&E system for our programmes, but at that 
stage it was for the wrong reason – to please our social investors. As the journey progressed, we 
discovered the right reason for us to do this work, and that is to improve our projects and deliver 
better services to our beneficiaries. We have found this to be a much healthier approach, which has 
completely changed the way we do business. 

In order to be successful, we realised that the implementation and management of an M&E system 
needs to be driven by the non-profit organisation, with a view to capitalising on impact, and not just 
providing data to social investors. Everyone in the organisation needs to understand the value of the 
system and how it can help them to serve people more effectively, so that there is complete buy-in. 
Most people working in this sector genuinely want to change lives and now we have a tool that can 
assist them in achieving this goal.

OVERVIEW

24

Data is captured via a mobile phone app, which can operate both on and offline. This means 
that our facilitators can gather information as they work and input it directly into the app. 

The system captures 3 data “groups”: 

1. The basic profile of each individual, including personal and family information 
2. The history of the individual e.g. programmes they are involved in, their history of attendance, 

school performance and meals provided. 
3. An ongoing assessment, which measures and quantifiably determines whether change has 

occurred and shows the results. This includes a general and emotional well-being assessment, 
health assessments, and school or educational performance assessments - conducted at 
regular intervals.
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Data is gathered over time and the result is that a full “picture” of each individual is created within 
the system. The information within the system can then be represented by graphs which indicate 
growth and development over a period, and we have found that these visual interpretations even 
excite the least geeky among us! For users that require more information, the data can be pulled out 
of the system into a spreadsheet and viewed per individual or across the entire group. This allows for 
comparison and further informs decision-making within the organisation.  

The system provides insights to 3 different users:

25

Staff or volunteers are able to see which beneficiaries are struggling and can then 
decide on relevant interventions. This means that they can focus their time and 
attention, where it is needed most.

The Management team is able to see which areas, households or families may be 
struggling and make data-driven decisions - based on facts - rather than personal or 
emotional motivations. The allocation of time or other resources can then be managed 
accordingly.

Social investors are able to view data that shows them the quantifiable impact of their 
donation. The system can also be used to build a case for why social investors should 
invest in specific programmes. There is also a “sponsor a child” module which 
automates updates on specific children to social investors, in a safe and responsible 
manner. Both the identity of the social investors and children is protected and yet the 
social investor can feel connected to the child in a personal way. 
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SAMPLE SOCIAL INVESTOR VIEW OF INDIVIDUAL PROFILE

SAMPLE VIEW OF ATTENDANCE AND ASSESSMENT
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First lesson: We hired the software development company first and then spent time doing the 
research, in order to develop a process and the right questions on paper. It would have saved us a lot 
of time and money to have done it the other way around! 

Second lesson: If the non-profit staff or volunteers don’t buy into the M&E process, then you are 
starting off with a dead project. So, you need to change people’s view of M&E at the front end.  

We know that Behaviour = Motivation x Ability x Trigger. When people experience how the system 
improves processes and increases impact, it motivates them. Making the system easy to use, easily 
accessible on their smartphones and as simple as possible, speaks to their ability to use it. And lastly, 
creating habits (triggers) within your organisation ensures that the M&E is sustainable. You need to 
address all three areas - motivation, ability and the triggers – in order to change behaviour. 

The benefits of this system are twofold: 

1. Timing: Data is often kept in filing cabinets and is only accessed when there is a crisis, rather than 
being used to identify vulnerable youth in advance. With OVCmeasure, the data is immediately 
accessible and can be viewed not just for an individual case, but across broader groupings. This 
improves our potential for providing early stage interventions and support.

This system also helps us to keep tabs on a large number of people and families and to pick up on 
“warning signs” and trends among beneficiaries very quickly. We can monitor how people are 
doing, filter data and focus on what is important and then decide where and when to take action.

2. Decision-making: The impact of decisions is measurable now, and our staff are able to see the 
results and celebrate successes. It is very encouraging for everyone when they start to see the 
tangible impact of the system and how it is helping us better serve our beneficiaries. This 
definitely motivates the team.

At Mosaic we have changed some of our programmes significantly, based on the data that we 
have accumulated using OVCmeasure. Our decisions are no longer based on emotions, but on 
facts and numbers.

