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Objectives for today
1. Understand complementarity in the work of the IMP and the GIIN’s IMM

2. Learn how IRIS+ can help you manage impact along the five dimensions

3. Provide a space to discuss and ask questions
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Agenda
1. Brief introductions

2. Fundamentals of impact measurement & management

3. Using IRIS+ to manage impact along the 5 dimensions

4. IRIS+ demo

5. Q&A
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Brief introductions
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We aspire to create a world in which social and 

environmental factors are routinely integrated into 

investment decisions, as the ‘normal’ way of doing 

things.
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Roadmap for the future of impact investing

1. STRENGHTEN THE IDENTITY OF IMPACT INVESTING

• Chore Characteristics of Impact Investing: WHAT
constitutes credible impact investing practice

• IRIS+: HOW to implement the Core Characteristics

Advancing the Roadmap’s category of action #1

IDENTITY

BEHAVIORS & 

EXPECTATIONS

PRODUCTSTOOLS & 
SERVICES

EDUCATION & 
TRAINING

POLICY & 
REGULATION
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As the market continues to 
grow, the need for consistent, 
high-quality IMM practice as the 
norm becomes imperative

GIIN focus | Scaling with integrity
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All enterprises and investors have processes to:

Measure their negative and positive impacts that matter most to people and the planet, and

Disclose data on those impacts in a comparable way, whenever possible and appropriate, so 

that they can

Compare impacts to understand where they could be better, with the result that they

Improve performance by mitigating / minimising negative impacts and increasing positive 

impacts.

The IMP’s vision
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The IMP’s 
strategy

To help the market produce clear standards and guidance on:

1. impact management practice for enterprises and investors (processes);

2. how to measure impacts (framework) and what to disclose (universal, issue-specific and bespoke metrics);

3. methods for credibly comparing impacts (ratings, valuation).

The IMP now facilitates…

• From 2016-18, the Impact Management Project (IMP) brought together more than 2,000 practitioners –
from across the value chain – to agree on the dimensions of performance that matter for ESG and impact 
measurement, management and reporting. 

• These norms established through the IMP provide a logic for sharing information about ESG and impact 
goals and performance across value chains – from the people and planet affected, to enterprises, to 
investment intermediaries, to advisors, to asset owners. 

The growing Practitioner Community
Organisations bringing their expertise 
and experience, to find agreement 
(norms) on technical topics and share 
best practices in implementation

The IMP Structured Network
An unprecedented collaboration of 12 standard-setting organisations, 
using their complementary expertise to develop technical end-to-end 
guidance.
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Fundamentals of impact 
measurement & management
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1. Intentionally contribute to positive social and 
environmental impact

2. Use of evidence and impact data in investment 
design

3. Manage impact performance

4. Contribute to the grow of the industry 

Context Setting | Core Characteristics of Impact Investing
Four practices define impact investing

https://thegiin.org/characteristics

https://thegiin.org/characteristics
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Impact dimension Questions to guide measurement, diligence and performance evaluation   

What
What outcome occurs? Is it positive or negative? Is it important to the people or planet 
experiencing it?

Who Who experiences the outcome? How underserved are they in relation to it?

How much
How much of the outcome occurs – in terms of how many people experience it, the degree of 
change and how long it lasts for?

Contribution
What is the enterprise’s contribution to the outcome, relative to what would likely happen 
anyway?

Risk What is the risk to people and planet that impact does not occur as expected?

Context setting:  the five dimensions of impact
Everything we do has impacts on people and the planet. 
To understand any impact, we need to understand five dimensions of performance.
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Impact data categories

Dimension Data Category Description

What

Outcome The type of outcome experienced by the stakeholder when engaging with the enterprise.

Outcome threshold
The level of outcome that the stakeholder considers to be positive or ‘good enough’. 
The threshold can be a nationally- or internationally-agreed standard. 

Importance of outcome to stakeholder The stakeholder’s view of whether the outcome they experience is important

Who

Baseline The level of outcome experienced by the stakeholder prior to engaging with the enterprise.

