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FOREWORD

Avise, La Fonda and Le Labo de I'ESS took the initiative in 2016 to launch an in-depth study on
the subject of social impact measurement, bringing together ESS organisations, experts, assessment
stakeholders, project leaders and funders, all of whom came together as part of workshops to promote
collective intelligence.

Entitled "SSE & Value Creation”, the study kicked off in January 2017 and drew to a close in June 2019.
Its aim was to offer a fresh view of impact assessment and to pave the way for experimentation with
these new approaches.

A three-phase study
The "SSE & Value Creation” study is made up of three phases:

Phase 1 - Social impact measurement: characteristics, benefits and limitations of existing approaches.
Based on the documentation on the matter, the work already produced by our organisations on the
topic and an analysis of the practices reported by the stakeholders in the field, this phase aims to
establish the current situation and to put into perspective the impact measurement experiments
currently being carried out.

Phase 2 - Sources and emerging forms of social value creation: how can innovation be harnessed in
relation to social impact measurement? This phase consists in involving and presenting to stakeholders
recent analyses on the transformation of value chains, the measurement of externalities and the
macroeconomic problems of investment drivers in order to build a creative vision of value measurement
that takes into account the coordination of activities, cooperation, the pooling of resources and the
development of a more cross-cutting approach to social needs. The aim is to put forward a mapping
of these emerging methods of value creation and to identify the issues inherent to their measurement.

Phase 3 - Action plans for the renewal of social impact measurement: this phase makes it possible, on
the basis of previous work, to put forward a strategy based on pedagogical reasoning underpinned
by seven prerequisites that facilitate the implementation of a continuous and progressive assessment
process. By allowing a more effective ownership of the assessment process, this phase aims to
demonstrate that social impact measurement is above all beneficial and useful to entities.

This publication provides a summary of these three reports.
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SSE & Value Creation: the challenges of the study

The players in the Social and Solidarity Economy (SSE) embody an alternative vision of the economy,
one that is socially useful and creates shared wealth, and which is not reduced to financial consideration
alone. SSE entities therefore put the desire to create social value at the centre of their social utility
project. This value is multi-faceted (economic, social, societal, political and/or environmental) and
benefits not only the project stakeholders, but also rejuvenates the local area.

An increasing number of project leaders are looking to measure their social impact with a view to
accounting for and promoting value creation, particularly to public and private funders. The downward
trend in public budgets, subsidies and the increasing importance of social impact in the decisions of
private funders have created a favourable context for the rise of social impact assessment. In order
to guide investment choices, social impact assessment is becoming a common practice among SSE
entities.

Nevertheless, the dynamics of popularization of social impact assessment and the increasing
accessibility of tools and methods are facing a number of obstacles in the implementation of social
impact assessment approaches. As the first report of this study’ points out, social impact assessment
remains in many respects a process perceived as complex:

* Due to the multiple situations it covers;

* Due to the constraints and obstacles to its implementation (lack of resources, ethical issues, lack of
knowledge of the subject, technical and organizational obstacles, etc.);

* Due to the wide range of existing assessment methods (relevance, effectiveness, efficiency,
performance, net impact);

* Due to the impossibility of transposing an assessment approach from one project to another and,
consequently, the need to adopt a specific approach adapted to each specific entity, specific
missions, specific challenges and specific resources.

A single framework for any assessment process

Report | states that while the purposes and practices of assessment are very varied, there are three

basic steps that are common to any social impact assessment process

* Promise: this phase consists in defining "what matters”, in other words the assessment criteria
according to the purpose and the chosen scope.

* Proof: ofter having developed both quantitative and qualitative indicators, this phase consists in
"measuring” the social impact, i.e. collecting the assessment data and making them objective.

* Deliberation: this last phase aims to promote the ownership of the assessment results by the
project leader but also by all stakeholders, by drawing lessons from the results and developed a
shared point of view.

