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This Impact Strategy Design handbook presents the
essential frameworks and practices you can leverage

i D
to inform your strategy definition process. 01 Whydevelop animpact strategy:

The practices introduced in this resource are covered
in more detail in Efiko Academy’'s Impact Strategy
Mentoring track. This programme is developed to help
you articulate the impact strategy of your or any 03 Assess
enterprise from A to Z based on 11 mentoring, group
sessions and e-learning.

02 When to focus on strategy?

04 Approach
If you have any gquestions or suggestions regarding the

topic or the information presented in this document,

. 05 Action
please contact us at support@efiko.academy.



https://efiko.academy/impact-strategy-mentoring/
https://efiko.academy/impact-strategy-mentoring/
mailto:support@efiko.academy

WHY DEVELOP AN
IMPACT STRATEGY?

6670 tap into the estimated
$12 trillion of business
opportunities related to
addressing SDG challenges, and
because the safety of our planet

and society largely depends on
the contribution of enterprises.”

T. Whelan & C. Fink (2016)
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Foster product and service design
innovations

Drive competitive advantage
through stakeholder engagement

Build customer loyalty
Attract and engage employees
Take responsibility for contributing

to preserving thriving ecosystems
and nurturing inclusive communities



WHEN TO DEVELOP AN
IMPACT STRATEGY?

Impact Strategy design is an
iterative process to carry out
each time an enterprise feels
the need to step back and
reflect on recent learnings
fromn an execution period.

Enterprises frequently shift from
convergent to divergent phases.

Divergence
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Convergence

Impact Strategy design starts from a

divergent look at organisational and

market developments and then moves

iInto a convergent phase to determine
the best way forward.



3. ACtIOﬂ Outward look . Assess
Resourcing & inward look
executing

STAKEHOLDER
VALIDATION

Developing Setting
your plan impact goals
\ Building /
commitment

2. Approach
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KEY STEPS OF IMPACT
STRATEGY DESIGN

Impact strategy development
involves five iterative steps
informed by active

stakeholder engagement
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The first step consists of questioning
and reviewing internal practices and external
developments.

1. Outward-looking: forming an
understanding of how the market and
sustainability challenges you interact with
are evolving, who's playing a role, and how
relationships have evolved.

2. Inward-looking:  (re-)assessing  your
mission and goals, lessons learned from
the last execution periods, and your
strategic priorities.

This step provides a strong foundation for the
design of an effective impact strategy.
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ASS ESS Supportive Frameworks
5 Dimensions of Problem tree analysis Systems mapping
Impact

IMPACT DIMENSION Connections

D WHAT Q 9

O WHO G G
a i G G Nodes

A RISK

$ 9

Define the nature, scale and Map the root-causes and Map the relationships between
depth of a sustainability consequences of a problem key actors active in nurturing an

challenge issue or addressing it

An enterprise that seeks to address one or more
sustainability challenges will need to ensure that it
focuses on addressing the parts of a problem
where the most positive impact can be created.
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ASSESS

All ventures operate within a larger value chain with
upstream and downstream stakeholders and impacts.
These value chain impacts should be identified and
screened for materiality.

Value chain analysis

g =us Company identifies a priority to
reduce its negative impact on SDG
/\/I' 8in its operations by providing a
(| ] living wage to all employees

e Com»d_!yihmi'ﬁn‘npvimitym
i reduce its negative impact on

SDG 12 through offering
m increased opportunities for
consumer to recycle used apparel

Value chain

SDG 15 by reducing soil
degradation

Source: Integrating the SDG into comporate reporting: A Practical Guide
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Non-realized /
strategies
Emergent
strategies

What was the intended strategy so far?

- Did the period generate emergent strategies?

«  Whatis the realised strategy and what gaps are in the
intended one?

ReVi ew I ea rn i n g s « What did we learn from the execution period?

Strategy reflections offer rare opportunities to look
back at the intended strategy, realised strategy and
emergent strategies.
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Inward look:
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Enterprises that have been collecting data from
their clients and stakeholders over the past periods
should use strategy design periods as a moment to
extract insights from datasets.

: ®
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Who have you been serving or working with so far?

What insights do you have into your stakeholders’ motivation to
engage with you?