CHALLENGES

BENEF ITS

Mosaic delivers a holistic model of intervention to contribute towards a South Africa where 
every orphan and vulnerable child is loved and cared for within a family setup, with enough 
resources and opportunities to thrive. 

www.mosaicsa.org
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NARRATIVE AND STORYTELLING – HIGHLIGHTING STORIES OF CHANGE AND CASE STUDIES 

Include narrative descriptions and analysis of results, as well as stories and case studies, to bring life to your 
impact results and tell the human story. The narrative section and stories of change can be a significant 
opportunity to showcase the work of the organisation and heroes on the ground. This will also provide useful 
collateral for your partners to share in their marketing and communications and may contribute to your visibility, 
so make the most of the opportunity! 

Always consider the protection of personal information - for the person featured - as well as ethical and end-user 
protection considerations related to revealing identities in stories, footage and photographs.

IMPORTANT NOTE:

• get consent from individuals being photographed (when dealing with children and youth, it is critical 
to get consent from the parent or guardian); 

• include the name of the photographer; 

• include the names of people, groups and organisations featured; 

• include the location (e.g. town/province) where the photograph was taken. 

When sharing videos and photographs, it is important to make sure you: 

28PAGE
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WHY IS THE F INANCIAL REPORT ING SECT ION RELEVANT?

It provides an opportunity for reporting organisations to foster trust and credibility by clearly and 
transparently communicating how they have effectively used the resources allocated to achieve what 
was agreed with the investment partner. For internal team members, the budget monitoring report 
provides information that can support analysis of effectiveness and operational decision-making.  

For social investors, it is an opportunity to keep up to date with the progress and use of resources 
allocated to the planned goals and objectives of the programme or partnership (Lewis, T. 2017). This 
enables social investors to fulfil their responsibility for the use of funds they have allocated.  

The financial section of the impact or progress report provides an additional lens through which 
partners can explore and discuss progress and next steps.

4.5 BUDGET MONITORING REPORT
The financial component of reporting to social investors should communicate the financial status of the 
programme or partnership, reflecting the planned budget versus actual income and expenditure, variance and 
reasons for variance, budget notes and assumptions. This will help to clarify drivers or calculations influencing 
your cost allocations. Ultimately, this reporting element should reflect the financial story of the programme or 
partnership’s progress, relative to its planned outcomes and indicators of success. 

While the finer details of the budget monitoring report may vary in relation to the particular programme or 
organisation, it is important to ensure that this section of the Impact Report: 

• provides social investors with the right level of detail to meet their information and reporting needs and 
requirements; 

• reflects all relevant income and expenditure (matching the approved budget line items); 

• is clear, transparent and accurate; 

• reflects calculations and explains calculations as may be needed;

• accounts for variances in budget to actual income and expenditure.

29PAGE
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CASE STORY

OVERVIEW

The Momentum Metropolitan Foundation (MMF) continuously explores ways in which we can 
manage our impact measurement, as part of a seamless process. We have limited resources with 
which to achieve our social impact objectives and our approach must be carefully managed, with the 
clear understanding that “every cent matters”.

We always found that prospective non-profit implementation partners were eager to align with and 
meet our reporting requirements upfront. However, further into the relationship, challenges often 
arose. The first and biggest challenge was for data to be captured correctly and the second was for 
it to be reported on as required. In both cases, the human element came into play and these issues 
were compounded in prospective partner organisations, as their resources were often stretched. 

The value of being able to collect data that is correct and also standardised across all of our social 
investment programmes, was a key driver in our consideration of the J-Pal Costing Guidelines and 
Template. 

ABOUT J-PAL COST ING GUIDELINES

“Collecting detailed cost data is crucial to conducting cost-effectiveness analysis and providing 
advice to stakeholders on how they might best allocate limited budget resources.  

When J-PAL collects information on program costs, our goal is to illustrate how much a program 
would cost if it were replicated, and to facilitate more general comparisons among related 
projects. In our experience, it is much easier and more accurate to collect this cost information 
during the implementation of the programme, instead of trying to piece together the data after 
the evaluation is completed.  

COLLECT ING DETAILED COST DATA  

Since the goal of collecting costs data is to determine how much it would cost an organisation 
to replicate the program, we must gather detailed information on the cost and quantity of all 
ingredients required to implement the program. The level of detail in cost data has implications 
not only for generating an accurate cost-effectiveness estimate but also for identifying the 
drivers of cost-effectiveness or the potential cost-effectiveness of the program in another 
context or scale.” 

www.povertyactionlab.org/sites/default/files/resources/costing-guidelines.pdf 

MOMENTUM METROPOLITAN FOUNDATION ON J-PAL COSTING 
GUIDELINES AS A ROUTE TO TRUE COST INTELLIGENCE
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THE PROCESS

Using the J-PAL approach, we gather the information associated with the project during the due 
diligence phase and then also on a quarterly basis, during the implementation phase.   The nature of 
J-PAL's approach is to gather detailed data during implementation, with the focus being on 
identifying the true cost per unit.  