" Avise, La Fonda and Le Labo de I'ESS, "ESS & Création de valeur” Study, Report No. 1, December 2017
2 Avise, La Fonda and Le Labo de I'ESS , "ESS & Création de valeur” Study, Report No. 1, December 2017, p13-17



http://www.lelabo-ess.org/IMG/pdf/avisefondalaboess_171220_esscreationvaleur_rapporti_0.pdf
http://www.lelabo-ess.org/IMG/pdf/avisefondalaboess_171220_esscreationvaleur_rapporti_0.pdf
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3 steps shared by all assessment approaches - Report |

A re-establishment challenge for the Social and Solidarity Economy

The challenge for SSE project leaders and organisations lies in their ability to re-establish the

assessment process, adapting it to their values, resources, capacities for action and environment. This

re-establishment involves a threefold challenge:

* Incorporate social impact assessment into the organisation's strategy, by integrating the
approach with its management and project management open to different stakeholders

* Make social impact assessment part of a long-term approach, integrating the time of the
assessment process, the time of implementation of actions and the time of possible observation
of impacts;

* Use social impact assessment as a tool for social innovation, by harnessing it to identify new
democratic, social and environmental needs and expectations, with the aim of unveiling and co-
constructing innovative practices.

Approached in this way, it makes it possible to:

* Give meaning to individual commitment and equip collectives with new tools and arguments
to impose a representation of social value tailored to the development of a sustainable world. In
response to the transformations of the drivers and forms of engagement, as well as those of the
modes of financial contracting, social impact assessment highlights the chain effects of activities
and the way in which they are triggered.

* Reiterate the political scope of the assessment, hence the usefulness of setting prerequisites
before definitively opting for an approach. The aim is to adopt the assessment system that is in
line with the social project, for which the governance of SSE organisations is guaranteed.

In this study, Avise, La Fonda and Le Labo de I'ESS reiterate that the social impact assessment of
a social utility project can become a strategic steering tool that is useful for the organisation and a
driving force for social innovation. The assessment should make it possible to value all the tangible
and intangible resources present and created within a local ecosystem, without limiting itself solely to
the entity's operating indicators.

Summary - A prospective approach to social impact measurement
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With this in mind, the work of the "ESS & Création de valeur" prospective study offers:

* Reflection on a renewed representation of the sources and methods of value creation through the
analysis of an extended value chain;

* A progressive and pedagogical approach based on seven prerequisites, allowing this renewed
representation of value creation to be approached in a simple and inclusive way.

Rethinking social impact assessment with regard to
the notion of "extended value chain”

What are the limitations of existing approaches?

Social impact assessment is often carried out on an ad hoc basis, through the assessment of a
situation at a given moment, in particular on the basis of quantitative indicators aimed at "measuring”
everything about the impact of a project.

The social impact is also often represented in a value chain analysis, as shown in the diagram below.

The value chain - Report |

This linear approach, even if it is still a benchmark today for understanding the social impact,
tends to analyse the entity's activities in an isolated way. It must therefore be supplemented in order
to understand social impact assessment more broadly by integrating elements such as changes over
time, constant interaction with the local ecosystem and the integration of the project into systems
and dynamics that are constantly changing. Beyond activities, it is also essential to focus on how to
proceed, as SSE has its own specific features to highlight: governance schemes, mobilisation of human
resources, economic models, progress approach, etc.



Moreover, social impact assessment is most often perceived and experienced as a burden and criticised
for its cost, complexity, or lack of adaptability. The pitfalls of social impact assessment approaches
exist and are not insignificant: in some cases, assessment can negatively influence action by directing
it towards visible results in the short term and by diverting it from complex problems that are difficult
to measure in the long term.

Of the feedback provided by the study, that of the « Réseau de Groupement de Créateurs »*
has shown, for example, the limits of a so-called "randomised” assessment approach and the
relevance of supplementing this type of approach with qualitative information that is part of
a sustainability approach. This example and the findings of the study as a whole tend to show
that assessment is a learning process, which evolves and can be adapted over time.