Stakeholder characteristics Socio-demographics and behavioural characteristics of the stakeholder

Boundary The area or location where the stakeholder experiences the outcome

How much

Scale The number of individuals experiencing the outcome

Depth The degree of change experienced by the stakeholder

Duration The time period for which the stakeholder experiences the outcome

Contribution
Depth counterfactual The estimated degree of change that would occur anyway for the stakeholder

Duration counterfactual The estimated time period that the outcome would last for anyway

Risk
Risk type The type of risk that impact is not as expected (see Appendix A)

Risk level The level of the risk

To understand 
performance on each 
dimension of impact, 
we need to measure 
and report specific 
categories of data. 
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The impact data categories are the building blocks for benchmarking

IMPACT ACCOUNTING IMPACT RATING… or… IMPACT VALUATION

What

Outcome level vs. threshold Skill level achieved e.g. Score level of positive/negative outcome

Value of earnings 
increase for
up-skilled employees

Importance of outcome Importance of the skills e.g. Score importance of outcome

Who Baseline Skill level of employees in prior period
e.g. Score how underserved the population 
was in the prior period

How Much

Depth
Degree of change in skill level (= 
outcome – baseline)

Addressed by outcome & baseline scoring

Scale No. of employees 
e.g. Score how many people experience the 
outcome

x No. of employees

Duration Duration of skill level e.g. Score how long the outcome lasts for x Adjustment for duration

Contribution Counterfactual (Estimation of) counterfactual
e.g. Score how much better
the outcome is than the relevant benchmark 

x Adjustment for 
counterfactual

Risk
Risk type Evidence risk

etc.
e.g. Score level of risk

x Discount factor 
Risk level
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Using IRIS+ to manage impact 
along the five dimensions
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Comprehensive system to measure, manage, and 
optimize impact, bringing together:
• Catalog of metrics (5.0)
• Core Metrics Sets (shortlists of key indicators)
• Evidence base and research
• Best in class resources
• Practical how-to guidance

Catalog of generally accepted social and 
environmental performance metrics (choose 
your own adventure)

IRIS+ | Evolution from catalog to system

IRIS 1.0

2009

IRIS 3.0

2014

IRIS 4.0

20162010

IRIS 2.0 IRIS+

2019
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Lack of implementation 
guidance

Broad agreement on conventions, 
values, principles but no 
instructions on how to implement 
them

Lack of core metrics & 
comparable data 

To get to benchmarkable data, 
investors require core, standardized 
metrics to track, compare, & drive 
results (that can be used with any 
convention or framework)

Continued confusion & 
fragmentation

150+ tools, resources, and methods 
claiming to support impact analysis 
and management making it hard to 
navigate and know what 
constitutes best practice vs. what is 
noise

IRIS+ | Key pain points addressed



18

1. Setting transparent impact goals and reviewing the evidence 
base

2. Identifying qualitative and quantitative indicators to gauge 
performance against set goals

3. Embedding feedback through the life of investment as feasible

4. Disclosing actual impact performance data to investors and 
investees, in as comparable a matter as possible 

IRIS+ | Core Characteristics in action
Practices from the Core Characteristics that we’ll illustrate today

Sample of practices included in the Core Characteristics. For full version visit https://thegiin.org/characteristics

https://thegiin.org/characteristics
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Impact 
dimension

What social or environmental issue do I 
want to contribute to solving?

Review existing evidence base: e.g. The Long-Term Effects of Access to Mobile 
Money in Kenya, IPA. 

What
What outcome is sought by this 
demographic group? 

Increased financial resilience by increasing savings

Who
Is the outcome particularly needed by a 
specific demographic?

This outcome is most needed by populations at the base of the economic 
pyramid, particularly women: 42% in developing countries excluded from formal 
FS (World Bank, 2017)

How much How much of the outcome is needed? Dependent on the baseline of each user versus the desired level of savings

Contribution

What is likely to happen anyway for this 
particular group, in relation to this 
outcome?

Most target markets only have informal money lenders that do not have good 
terms for the client and therefore reduce financial resilience.

Risk
What are the likely impact risks of these 
business models?

Evidence risk is still high as the data on the specific outcome level ($ savings) is 
not available for each geography and demographic, and so each customer 
would need to be surveyed. Outcomes measurement will be required to ensure 
access to savings translates to increased savings, mitigation includes ensuring 
the product is used properly by the client, and that it meets specific needs or 
preferences.