The programme budget, which is prepared prior to implementation, usually differs significantly from 
where money is actually spent during implementation. In using the J-Pal format, we can pick up on 
what the actual costs are timelessly and we can then make informed decisions, based on the 
information gathered. 

We are on a journey with our partners and we are constantly weighing up what does and does not 
work and which of our processes and programmes are most effective and efficient. Taking into 
account where we are in the lifecycle of our strategy, the key element is getting the reporting right, 
with specific attention being paid to costing.  

We wanted to understand the true cost of results per program and, in accordance with our strategy 
and objectives, get a view of what it actually costs to successfully place a young person into 
employment. The J-PAL Costing Guidelines offered a solution to support data collection that would 
enable us to fully understand the cost of delivering the impact for each of the programmes we 
partner with, as well as how the programmes compare with each other.  We realised that if we 
adopted the J-PAL Costing Guidelines, we would be able to make better-informed decisions, with 
costs being taken into consideration.
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BENEF ITS

The adoption of this approach to costing and budget reporting has realised tangible benefits for 
MMF and our non-profit delivery partners over just a few months, as detailed below:

• Our Management and Board are able to make well-informed decisions because we are getting 
timeous, adequate, comparable and accurate information to base the decision-making on. 

• We no longer have to wait for the evaluation of the programme to provide us with data in 
order for us to correct or amend our strategy, because we are able to correct and amend 
things as we go along. The Costing Guideline template allows us to be flexible in our 
approach. And, we now have a clear understanding of what it actually costs to place a young 
person into employment through our programmes, as well as what it would take for us to 
scale up. Having a clear breakdown of all the costs involved in achieving our objectives, helps 
us to:

understand how to best move forward in allocating limited resources  
know when cost saving measures are necessary  
recognise when it may be necessary to scale up a project 

• We have found that our partners have more accurate insight into the full costs of their service 
delivery and results, which also supports their planning, decision-making and efforts to 
explore alternative cost-effectiveness measures.  

• We are able to be more efficient with our resources and drive implementation more 
effectively and can therefore maximise our outputs.  

• We can use limited resources to replicate and scale up what we know works efficiently. 

• We understand exactly what it takes to achieve our objectives, because we now know exactly 
what happens during implementation. 

• With all of the data we have available, we are in a better position to move into a new 
partnership with any implementing organisation. 

• We are able to tell our stories better because we have adequate information.

• We can achieve our ultimate goal, which is to put more young people into employment.

We are now looking to complement the integration of the J-PAL costing approach with a portfolio 
management system called Amp Impact. We will build J-PAL Costing Guidelines into this system, 
which will make this an even smoother process.

THE WAY FORWARD

The Momentum Metropolitan Foundation was set up as an independent Non-profit 
Company (NPC) that integrates the corporate social investment initiatives of Momentum 
Metropolitan Holdings. The Foundation channels Corporate Social Investment (CSI) funds 
to non-profit organisations and institutions working towards the development and 
empowerment of the broader community. 

www.momentummetropolitan.co.za/en/social-investment/foundation 
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4.5.1 COMMON BUDGET MONITORING REPORT ING ELEMENTS AND CATEGORIES

Depending on the implementing organisation or programme, the specific sources of income and expense line 
items may vary. However, budgets and budget monitoring tables will typically feature the common primary 
categories of Revenue and Expenses, with sub-categories under Expenses as below: 

• Personnel salaries and benefits (may cover salaries and benefits of staff directly and indirectly involved); 

• Programme expenses (direct programme expenses) and 
• Administration costs (often indirect, shared or central support costs).  

The Budget Monitoring Table (see Appendix D) provides an example of such a common structure with categories 
and line items that can be used for reporting on budget vs. actual and variances to tell the story of the 
organisation’s or programme’s progress against the planned budget. This example could be used to reflect costs 
across a particular programme being funded or it could be adjusted and used for a whole organisation, to reflect 
revenue and expenses across multiple programmes or cost centres. 