SSE organisations therefore face common conceptual, methodological and organisational challenges
in devising social impact assessment approaches that make "sense” and produce positive effects”.
The three phases of the report highlight the importance of collectively clarifying, from the initial stages
of the project, the purpose and scope of its assessment, and of designing a proactive approach that
allows for the involvement of project stakeholders and its assessment process. The "SSE & Value
Creation” study underlines the iterative aspect of any assessment process and the need to include
it in a long-term perspective, which cannot be reduced to a one-off exercise.

These essential aspects show the relevance and potential of assessment, in view of the specific
characteristics of SSE projects and organisations, effectively guiding them towards social innovation.

A new approach to the value chain

To meet these challenges, work is underway to clarify what is meant by social value, particularly in the
world of research. The aim is to make it clear that the value created for society as a whole cannot be
reduced to the sum of the benefits enjoyed by each of the stakeholders, and that it will also regenerate
the majority. To this end, the "SSE & Value Creation” study suggests reformulating social impact
analysis from the notion of "extended value chain”, "to take into account the multidimensional, co-
constructed and localized aspects of the value created by a social innovation®. Based on the analysis
of different case studies, Report Il of the study identifies four characteristics of value creation:

* Value creation as re-creation: very often, value already exists but in an untapped form. It is then
a matter of revealing this value in the local areas, in the same way as the circular economy that
recycles waste. The value chain is thus "extended" by this systemic vision.

* Value creation as co-construction: value is never created by a single actor but by numerous
stakeholders throughout the value chain working together. It is therefore necessary to take into
account all stakeholders and the complementarity of actions rooted in a local area.

3 Avise, La Fonda and Le Labo de I'ESS, "ESS & Création de valeur” Study, Report No. 1, December 2017, p.25
4 Avise, La Fonda and Le Labo de IESS , "ESS & Création de valeur” Study, Report No. 1, December 2017, p.21-22
° Avise, La Fonda and Le Labo de I'ESS , "ESS & Création de valeur” Study, Report No. 2, June 2018, p.3
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* Value creation as a convention: estimating the value of a resource or activity can only be done on
the basis of an agreement and a common recognition between stakeholders of "what matters”. On

the basis of this convention, social value can be shared along the value chain.

* Social investment in value creation: value is multidimensional and must be understood beyond the
financial aspect, even from a "social investment" perspective, i.e. the creation or renewal of social

resources.

By taking all these characteristics into account, the extended value chain of a socially-useful project
ultimately contributes to an increase in pooled resources, and their shared management.

COMMON RESOURCES

Human resources (including training)

Support

activities Technology

Procurement, financing

Social
innovation
Non-profit

project

Operational
activity

Diffusion

Accessibility

Support

Main

The "value chain" analysis method consists in bringing together the different stakeholders of a project
around shared impact objectives, analysing the strategy implemented to achieve them, and then
measuring their effects. This method encourages and facilitates an assessment approach that supports
the collective impact strategy, characterized by a systemic reading and collaborative application.

Towards a continuous, progressive and strategic
approach to social impact assessment

The work carried out by Avise, La Fonda and Le Labo de I'ESS aims to facilitate the construction of a
shared vision of social impact assessment, by promoting a renewed representation of social value and
by proposing collective and progressive approaches to assessment, integrated within an extended

value chain.

The third phase of this work® takes into account in its analysis Corporate Social Responsibility (CSR)
practices, which develop assessment frameworks to guide actions, relationships with all stakeholders
and the valuation of impacts. The analysis of these approaches makes it possible to identify the drivers
that can be applied to the SSE, to enhance the methods of the entities involved and to highlight their

specific features and added value.

activities

the extended value chain - Rapport Il

¢ Avise, La Fonda and Le Labo de 'ESS, "ESS & Création de valeur” Study, Report No. 3, April 2019
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These approaches offer new possibilities for the integration of intangible capital into organisations’
accounts and further enhance the economic image of the SSE, sometimes confined solely to the
notion of " limited profitability”.

