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The VG Impact Matrix at a glance




The Value for Good (VIGG) Impact Matrix 1s based on our VG Impact

Management Framework
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It was developed for the Value for Good Impact Academy and 1s now publicly

available
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It defines a target vision and 5 maturity levels for four key dimensions of

impact management

4 dimensions of
impact

Value for Good impact matrix

o

z

value
or SO0

« o dermand and market anay

management

initjal assessments and data on the needs ofthe| [« Clea
tergergroun
Initlal assessments and data on existing services|

ndenmet nesds -

deta-based understanging of the
Structure ofthe eeasystem and the (unmet)

v oS o focus
and pasition in the ecosystem

ofhow rezcn and Impact
Imperec houigh fpepgcation vl

pro'nnmscnope aionwhers

Aot
Sopropra

+ Adanced and professiona collaboratien with

the eemsysi
+ {where remend fftmentof the Caectl
MpacT quaTTy Critena

" - o mpactloge sualene

Firstiraft ofan imaact iogc Wt
cenra saments

Precizely defined proviem and Grgelgroup
Clear description of actvies and aLtputs

Clearty < outcormes (o be achieved
Clary Fn'rr atectvisian of the casired sociera

Frebien, i greup e s bases on

fanen mg[nrmmam ftes,
nes andision

Ho Iug:ala'm'rﬁm related gaps or
contradicrions

" Sl enihe eng ol canca i e s
itcomes andivision|

. Vgrsm'sm‘u\F iferontohjacies o
ngvs.Intemal mezs.rement and

= Mo eannection betnee!
organiz Straegy

Impactlegicand

Initia ideas on how mpact logic and -
organizational strategy are connected

‘Selective connections between impact g and
organizationa straegy

Tre organizations overall and programmatc
Strategles and work are mostly aligned ar knked
actlogic

« impactlogic and organizationa strategy are
consistently developer and Used In an aligned
way

5 sysemancaly gearedtowards

Mo guality maragament

impuct data

bmpact data . ' « No impact measurement

Dita shoming that the Larget group s being -
raached

Initial own data providing evidence of Impact -
oR

Init dingofexams data qualty *
standarcsar evaluatons that hint atmosct

bodes notean
management

<. o
ncadof ar lved in impact

- chEFwdTsuuns\hllll\zsatrvsnurwslnr
TRt managem

Impacsteenng

2-3 sub-aspects
per dimension

B e )
= Noestebisnar o fture of impact orientation

= NO IFTArNal COMIMILACATION on MMpact

= N eutenal CoMmmUNicaTon n impa

sary

\nnw\ddasa'e entrusted w

nage

thaspedts of Impact | [+

Revoarees re eseri for .
on & salectve Dasls

Individua processes for Impact managament

are defined ands

Defined quality standards and processes in
rder 1o /mofement them and check comghance

Comprenensive understanging ofinternal and

n or gxter;

Targetorcomearae e andior
bafore/aftar companisons andior cross sectior
anatyses

Parts ofthe mar

ualty standarts follow estabished scen
fincings andor standards.
Regular reviaw and corstant compliance with
the cefinen quasty standards

Sufficiantlylarge samples

Us?c(s{i"‘:.:sl

Qu"wratlc usa of Quantative,

300N o destrionE,

lior qualitative

Syamatic s of imemal sncver axemal e

ndare
el WGl e the femk

i als and commitizes

@ioie of the management level withinimpact
management = defined and internaized

mpact team (or simi
Suficlent rasaurces tendtn be avalablefor

Jor thare are established but ol

farrmally cefined processes

Individuas in the organ

Zatian warkin an -

pat-oriented manner

integrationaf B

mostimpartant

« The mostimporiant impact management

Drocesses have been defined and are caried
i sccordingly on a regtar basis
%ele AN £arT o e o

nimaact]

‘Clirity an the relevant 1arget utience and Thair

Salective communication wiT ‘Claarsy deflned camnunication gaals
impact rformazen

Initialp actpersons,

tun[E’.1fm'ma[sanmn'(hu'\’e\s -

Clarity on relevant centent and targered
seletiboor adgtation dependigarihe

Shpactue nctarge a
+ Gl

oy on possloe formits and harinels ang
wargeted uss Bepanding on he gos! and target
audience

opeaing cualiat and Guant
R maon e g ad oy e
romepage, maact repor, €1

Afresevant) G t
are cominced that the organization can
imgiement and prefessanalizeits impact
ranagementwithout sgnificant bstacks