If the budget monitoring report covers unrestricted funding across an organisation, additional columns can be 
added to reflect each programme or cost centre. Budget monitoring reports may also be broken into phased, 
shorter time periods, for example by month or quarter, depending on the duration and agreement. Where certain 
funds are assigned for specific use or within specific periods, they should be allocated accordingly i.e. for the 
designated use and/or time period (Lewis, T. 2017). 
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A NOTE ON DIRECT AND INDIRECT COSTS

Direct costs are the costs that can be specifically attributed to a programme and its activities. (Propel 
Nonprofits. No date; Lewis, T. 2017)  Indirect costs are those 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). They are also sometimes known as 
overhead, core or central support costs.   

Investment in indirect costs (such as quality senior leadership, finance, technology, resource 
mobilisation and governance) add significant value and standards of excellence to all programmes 
delivered by an organisation. They are also critical enablers of programme delivery (Propel Nonprofits. 
No date). Consequently, there is growing recognition of the need for: 

• central support that is provided to be ‘charged’ to programmes in a reasonable, fair and consistent 
manner (Lewis, T. 2017) 

• social investors to recognise and support true costs, including indirect costs, in order to ensure the 
effective and professional operations of the organisations which they support (Garcia Abadia, M; Lin, 
J. 2009) 

Organisations can encourage the positive consideration of indirect costs by clearly and transparently 
reflecting cost drivers, calculations and explanations/rationales in budgets and budget monitoring 
reports. Different approaches can be used to inform indirect cost allocation decisions, but these should 
be consistently and transparently applied (Lewis, T. 2017). Some common approaches include the 
apportionment of staff time, square meterage (floor space utilised), percentage of total direct costs, or 
number of staff members (Propel Nonprofits. No date).
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4.5.2 BUDGET MONITORING REPORT NARRAT I VE 

The Budget Monitoring Table (see Appendix D) displays common categories and elements disclosed for accurate 
and transparent financial reporting against budgets. It can be useful to include a narrative description to explain 
any details, calculations, assumptions, variances or approaches that may be required for the reader to fully 
understand the progress and any response actions required. 
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4.5.2.1 HOW TO DEAL WITH VARIANCES 

In reality, there is often a variance between budgeted amounts and actual amounts paid or received. Three common 
factors that could cause a variance include changes in the time period in which the activity takes place, the actual 
price paid, and the actual amount of goods or services delivered. Generally, a positive or negative variance of up to 
10% is considered an acceptable range (Lewis, T. 2017). 

Accounting for and disclosing variances can be accomplished through narrative description or in a table format 
(see the example variance table below). Either approach can serve the interests of transparency and effective 
communication.  

Key information to provide in an account of variances would include the line item (from your budget monitoring 
report), the % variance, the reason for the variance, the expected impact of this variance and proposed responses or 
actions that could be implemented to remedy and/or resolve the variance. Many social investors allow transfers 
between budget item categories, as long as the variance for the category does not exceed the 10% range. In these 
cases, formal approval for budget transfers is only required if the 10% range is exceeded (Lewis, T. 2017).

VARIANCE TABLE EXAMPLE

Budget Line Item Variance Reason for Variance Impact of Variance Response Options 

It is important that variances are monitored and disclosed to social investors timeously, in accordance with the 
agreement terms and conditions and reporting requirements. Proactively including proposed and/or possible 
response actions can open the pathway to collaboratively explore and agree on the best action.  

In terms of presenting and proposing response options, if a positive variance (within the agreed acceptable range) 
between the budgeted expenses and actual expenses occurs, funds could potentially be reallocated to other 
expense categories or projects, or the project could be expanded (if possible, within the scope of the agreement).  

A negative variance between the budgeted expenses and actual expenses could be adjusted in a similar way. Funds 
could be reallocated from other line items in the budget. Again, it is important to discuss this with the social 
investor. 
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4.5.2.2 BUDGET MODIFICATIONS

As stated above, it is important to always communicate and discuss with social investors timeously when any 
adjustments need to be made to the budget. It is possible for project plans to change significantly for a range of 
reasons, such as political unrest or the onset of a pandemic. In such circumstances, social investors and 
organisations should work together to reconsider the project plan and associated budget to see if an alternative 
strategy could achieve the same results within the same total budget (Lewis, T. 2017). 