What is the satisfaction and main feedback you have gathered?
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Inward look:
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For an impact strategy to be actively academy
pursued within an enterprise, it needs to

be integrated into the business strategy.

This is why business strategy frameworks

need to be thrown into the mix!

A few examples:

Hwvoll

The Balanced Scorecard

P Political

E Economic

T Technological é

L Legal OKRS

E Environmental Objectives & Key Results

\.

J
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The second step consists of defining
objectives, targets and a plan for achieving
your goals. This plan should be grounded on
the outputs of the assessment phase.

Key steps:

. Purpose review
Setting impact goals
Building commitment
Developing a plan
Stakeholder validation

ok who

This step provides the foundation for robust
strategy execution, which is the last stage of
the impact strategy design process.
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PURPOSE
REVIEW
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RECONNECTING TO THE CORE VISION AND MISSION

Every organisation is set up to address a set of
problems experienced by stakeholders and has either
an explicit or implicit vision of how the world could
become a better place through its activities. Starting
from the core purpose of the organisation helps bring
the "Why” to life and facilitates goal-setting and
planning steps.
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MATERIALITY
ASSESSMENT
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DOUBLE MATERIALITY ANALYSIS

Double materiality is the reference approach to
identifying outcomes that need to be prioritised by a
venture. The analysis concludes with a set of impacts to
actively manage because they matter for the enterprise
AND the stakeholders affected by its activities

High

material reuse

cccccccc

gender equality animal welfare

LEVEL OF CONCERN TO
STAKEHOLDERS

|l ©
3

employee engagement

Med

Medium High

CURRENT OR POTENTIAL IMPACT
ON THE COMPANY
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SETTING
IMPACT
GOALS
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Material impacts need to pass through the goal,
target and threshold-setting phase. The aim here is
to develop ambitious yet achievable targets for the
social and environmental outcomes to contribute to
as an enterprise.

Depth or scale of impact

A

target

l Threshold
current

»
»

*Thresholds refer to minimum accepted levels for an
outcome within a given context.
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APPROACH

To give every chance for an impact goal to be
achieved, it needs to be integrated into your business
strategy. This includes referring to your vision, mission,
and strategy but also aligning incentives and
responsibilities between the board, management and
operational teams.

From...

Integrated
Enterprise
Strategy

BUILDING
COMMITMENT

Impact

strategy . .

Mission
linked to
Enterprise SDGs

strategy

Vision
referring
to impact
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APPROACH

“Culture eats strategy for breakfast”, said Peter Drucker and
it still resonates in the context of getting everyone onboard
on your impact strategy. This takes awadreness raising,
promoting a culture of learning from stakeholder voices
and a new language to communicate about performance.

CULTURE! £ STRATEGY j

BUILDING
COMMITMENT
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APPROACH

Planned work
]

l Impact
I Outcomes

Outputs
Activities
Resources
/Inputs

Time to link your impact goals to the intermediary

outcomes, activities and resources you will need

to achieve them. This is exactly what the Theory of
Change helps you to do.

Intended results
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APPROACH

INVOLVING YOUR KEY STAKEHOLDERS TO REVIEW AND
CHALLENGE YOUR PROPOSED STRATEGY

e Involving  stakeholders is key to
ensuring your strategic plan is realistic

and likely to contribute to the desired

changes. Your materiality assessment

STAKEHOLDER needs to be validated with your
stakeholders, new outcomes may be
identified and you will want to check

VALI DATI O N the critical assumptions of your Theory
of Change.
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Now that you have performed a thorough
ACTION assessment of your organisation and its

context, and articulated a stakeholder-
validated plan to achieve impact goals, it's
time to move back into Doer’'s modus!




GET IN TOUCH efiko

If you have any questions about your impact
strategy or have any recommendations on
how to improve this handbook, don't
hesitate to let us know!

E Y

Timothy Lambert Could an Impact Strategy Desigh mentoring
Co-Founder journey be something for you?
timothy@efiko.academy

+32 475 37 30 29 Book a 30-minute intro call by clicking here or
check out the offer on our welbsite here.



https://calendly.com/timothylambertefiko/30min
https://efiko.academy/impact-strategy-mentoring/
mailto:timothy@efiko.academy
tel:+32475373029
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