During this third phase, priority was given to the drafting of an educational approach to help SSE
stakeholders integrate this vision into their assessment process rather than creating yet another
measurement tool. It therefore suggests a educational approach to facilitate the implementation
of an social impact assessment process. This logic considers the assessment process above all as
a structuring process, in which the work carried out with all stakeholders in the local area is just as
important as the final result. Marking the progress made and the improvements to be achieved, the
assessment process thus makes it possible to continually re-examine the community project in relation
to the context of its local ecosystem.

Seven prerequisites, the cornerstones of an assessment process

As the time and resources devoted to each step vary from one organisation to another, Report Il of the
study’ outlines seven prerequisites that can be used by an organisation and the stakeholders involved:

1. The assessment process must be perceived as accessible and useful: it is a tool for understanding
an organisation's activities and projects. Beyond any reporting aspects, it is above all a tool for the
benefit of the entity and the community.

2. It integrates the project into a local ecosystem: this approach makes it possible to align the needs
and contributions of all stakeholders with those of the local area.

3. The stakeholders who are beneficiaries and contributors are involved at the appropriate time
in the assessment process for a given entity: involved in the governance and management of the
projects, the stakeholders of the ecosystem concerned constitute a common baseline that facilitates
the construction of a shared assessment process.

4. The evaluation process is inherent and an integral part of the entity's strategy and management,
from its inception: the entity's management team can thus develop a sustainable assessment culture
for the benefit of its project. The assessment therefore remains open, conducive to anticipation and
innovation.

5. It takes into account all the positive and negative effects brought about by the entity's actions:
the identification of all these effects allows the actions to be adjusted accordingly. The organisation
is therefore in a better position to maximise the positive effects and minimise the negative effects
detected.

6. It is a long-term process: the social impact assessment process requires efficient time management.
It requires time to become acquainted, to prepare and to build step by step.

7. It can strengthen bargaining power and facilitate the implementation of value-creating actions:
based on the recognition of the value it generates, an entity that is involved in its own assessment is
able to make arguments for dialogue with its stakeholders (and funding stakeholders) and can thus
consolidate its place and role.

7 Avise, La Fonda and Le Labo de I'ESS , "ESS & Création de valeur” Study, Rapport No. 3, April 2019
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Report Il outlines each prerequisite in an explanatory diagram. From prerequisites to prerequisites,
the diagrams are supplemented with new information and recommended for the application of the
renewed vision of impact measurement. As an example, below is one of the first models, that involving
the integration of stakeholders into the assessment process, allowing the implementation of a shared
strategy.

Contributing stakeholders
* v *(l) Action 1 (1) and (2) are linked with Action 1
E * (3) is linked with Action 2
@
Beneficiary & N (4) and (5) are linked with Action 3
" ry Action 2 .
contributing T ‘ |:: Beneficiary
stakeholders | ) stakeholders
T Action 3
Y
* @ K (5) LG b
Needs Solutions

Fig 3b. Implementation of a shared strategy

i\ Local area, environment <:> Beneficiary stakeholders

*
Action taken by the entity to meet the needs identified . L
= N Beneficiary & contributing

stakeholders
* Contributing stakeholders

Implementing a shared strategy — Report IlI

Of the feedback provided by Report Ill, Bibliotheques Sans Frontieres (BSF) offers an inspiring
example of an association that has placed assessment at the centre of its strategy by involving
its stakeholders and adapting the project to the needs and challenges of each territory
concerned by BSF's actions. In this way, assessment is instilled as the common thread of its
"ldeasBox" project and as a tool for dialogue between stakeholders, allowing the association to
benefit from enriched and diversified exchanges. It is a matter of trying to understand in order
to act more effectively, without a preconceived ideas, with a view to adapting one's offer to
achieve maximum impact.