Role of il other persons outsidethe impact
team define

- Quay standarcs, processes and analyses are
regularly reviewed and corn oy mproved
- Quay standards, rocesses andanalyses sre
iz parners (e, M the dcosystem

« Causal proofof impact through internalor
el eiluaton wilch reatesdrecty e
‘attivites ofthe organvzations. prodiem:
- rasteraze o thET 3

(7 MENaEEMENT Ve SCTVely SUE00ME The

‘organizatien n aligning s work on impact

+ Management lavel communicate:
mporiance o the outside world and uses.
SMU7ACTE0ENSATE SN0 SUPDONTETS

. flaarydeﬂnecmspnnsmmuesm»all mpact
abassimen: a3k

Suffent resoures o thaimg
tesm

BNt e et e
Impact team - w with the organization

M Tk i e

Majariyoftha organzatien ies an mpact
GriEnted viork dulture

fanest a0 ansparent comrunicaln
including communicatin of negatiear

unexpected resustsngatherwitn the res.

Targeted use of comimun

mansgzmant st 3l s

+ Defined progessesthat meet estabished
]

Standards of gond organi management,
coninueus learring andimpronement
. ofall spects of
risin s cally

SyStEmane an reg Aar Communicaten
rieches all eiev i Contacts 2nd s geared
temards thei needs

+ Targered evaluation of communicatien and

feacnaceon contensanddess orfuther
rovemant
Ereramarg eficecn usa of o

ools

Use of the Sacia Resorting Standard

continuon

+ Raacarriendy’ Use of the SoCiz Re0OTTng
Stancard

« Leszanslsarned and experiences aré processad|
2nd pessed on I atergeted manner i
Strenginenthe ecosysiem

“Best Practice”
ambition level
per sub-aspect

5 maturity levels
depending on
ambition level

Ib‘:gl(}})d

© 2024 Value for Good GmbH 5




Impact Strategy of the

Impactdata

Imp:
measurt

Role of the
management level

Impactsteering

\ Internal
communication

Impact
communication

communication

hat the activities
pected chang

group

Active and systematic support from the management
level to align the organization holistically with impact

Defined responsi s and sufficient resources to
enable impact management

Defined s for the continuous implementation
and improvement of impact management

A culture in which impact accompanies work and
functions as a guiding star for decisiol

» Convincing external communication that reports
ternal partners to

alue for Good Impact Matrix

0

1

2

3

value
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No need or market analysis available

Initial assessments and data on the needs of the
target group

Initial assessments and data on existing services
by others and gap in meeting needs

Clear, data-based understanding of the
structure of the ecosystem and the (unmet)
needs of the target group

Derived from this, the organization's own focus
and position in the ecosystem

Clear understanding of how reach and impact
can be improved through cooperation with
other stakeholders

Actively promoting cooperation where
appropriate

Advanced and professional collaboration with
the ecosystem

(where relevant with other actors) fulfilment of
the Collective Impact quality criteria

No impact logic

First draft of an impact logic with important
central elements

Precisely defined problem and target group
Clear description of activities and outputs
Clearly formulated outcomes to be achieved

Clearly formulated vision of the desired societal
situation

Articulated problem, target group and activities
based on needs & ecosystem analysis

Clear logical connections (“if-then”) between
activities, outputs, outcomes and vision

No logical or content-related gaps or
contradictions

Clearly reflects the strength of evidence on
linkages between activities, outputs, outcomes
and vision

Different versions to fulfil different objectives,
e.g, for marketing vs. internal measurement and
learning

No connection between impact logic and
organizational strategy

Initial ideas on how impact logic and
organizational strategy are connected

Selective connections between impact logic and
organizational strategy

The organization’s overall and programmatic
strategies and work are mostly aligned or linked
to the impact logic

Impact logic and organizational strategy are
consistently developed and used in an aligned
way

All priorities systematically geared towards
impact

No quality management

Data showing that the target group is actually
being reached

Defined quality standards and processes that
can be implemented and audited

Quality standards follow established scientific
findings and/or standards

Regular review and ongoing compliance with the
defined quality standards

Quality standards, processes and analyses are
regularly reviewed and continuously improved

Quality standards, processes and analyses are
coordinated with partners (e.g. in the ecosystem,
with sponsors)