1 | Setting impact goals and reviewing evidence base
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Impact dimension Illustrative investor goals Indicators recommended by IRIS+

SDG target and indicator NA SDGs: 1, 8, 10 (most direct link), and also linked to  2, 3, 4,5 

Outcome level in period (to exceed threshold) Value of Voluntary Savings Accounts (PI3240)

Outcome threshold Data point on desired savings level in the geographical context
Target Value of Voluntary Savings Accounts (PI3240) (as set by affected 
stakeholder)

Importance of the 
<outcome> to stakeholder

Important Importance of Outcome to Stakeholders (OI5495)

Stakeholder type Smallholder farmers
Target Stakeholders (OD7212), Target Stakeholder Demographic (PD5752), 
Target Stakeholder Socioeconomics (PD2541) 

Boundary Geographical location
Target Stakeholder Setting (PD6384), Target Stakeholder Geography 
(PD6424)

Baseline
Data point from the evidence on typical savings of this group or 
baseline data collected directly

Value of Voluntary Savings Accounts (PI3240)
(at baseline)

Scale / stakeholder 
characteristics

Large-scale (10,000 people)
Client Individuals: Total (PI4060), Number of Voluntary Savings Accounts 
(PI6439)

Depth
Significant degree of change (to be calculated based on baseline 
and target outcome level)

Assessment of degree of improvement from baseline to current period: 
Change in Value of Voluntary Savings Accounts (PI3240)

Duration Long-term Bespoke survey

Contribution - Depth 
Better than what would otherwise occur based on available market 
evidence

Relevant local benchmark (for indicator PI3240)

Contribution - Duration Relevant local benchmark

Type and level of risk
Low risk – i.e. ensure sufficient data coverage and management of 
impact

Risk factors identified as material: stakeholder participation, external 
execution, contribution (market saturation), drop-off (if low uptake)

2 | Identifying indicators to gauge performance



21

Input Activity Output Impact

In addition, the enterprise set targets against activities and outputs to manage progress towards these impact goals.
These indicators do not inform part of the investor’s assessment of whether they’ve met their impact goals, and are rarely 
benchmarkable, but can be important to enable identification of business model optimization and improvement

Total number of 
clients (PI4060)

• Range of financial 
prods/services used by 
clients (PD7899, PI9327)

• Client engagement in 
design/development/del
ivery of prods/services 
(OI7914) # of clients with improved outcomes

Degree of improvement in savings

Clients with low income

• Clients individuals active 
(PI9327)

• Client satisfaction ratio 
(PI7163)

• Operational certifications 
(OI1120)

Outcome: Financial resilience, through 
sufficient savings 

Likely savings otherwise

2 | Identifying indicators to gauge performance
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Impact 
dimension

Impact data category Example survey questions

What

Outcome in period
What changes are you experiencing as a result of engagement with 
[enterprise]?

Threshold for positive outcome 
(for positive changes) Is this improvement sufficient to meet your 
needs?

Importance of <outcome> to stakeholder How important is this to you?

Who

Stakeholder

Boundary

Baseline

Stakeholder characteristics What is your gender/ age/ zip code?

How much

Scale

Depth How much of a change is this?

Duration Have this improvement been long-lasting?

Contribution
Depth Is there a good alternative to [Org] that will deliver the life 

improvement you want?Duration

Read more on surveying across the five dimensions here

3 | Embedding feedback
Surveying stakeholders to identify additional unintended positive or negative impacts

https://impactmanagementproject.com/stakeholder/using-self-reported-data-for-impact-measurement/
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Dimensions Indicator Company A results 1029 Company B results 2019

Outcome level in period Value of Voluntary Savings Accounts (PI3240) (avg.) $400 $250

Outcome threshold
Target Value of Voluntary Savings Accounts (PI3240) (as set 
by affected stakeholder- avg.)

$400 $200

Importance of the 
<outcome> to stakeholder

Importance of Outcome to Stakeholders (OI5495) No data Important – 8/10

Stakeholder type
Target Stakeholders (OD7212), Target Stakeholder 
Demographic (PD5752), Target Stakeholder Socioeconomics 
(PD2541)

Customer, Low income, women Customer, Very poor

Boundary
Target Stakeholder Setting (PD6384), Target Stakeholder 
Geography (PD6424)

Rural, Mexico Rural, Nigeria

Baseline
Value of Voluntary Savings Accounts (PI3240)
(at baseline - (avg.)