4.5.2.3 SURPLUS FUNDS

A significant surplus on the financial statements or a specific project, could result in a misleading impression of 
the organisation’s financial position. Existing or prospective social investors might be reluctant to provide more 
funding, as they might assume that these funds are not required. It is  important that the reasons for the 
accumulated funds (e.g. equipment that needs to be replaced) should be communicated to existing or 
prospective social investors, in order to ensure that they realise that their support is still crucial (Lewis, T. 2017). It 
should also be stated whether surplus funds are related to restricted or unrestricted funds, as restricted funds 
would always link to specific future expenses and unrestricted funds could be allocated at the discretion of the 
organisation. 

4.5.2.4 HOW TO DEAL WITH IN-KIND DONATIONS

It is important for organisations to record the many possible types of in-kind donations they receive in 
accordance with GAAP (Generally Accepted Accounting Principles).   In-kind contributions that are essential to 
delivering a programme and have a tangible value that can be applied, can be measured at fair value and 
recorded as revenue on receipt or during the period that the contribution is received or pledged. The correlating 
expense should be recognised during the period in which it is used (BPM, 2016; Guzman, K, 2017; Lewis, T. 2017). 
 
In the case that certain in-kind donations are not received anymore, it could have a material effect on the cost of 
operations, depending on the relative value of and dependency on the in-kind donation. For example, a senior 
management volunteer can be core to delivering your programme strategy and you would have serious financial 
and non-financial implications if that resource were no longer available. It is important to distinguish between in-
kind donations that are critical to delivering your programme strategy versus in-kind donations that are not 
critical to delivering the programme and its outcomes.   It is necessary to include your core in-kind donations in 
the budget to reflect full costs and manage risk associated with replacing the value of in-kind donations.
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CASE STORY

OVERVIEW

Imagine a project that operates solely with perfectly-skilled volunteers, operates from a coffee-shop 
but does not purchase coffee, has no bank account and possibly no money, has pro-bono auditors, 
accountants, and lawyers and donated equipment that is maintenance-free and stored in someone’s 
garage. This sounds pie-in-the-sky, and it certainly is! Sometimes, non-profit organisations are 
treated as if only funding that is channelled directly to a beneficiary is worthwhile funding. Taken to 
the extreme, it is sometimes believed that salaries are not worth funding. Many non-profits require a 
large number of people with skills to serve their constituencies – such as counsellors, social workers, 
activists, or teachers – with a high proportion of their expenditure being paid as remuneration. These 
costs must always be included in budgets, and should be supported by funders.

SEPARATE BANK ACCOUNTS FOR DIFF ERENT POTS OF FUNDING 

Some funders believe that a separate bank account guarantees transparent accounting for their 
funds paid to an organisation. However, for many non-profit entities, there may be numerous 
employees and suppliers to be paid and it is likely that most outgoing amounts from the bank 
account would simply be transfers to the organisation’s operating bank account, from which 
most payments to employees and suppliers will be made.  

Additional bank accounts create extra administration and bank charges for the entity and, in our 
view, are unnecessary where the organisation operates an accounting system that is able to 
track income and expenditure per funder or grant separately. 

ZIYO ON WHAT NON-PROFIT ORGANISATIONS WISH THEIR 
FUNDING PARTNERS KNEW ABOUT THEIR FINANCIAL MANAGEMENT

36

It is a myth that non-profit financial management and accounting is exactly like that of a profit-
making business. While there are many similarities, it can often seem like a parallel universe. After 
many years of working with non-profits, here are some of the peculiarities of financial management 
within a non-profit entity that we have learned.

04
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RESERVES AND SAVINGS

There is no doubt that non-profits need a cash-flow buffer to help them through delayed funding 
and short-term lean times. Last year, an organisation we know endured a few months where a whole 
batch of funding agreements were ending, before new ones were starting. If that organisation was 
without any saving in reserve, they would have had to close their much-needed operations. 
Fortunately, due to a modest reserve fund, this was a mere blip that didn’t sink them. Those 
supporting non-profits need to recognise the need for this type of savings and reserve funds, and 
even actively support it – imagine a world in which each funding contract contributes a small 
amount to the reserve as a budget line item!