No impact measurement

Initial own data providing evidence of impact

OR

Initial understanding of external data, quality
standards or evaluations that indicate impact

Deep understanding of internal and external
data that provide indication of impact

Comparison of data results against targets and
conducting before-after-comparisons and
cross-sectional analyses

Sufficiently large samples to establish impact
Use of simple control groups

Use of statistical analyses in addition to
descriptive analyses

Systematic use of quantitative and qualitative
data

Systematic use of internal and/or external data

Causal proof of impact through internal or
external evaluations which either directly
measures impact of how activities address target;
group problems or can be transferred to own
activities in a convincing manner

Management, executive board and supervisory
bodies not convinced of or involved in impact
management

Management level is involved selectively

Management level tends to be convinced and
does not significantly hinder impact
management

Parts of the management are convinced and are
actively working to win over the remaining
individuals and committees

Role of the management level within impact
managementis defined and internalized

A (relevant) majority of the management bodies
are convinced of impact management so that the|
organization can implement and professionalize
its impact management practices without
significant obstacles

Entire management level actively supports the
organization in aligning its work with impact

Management level communicates the
importance to the outside world and uses this to|
attract sponsors and supporters

No defined responsibilities and resources for
impact management

Individuals are entrusted with aspects of impact
management

Resources are reserved for impact management
on a selective basis

Impact team (or similar) defined

Sufficient resources tend to be available for the
most important impact management tasks

Role of all other persons even outside the
impact team defined

Sufficient resources provided for the impact
team

Efficient processes for collaboration within the
impact team and rest of organization

Clearly defined responsibilities for all impact
management tasks

Sufficient resources to implement impact
management at all levels

No impact management processes

No established culture of impact orientation

Individual processes for impact management
are defined and/or there are established but not,
formally defined processes

Individuals in the organization work in an
impact-oriented manner

The mostimportant impact management
processes have been defined and are carried
out accordingly on a regular basis

Significant part of the organization lives an
impact-oriented work culture

Majority of the organization is convinced of the
impact strategy

Majority of the organization lives an impact-
oriented work culture

Defined processes that meet established
standards of good organizational management,
continuous learning and improvement

Entire organization is convinced of all aspects of
impact management and uses this in its daily
work

No internal communication on impact

» No external communication on impact

Occasional ad-hoc communication including
some impact information

Initial ideas of goals of communications,
persons, content, formats and/or channels

Clearly defined communication goals

Clarity on the relevant target audience and their
motivations & preferences

Clarity on relevant content and targeted
selection or adaptation depending on the
objective and target audience

Clarity on possible formats and channels and
targeted use depending on the goal and target
audience

Transparent communication, including negative
or unexpected results along with the suggested
improvement measures

Targeted use of communication to collect
feedback on content and ideas for further
improvement

Effective and efficient use of digital tools

Systematic and regular communication that
involves all relevant stakeholders and is geared
towards their needs

Targeted evaluation of communication and
continuous improvement

Appealing qualitative and quantitative
information is integrated centrally into the
homepage, impact report, etc.

Use of the Social Reporting Standard

"Reader-friendly" use of the Social Reporting
Standard

Lessons learned and experiences are processed;
and passed on in a targeted manner to
strengthen the ecosystem
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V1G Impact Matrix: impact strategy

strategy

with

Needs and

ecosystem

Impact jQuality of the
impact logic

Connection

organization-
al strategy

Best Practice

» Good understanding of

target groups, their
situations and resulting
needs

Good understanding of
the ecosystem, other
players, organization’s
own contribution and the
best options for
cooperation

High-quality impact logic
that guides the
organization’s overall
direction, individual
programs and decisions,
and that can be used to
review, communicate and
improve impact

Holistic understanding of
impact management as a
central part of the
organization and
development of an
organizational strategy
that is guided by achieving
impact

0

« No need or market
analysis available

« Initial assessments and
data on the needs of the
target group

« Initial assessments and
data on existing services
by others and gap in
meeting needs

2

« Clear, data-based
understanding of the
structure of the
ecosystem and the
(unmet) needs of the
target group

« Derived from this, the
organization's own focus
and position in the
ecosystem

« Clear understanding of
how reach and impact
can be improved through
cooperation with other
stakeholders