Assessment, a collective and long-term process

These seven prerequisites are intended to make evaluation part of a process of continuous improvement

and assessment practices that are repeated over time, rather than a one-off exercise. The prerequisites

can be used as steps to be followed leading to the development of a virtuous dynamic of impact

measurement and, ultimately, to the development of the "dynamic framework of social impact

measurement” characterised by:

* Including assessment over the short, medium and long term;

* Involving stakeholders in a co-construction process when it comes to putting together the
assessment framework;

* Taking into account changing needs and adapting solutions in the light of the assessment results;

* Perceiving assessment as an iterative process and a structuring exercise for the project.



These steps facilitate the development and co-construction of interdependent dynamics between the
organization and all stakeholders. They make it possible to establish a virtuous and collaborative cycle
revolving around impact assessment.

The modelling presented below shows how assessment can be a collaborative exercise, as part of an
interlinked whole as opposed to isolated approaches. Impact assessment then makes it possible
to look for ways to maximize positive impacts and reduce negative ones, but also to develop a
framework for evolving relationships with stakeholders.

Contributing stakeholders
R *m petion (1) and (2) are linked with Action 1
r - (2)_, o — * . ——e (3) is linked with Action 2
Beneficiary @ ..
_."contri_bu!ing N A:‘tlon 2 e b . Elgpeficiary (4) and (5) are linked with Action 3
! stakeholders T ’ > ., stakeholders
4 i | ) }
T Action 3
Ny S
* Wk S
Needs Solutions

Fig 4. The virtuous circle

Local area, environment Beneficiary stakeholders

Beneficiary & contributing
N stakeholders

:> Action taken by the entity to meet the needs identified Cj

* Contributing stakeholders
The virtuous circle

The virtuous circle of impact measurement - Report i

Repeated overtime and constituting a common baseline for the assessment process, these prerequisites
and steps to facilitate impact measurement lead the community to work together to build the most
appropriate and open indicators for estimating the effects of the actions implemented, in order to
understand them, anticipate them and adapt to them. The development of a methodology adapted
to the context, before, during and after the assessment is essential. Controlling the time element (a long
time, consisting of recurrent sequences of assessing stakeholders' needs and the effects of actions) is
a prerequisite for value creation opportunities.
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The modelling in the diagram below of the "dynamic framework for impact measurement” clearly
shows the repetitive and collective nature of adopting a fresh approach to impact measurement.

timel time2 time3 time4 time5 time6
> .
A
* v * - — _Negotiation A
6] A )  Action 1 T,
*@ e W action 14+
E ) Ko p
Beneficiary & N Action 2 Action 2
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Fig 11. Dynamic framework for impact measurement
Local area, environment <:> Beneficiary stakeholders * Consequences attributable to the entity's actions External factors
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The dynamic framework of impact measurement — Report lll

This dynamic framework to impact measurement therefore complements the monitoring of the
seven prerequisites. It is, above all, an "ideal standard " for the benefit of SSE entities and organisations.
It is divided into several sequences and presents the different steps necessary to carry out a continuous
and comprehensive assessment. This framework represents the ideal way in which an organisation
can manage all their impacts in achieving their objectives and gives them all the tools they need to
enhance their social impact.

Avise, La Fonda and Le Labo de I'ESS therefore encourage ESS project leaders to draw inspiration
from the above-mentioned prerequisites, in order to work with stakeholders to draw up their own
dynamic framework and work towards a continuous and progressive assessment, which is integrated
into the project as a strategic steering tool used for social innovation.



Conclusion

In conclusion, the "SSE & Value Creation” study offers project leaders and social utility organisations a
thoughtful analysis and strategic approaches, enabling them to re-establish their own understanding
of the issue of assessing their social impact.

It promotes assessment as an approach that is above all beneficial to the project leader, the entity
or organisation that uses it and as a strategic steering tool that enables the development of new
solutions to meet social needs that are not being met. Assessment then becomes a catalyst for social
innovation.