Some non-profits may be perceived to be sitting on vast amounts of reserves or savings that do not 
ever get to the intended beneficiaries. In some cases this may well be true, however, in other cases, 
this may be a misinterpretation of financial statements. For example, where a non-profit discloses 
“accumulated funds” on its statement of financial position, those funds may not necessarily be made 
up of cash, but possibly of fixed assets, say, buildings used to house the organisation’s operations. 
Sometimes, this could also just be poor financial statement presentation or ignorance of the image it 
projects. In our opinion, it is important to dig a bit deeper.
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ZIYO: Accountants with heart – specialists to the non-profit sector.  

www.ziyo.co.za

USEFUL RESOURCES:

In the context of efforts to break the “starvation cycle”, certain social investors 
and stakeholders have developed useful budgeting and financial management 
and reporting tools and guidelines to support applicants and partners to 
develop full cost budgeting. Some of these include:

• Propel nonprofits: True Program Costs: Program Budgets and Allocations Guideline and 
template 

• Wallace Foundation: Program-based Budget Builder Template and Demo  

• Mango: Financial Management Essentials – A Handbook for NGOs 

• The Bridgespan Group: Nonprofit Cost Analysis Toolkit: Six Steps to Finding the True 
Costs of Programs
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http://www.ziyo.co.za
https://www.propelnonprofits.org/resources/true-program-costs-program-budget-allocation-template-resource/
https://www.propelnonprofits.org/resources/true-program-costs-program-budget-allocation-template-resource/
https://www.wallacefoundation.org/knowledge-center/resources-for-financial-management/pages/program-based-budget-template.aspx
https://www.humentum.org/sites/default/files/free_resources/G-FME-Handbook-web-version-Mar-18.pdf
https://www.bridgespan.org/insights/library/pay-what-it-takes/nonprofit-cost-analysis-introduction
https://www.bridgespan.org/insights/library/pay-what-it-takes/nonprofit-cost-analysis-introduction
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4.6 LESSONS LEARNT, CHALLENGES AND OPPORTUNIT IES
This section should provide information to assist stakeholders in answering three key questions: 

• What key lessons have you learnt from your experience, the impact insights and analysis of results?

• How will you incorporate these learnings into the programme more broadly, for the next period and in future, to 
further enhance and scale the results which were achieved?

• What challenges or changes were encountered, and what strategies have been put in place to mitigate the risk 
of these challenges or changes impacting current and future results?

WHY IS IT IMPORTANT TO MONITOR AND REPORT ON YOUR BUDGETS?

This is a great opportunity to educate your partner on your context and demonstrate learning. You can 
highlight improvements and show how the positive effects of your partnership will contribute to greater 
impact in the future. It also provides a foundation from which to explore future partnership 
opportunities and contributes to a depth of knowledge within the sector. 

If the programme or partnership is still in progress, proactively communicating adaptations or changes  
- based on impact insights and evidence - can further contribute to confidence in the best results for the 
remainder of the programme or partnership. This kind of analysis and planning can demonstrate that 
you have tight operational controls and plans in place to ensure that you meet the overall objectives, 
and are focussed on practical solutions to overcome any challenges timeously.
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4.7 CONCLUSION

Always include a conclusion in your report for the period, providing:  

• a summary of the report and the key information communicated and how this contributes to overall goals and 
objectives for the partnership;  

• an indication of what the social investor can expect to be achieved in the next period; 

• a call-to-action for the reader, in terms of next steps in the partnership – should we stop, continue, or grow? 

Overall, your Impact Reporting provides an opportunity to engage and communicate with stakeholders at key 
intervals to foster trust, transparency and decision-making.  It is a platform to provide your stakeholders with the 
information they need to understand your progress and results against your planned objectives, identify any 
additional support or intervention measures that may be required, and plan for the future.  

To make it easier for you to complete your own Impact Reports, we have developed a complimentary mock social 
impact report and social impact reporting template and a mock financial report and financial reporting template, 
which you can share with your stakeholders and customise and populate with your information. See Appendix A.
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https://www.dropbox.com/s/adc504drapiznuz/Mock%20Social%20Impact%20Report.pdf?dl=0
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 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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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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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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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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APPENDIX D
BUDGET MONITORING TABLE

BUDGET ACTUAL

DEFINITION
COST 
DRIVER / 
RATIONALE

PROGRAMME 
(ZAR)

PROGRAMME 
(ZAR)

BUDGET 
UTILISATION 
TO DATE

VARIANCE

REVENUE
Definitions of 
revenue and 
expense items

Measurable 
factors that 
influence the 
amount of each 
cost item 
allocated to the 
various 
programmes

Rand amount of 
budget 
allocation for 
the period

Rand amount of 
actual revenue 
or expenditure 
for the period

% Of the total 
budget utilised 
to date

Difference 
between 
budgeted 
amount & 
actual (amt. or 
%)