Actively promoting
cooperation where
appropriate

4

» Advanced and
professional
collaboration with the
ecosystem

* (Where relevant with
other actors) fulfilment
of the Collective Impact
quality criteria

« No impact logic

« First draft of an impact
logic with important
central elements

* Precisely defined
problem and target

group

* Clear description of
activities and outputs

« Clearly formulated
outcomes to be achieved

* Clearly formulated vision
of the desired societal
situation

Articulated problem,
target group and
activities based on needs
& ecosystem analysis

Clear logical connections
(“if-then”) between
activities, outputs,
outcomes and vision

No logical or content-
related gaps or
contradictions

* Clearly reflects the
strength of evidence on
linkages between
activities, outputs,
outcomes and vision

« Different versions to fulfil
different objectives, e.g.,
for marketing vs. internal
steering

« No connection between
impact logic and
organizational strategy

« Initial ideas on how
impact logic and
organizational strategy
are connected

* Selective connections
between impact logic
and organizational
strategy

The organization’s overall
and programmatic
strategies and work are
mostly aligned or linked
to the impact logic

« Impact logic and
organizational strategy
are consistently
developed and used in
an aligned way

« All priorities
systematically geared
towards impact

value
Jor g()()d .
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ViG Impact Matrix: impact data

Quality

management

Impact
measure-
ment

* Ensuring that activities

reach the intended target
group and are accepted
by it

* Clearly defined and

maintained quality criteria
with which activities are
carried out

+ Convincing evidence that
the activities carried out
actually lead to the
expected changes for the
target group

+ No quality management

« Data showing that the
target group is actually
being reached

+ Defined quality
standards and processes
that can be implemented
and audited

* Quality standards follow
established scientific
findings and/or
standards

* Regular review and
ongoing compliance with
the defined quality
standards

+ Quality standards,
processes and analyses
are regularly reviewed
and continuously
improved

» Quality standards,
processes and analyses
are coordinated with
partners (e.g., in the
ecosystem, with
SpoNsors)

+ No impact measurement

« Initial own data providing
evidence of impact

OR

« Initial understanding of
external data, quality
standards or evaluations
that indicate impact

* Deep understanding of
internal and external
data that provide
indication of impact

« Comparison of data
results against targets
and conducting before-
after-comparisons and
cross-sectional analyses

« Sufficiently large samples
to establish impact

» Use of simple control
groups

* Use of statistical
analyses in addition to
descriptive analyses

* Systematic use of
quantitative and
qualitative data

* Systematic use of
internal and/or external
data

* Causal proof of impact
through internal or
external evaluations
which either directly
measure impact of how
activities address target
group problems or can
be transferred to own
activities in a conclusive
manner

value
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V1iG Impact Matrix: impact steering

Role of the
management
level

Resources

Impact and respon-

steering

sibilities

Processes
and culture

* Active and systematic
support from the
management level to align
the organization
holistically with impact

Defined responsibilities
and sufficient resources
to enable impact
management

Defined processes for the
continuous
implementation and
improvement of impact
management

A culture in which impact
accompanies work and
functions as a guiding star
for decisions

* Management, executive
board and supervisory
bodies not convinced of
or involved in impact

+ Management level is
involved selectively

Management level tends
to be convinced and
does not significantly

2

* Parts of the
management are
convinced and are
actively working to win
over the remaining
individuals and
committees

* A (relevant) majority of
the management bodies
are convinced of impact
management so that the
organization can
implement and
professionalize its impact

» Entire management level
actively supports the
organization in aligning
its work with impact

Management level
communicates the

management hinder impact * Role of the management management practices Importance to the
L . o outside world and uses
management level within impact without significant :
. this to attract sponsors
management is defined obstacles
) . and supporters
and internalized
* Role of all other persons
- . even outside the impact |«
« Individuals are entrusted| |« Impact team (or similar) X P Clearly d.eﬁ.n.ed
: . ‘ team defined responsibilities for all
, with aspects of impact defined .
* No defined impact management

responsibilities and
resources for impact
management

management

Resources are reserved
for impact management
on a selective basis

Sufficient resources tend
to be available for the
most important impact
management tasks

Sufficient resources
provided for impact team

Efficient processes for
collaboration within
impact team and rest of
organization

tasks

Sufficient resources to
implement impact
management at all levels

No impact management
processes

No established culture of
impact orientation

Individual processes for
impact management are
defined and/or there are
established but not
formally defined
processes