Finally, this work is an opportunity to experiment with progressive assessment approaches that are co-
constructed and promote dialogue between all stakeholders: funders, projects and SSE stakeholders,
beneficiaries, etc. They regard assessment as a means of supporting the coherence of collective
impact strategies and the continuous improvement of projects and public policies.
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The co-pilot partners of the study

Avise. Avise is tasked with developing the Social and Solidarity Economy (SSE) and social innovation by
supporting project leaders and helping to shape an ecosystem that is favourable to their development.
It leads action programmes covering all stages of the existence of an SSE company, from emergence
to the maximisation of its social impact. Set up in 2002, Avise is an association that works with public
institutions and private organisations seeking to contribute to the public interest. Avise wishes to
contribute to the development of an economy that creates social, societal and environmental added
value. In a world where the performance of economic stakeholders is mainly measured by their
financial performance,making social impact assessment systematic will help to assert the value of
another economic model that promotes sustainable and positive social transformation in addition
to improving the social performance of social utility structures. To this end, it develops and runs a
national resource centre on social impact assessment, which is dedicated to: - providing information
on knowledge and progress related to social impact assessment - equipping social utility structures
and their ecosystems with tools to improve their skills - experimenting with new assessment practices
- coordinating stakeholders in their diversity in order to create convergences.

La Fonda. Laboratory of ideas from the non-profit sector. Established in 1987, La Fonda has actively
contributed to the recognition of associations by the public authorities. Recognised as a non-profit
organisation, it is now focused on its functions as a laboratory of ideas for the non-profit sector.
La Fonda is dedicated to promoting the essential contribution of associations to value creation,
democratic vitality and social cohesion, but also to helping associations to maintain and develop
their abilities to take action. To this end, it has placed foresight at the heart of everything it does: from
monitoring to strategy, it embraces participatory foresight as a tool for innovation. With its partners,
it also conducts surveys and studies, organises working groups, workshops and panel discussions,
produces publications and runs various online resource centres. By merging views and practices, by
becoming a platform for collective intelligence, by shaking up conventional thinking, La Fonda wishes
to pave the way for experimentation and political decision making.

Le Labo de I'ESS . A forum for discussion, reflection and action related to the SSE. Le Labo de I'ESS, an
association created in 2010, promotes and recognises the Social and Solidarity Economy through its
work, publications and events for the general public. It provides a forum for discussion, reflection and
action for an economy that respects people and the environment. Le Labo de I'ESS offers practical
solutions to promote the Social and Solidarity Economy, and to integrate it into the ongoing socio-
economic and ecological transition. It models and supports innovative topics that are priorities for
SSE, promotes their understanding by decision-makers in order to obtain real results and bring about
a shift in scale. Le Labo de I'ESS is also a place of action whose uniqueness lies in its main lines of
action: - Le Labo de I'ESS draws inspiration from experiments in the field to inform its proposals. Its
ability to identify and promote key structuring practices for the territory enables it to be a real catalyst
for innovative solutions. - its reflections are carried out with a wide network of actors, stakeholders
of its different working groups. The interplay of ideas and knowledge to foster collegial reflection is a
driving force of Le Labo de I'ESS . For this collective work, Le Labo de I'ESS has set itself the objective
of responding to two challenges: the ability to organize itself to speak with a united voice and to create
a new economic paradigm that is conducive to SSE and in touch with the ecosystem in the local areas.
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Avise is tasked with supporting the emergence,
consolidation and change of scale of social utility
structures that create innovative activities and high-
quality jobs.

@ avise.org g@avise,org H @Aviseasso

La Fonda is dedicated to promoting the essential
contribution of associations to value creation,
democratic vitality and social cohesion, in addition
to helping associations maintain and develop their
capacity to take action.

@ fonda.asso.fr E?@fondo2020 H @fonda2020

Le Labo de 'ESS is a think tank that uses collaborative
approaches to develop the structural pillars of the
Social and Solidarity Economy, based on practical,
innovative and inspiring initiatives from the local area.

@ lelabo-ess.org y@lelcbo_ess H @lelaboess
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