Contributions 
and support

Financial 
donations or 
grants received

In-kind 
donations (E.g. 
clothing / 
food / 
medicine)

A donation in 
the form of 
goods or 
services that is 
used to carry 
out the mission 
of the 
organisation

Programme 
revenue

Income 
generated by 
the programme

Bank interest

Interest 
received on 
money in bank 
account

Investment 
income

Income 
received from 
an investment

Other
Any other 
revenue 
sources

Total Revenue

Expenses

Personnel 
salaries and  
benefits

Remuneration 
and non-
financial 
benefits of 
employees
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E.g. Executive 
Director

Executive 
Director of the 
organisation

E.g. Proportion 
of time 
allocated to 
programme, 
based on 
relative direct 
programme 
costs as a proxy 
of demand on 
ED's time.

E.g. CFO
Chief Financial 
Officer of the 
organisation

E.g. Proportion 
of time 
allocated to 
programme, 
based on 
relative direct 
programme 
costs as a proxy 
of demand on 
CFO's time.

E.g. Programme 
Manager

Programme 
manager

E.g. Proportion 
of staff 
member's time 
spent on 
programme

E.g. Curriculum 
designer

Programme 
curriculum 
designer

E.g. Proportion 
of staff 
member's time 
spent on 
programme

E.g. Facilitator 
Programme 
facilitator

E.g. Proportion 
of staff 
member's time 
spent on 
programme

E.g. M&E - data 
collector

Data collector – 
M&E

E.g. Proportion 
of staff 
member's time 
spent on 
programme

Programme 
expenses

Direct expenses 

E.g. In-kind 
donations (e.g. 
clothing, food, 
medicine)

Fair value cost 
of the in-kind 
donation(s) 
reflected in 
revenue

E.g. Fair value 
cost of the 
contribution at 
the time of 
receipt

E.g. Rent and 
utilities - 
training facility

Costs incurred 
to rent 
programme 
training facility

E.g. Rental of 
programme 
training facility

E.g. Programme 
staff  training

Costs incurred 
to train staff 
involved in 
delivering the 
programme

E.g. Direct 
training costs 
for programme 
delivery team 
(incl. no. of 
team members 
being trained)
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E.g. Printing - 
curriculum 
materials

Printing costs 
incurred to 
print 
participant 
curriculum 
materials

E.g. Direct 
printing costs 
incurred for 
printing 
participant 
curriculum 
materials (incl. 
no. of 
participants)

E.g. 
Transportation  
- facilitator 
travel)

Travel costs 
(flights, accom, 
per diems, and 
car hire for 
facilitators 
traveling to 
multiple 
training sites)

E.g. Direct 
travel costs 
associated with 
programme 
facilitators to 
deliver 
facilitation (incl. 
number of 
locations, no. of 
facilitators 
traveling)

E.g. M&E 
software

Subscription 
fees for M&E 
software 
system

E.g. Share of 
subscription 
costs based on 
number of 
users related to 
the 
programme's 
delivery and 
reporting

Administration Central / core 
costs

E.g. Audit fees

Remuneration 
for 
organisation's 
auditors

E.g. 
Proportional 
auditing costs 
as allocation 
relative to 
programme 
budget share of 
organisation 
budget

E.g. Equipment

Equipment 
purchased for 
use in the 
organisation 
(e.g. IT 
hardware)

E.g. Amount of 
equipment 
ordered / total 
equipment 

E.g. Supplies

Pens, paper, 
envelopes and 
other office 
material

E.g. Supplies 
ordered by 
programme / 
total supplies

E.g. Marketing 
and Publicity

Costs incurred 
for promotional 
or advertising 
purposes

E.g. 
Proportional 
Marketing and 
Publicity costs 
as allocation 
relative to 
programme 
budget share of 
total 
organisation 
budget
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E.g. Rent and 
Utilities

Payment for the 
occupation of a 
building and 
utilities such as 
water, 
electricity, 
garbage 
removal, etc.

E.g. Number of 
programme 
staff / total 
staff

 E.g. Telephone
Costs incurred 
on landlines 
and cell phones

E.g. 
Proportional 
telephone costs 
as allocation 
relative to 
programme 
budget share of 
total 
organisation 
budget

Total Expenses

SURPLUS/
SHORTFALL

Indirect expenses

Direct expenses