$300 $50

Scale / stakeholder 
characteristics

Client Individuals: Total (PI4060), Number of Voluntary 
Savings Accounts (PI6439

2000 850

Depth
Assessment of degree of improvement from baseline to 
current period (avg.) (for indicator PI3240)

+$100 +200

Duration Customer attrition 22% 60%

Contribution - Depth Average savings in region $300 $50

Contribution - Duration Not available - -

Type and level of risk High stakeholder participation risk High drop-off risk

4 | Disclosing impact performance in a comparable way
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Investors also need to measure their 
contribution to the underlying asset
The IMP agreed that there are four broad 

strategies that investors can employ, based on 

their intentions and capabilities.

“I am able to provide flexible 
capital to enable certain 

types of impact”

“I will find opportunities to engage 
with investees in a manner that 

improves their impact”

“I will find opportunities to engage 
with investees in a manner that 

improves their impact”

“I will find opportunities to engage 
with investees in a manner that 

improves their impact”

“I want to 
demonstrate to 
the market that 
impact matters”

Agree

Disagree

No investor 
contribution

Illustrative strategy

Signal impact matters
+Engage actively

+Grow new/ undersupplied capital markets
+Provide flexibility on risk-adjusted return

Communicate to investees and 
wider-market that consideration of 

impact is key to investment 
process

Signal impact matters
+Engage actively

+Grow new/ undersupplied capital markets
+Provide flexibility on risk-adjusted return

Join board of directors and 
advocate and advocate for 

improving social and 
environmental practices

Signal impact matters
+Engage actively

+Grow new/ undersupplied capital markets
+Provide flexibility on risk-adjusted return

Provide an equity investment or 
loan with terms or in amounts that 

the enterprise likely would not 
have received but for the investor

Signal impact matters
+Engage actively

+Grow new/ undersupplied capital markets
+Provide flexibility on risk-adjusted return

Serve as lead lender for a 
syndicated debt transaction when 
other lenders are not able to do so

Signal impact matters
+Engage actively

+Grow new/ undersupplied capital markets
+Provide flexibility on risk-adjusted return

Accept a sub-commercial 
component of a larger financing 
package that no other investor

accepts

Signal impact matters
+Engage actively

+Grow new/ undersupplied capital markets
+Provide flexibility on risk-adjusted return

Arrange financing from third 
parties that is contingent upon the 

investor’s own sub-commercial 
investment

Disagree

Disagree

Disagree

Disagree

Disagree

Agree

Agree

Agree

Agree

Agree

“I will take risk that 
others won’t, for the 

pursuit of impact”



25

Set impact goals Explore recommended 
Core Metrics Sets + tailor 
them to your needs

Integrate 
feedback & 
inform decision-
making

Disclose impact 
data in a 
comparable way

Bringing the convention into practice with IRIS+

Review evidence 
base
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IRIS+ Demo
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Questions?
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Appendix
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IRIS+ | Ongoing development of themes
Currently available in IRIS+

Financial Inclusion Quality Healthcare

Smallholder Agri

Affordable Housing

Gender LensEnergy Access

In development (launch 2019)

Education

Sustainable Forestry

Sustainable Water Mgmt.

In development (launch 2020)

WASH

Climate Mitigation

Quality Jobs

To be developed (launch 2020 and beyond)

• Clean Energy
• Sustainable Agri
• Racial Equity
• Pollution
• Waste
• Oceans & Marine
• Biodiversity
• Air
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Different degrees of data are required depending on the decision it drives 

Efforts Data Outcome Data Impact Data

What

Outcome level

Outcome Threshold

Description of fair employment 
policies and practices

Income per hour

Living wage per hour

Income per hour

Living wage per hour

Who

Outcome level baseline

Income per hour in 
previous period

Wages prior to employment with 
enterprise were 30% below Living Wage.

How Much

Depth
Average annual wage exceeds the living 
wage by 50%

Scale 596 employees

Duration Attrition rate of 6%

Contribution
Wages paid are 15% above the industry 
average in the area.

Risk
Evidence risk, Low: Number of employees 
and level of income are directly 
measurable and verifiable

Efforts data is a proxy 
for the outcome –
usually sufficient for 
managing ESG risk

Impact data 
measures the 
outcome in 
context

Identifying what type of indicators are needed to manage 
ESG risks and other unintended impacts

Outcome data is required to 
understand the results of these efforts, 
always assessed relative to baseline 
and the outcome threshold 