Individuals in the
organization work in an
impact-oriented manner

The most important
impact management
processes have been
defined and are carried
out accordingly on a
regular basis

Significant part of the
organization lives an
impact-oriented work
culture

Majority of the
organization is convinced
of the impact strategy

Majority of the
organization lives an
impact-oriented work
culture

Defined processes that
meet established
standards of good
organizational
management,
continuous learning and
improvement

Entire organization is
convinced of all aspects
of impact management
and uses this in its daily
work

value
Jor g()()d.,
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V1tG Impact Matrix: impact communication

Internal
communi-
cation

Y

Impact

commu-
nication

External
communi-
cation

+ Convincing internal
communication that
focuses the organization
on its impact goal and
leads to continuous
improvement

« Convincing external
communication that
reports transparently on
impact and binds external
partners to the
organization

« No internal
communication on
impact

* No external
communication on
impact

+ Occasional ad-hoc
communication including
some impact information

« Initial ideas of goals of
communications,
persons, content,
formats and/or channels

* Clearly defined
communication goals

Clarity on the relevant
target audience and their
motivations &
preferences

Clarity on relevant
content and targeted
selection or adaptation
depending on the
objective and target
audience

Clarity on possible
formats and channels
and targeted use
depending on the goal
and target audience

* Honest and transparent
communication,
including communication
of negative or
unexpected results
together with the
suggested improvement
measures

* Targeted use of
communication to collect
feedback on content and
ideas for further
improvement

Effective and efficient
use of digital tools

« Systematic and regular
communication that
involves all relevant
stakeholders and is
geared towards their
needs

Targeted evaluation of
communication and
continuous improvement

Appealing qualitative and
quantitative information
is integrated centrally
into the homepage,
impact report, etc.

« Use of the Social
Reporting Standard

"Reader-friendly" use of
the Social Reporting
Standard

Lessons learned and
experiences are
processed and passed
on in a targeted manner
to strengthen the
ecosystem

value
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Why use the VtG Impact Matrix?




When it comes to impact management, organisations and funders are regularly
confronted with the great complexity of the topic
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S e Challenges in coordinating funding objectives and
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to unclear priorities and development paths e 1 it =N,
Lack of clarity regarding own impact management
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The impact matrix allows you to develop a clear focused path for development

RN

Demand and -
Current situation w ecosystem ‘
£i
Intermediary objective Impact | Quality of the
strategy | impact logic T

< Final objective —
Connection with

— Development path Strrgaatgiozyaﬁonal
O

Quality 1
management

Impact S —
measurement

Role of the

@ management level

Impact Resources and
steering responsibilities

Processes and

\A Internal

Focus on Strengthe_ning the impact logic through a mpact | commurnication
better understanding of the target group; communi-
then gradually develop impact data =S

v

External
communication
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Aiming for best practices can easily overwhelm organisations; interim goals are
easier to handle and allow a step-wise path forward

Development path of impact strategy and data

High 4 Orientation toward
pest practice

Experiment
Cross-

sectional
Before/after analysis
comparison
against
targets

-
S
+—
@]
+—
<
QL
=
9
Q.
S
¥s)
=
=
S
=
Q

Interview

Impact
logic

Theory of impact Indication of impact Proof of impact
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You can use the VIG Impact Matrix to set your interim goals and get clarity on
your development path

Better communication when it comes to impact
management

Organisations ' ' Funders

Set goals for your organisational development, Focus funding agreements on specific
align with your team and allocate resources development steps

Set concrete objectives with corresponding cost Focus your own funding strategy (e.g., which
estimates for funding applications s topics you would like to develop)

Present your strengths and development goals to | .' Select funding partners based on a view of the
the outside world | partner's current situation and/or development
potential

\%l(}l()ed © 2024 Value for Good GmbH 16
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Use the VIG Impact Matrix

Give us feedback on what works for you and where the
matrix can still be adapted

Contact us for support in assessing your impact
management or for advice on the topic

Hans Kroemer
™ hkroemer@valueforgood.com

‘?;l}})td © 2024 Value for Good GmbH 17
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Value for Good GmbH
Franzosische Strae 47, 10117 Berlin, Germany
www.valueforgood.com
HRB 157107 B Amtsgericht Charlottenburg
Geschiftsfithrung: Clara Péron, Rayd Abu-Ayyash
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