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About me

Dr. Leonora Buckland - Senior Research Fellow, Esade Center for Social Impact

Specialist in social entrepreneurship, impact investing, gender lens investing and impact
management

Co-authored various ECSI reports on impact management and am working on academic papers
related to the content

| curate the Esade-BBK Community of Practice on impact management

| have worked with multiple organisations on their impact management across NGOs, philanthropies
and impact investors

| ran a venture philanthropy foundation supporting social entrepreneurs

| have worked recently at EU policy level on IMM and the social economy

| am a board member of Ship2B Foundation, Spain

| am part of an embedded evaluation team in a three-year evaluation and learning partnership of
Access, a blended finance wholesaler in the UK



LLLLLLLLLLLLLLLLLLLL

Center for
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Best Full Time MBA

p—
About the Esade Center for Social Impact 77 /

We work towards a world in where people and organizations have the capacity to Worldwide
better understand and solve complex global challenges to regenerate the
environment and reduce social inequality

45

Europe

. What do we do?
Synergetic model o
Esade Center for Social Impact We develop research with rigor, reach, and relevance

about and for social impact which we aim to use in
. ‘ DD%

our classrooms
=
Research
Social debate

Teaching
‘Produce
‘Build a vibrant eco-system’

‘Educate
world-class

GLOBAL MBA
2026 RANKING

In-depth research areas

top talent’
research’

* Impactinvesting

« Impact entrepreneurship

+ Social economy
* Impact measurement and management (IMM)

« Gender lens investing 3



Center for
Social Impact

We aim to push the frontiers of social impact practice
through the interplay of academic and applied research

Our team has developed a research approach that contributes to: esade

- Fostering rigor and transparency on social impact practice to
promote real progress and avoid impact washing

« Transforming paradigms, legitimizing impact as an essential part of 35S @e
any business or funding model | ?;@w@: Partners
« Equipping the next generation of leaders to rise to the challenge, Sector “

with the knowledge, skills and tools they need to develop and lead
collaborative, equitable and sustainable solutions 4
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Broad picture - where is the
field of evaluation going?




Slido: One word to describe how you feel
about the future of evaluation as a field?

Impact focus

Transformation Relevant/irrelevant

Possibilities Complicated Transforming
Focused

Changing Learning Surious

Exited Systemic

Insecure .
Stuck Fatigue Complexity

Variation o
Worried Optimistic

Renewed -
Underused Troublesome  Reflective Exciting

Complex Al
Important

Impactmania i
i Tackling complexity L



Center for

Social Impact

The current evaluation discourse - where is evaluation headed?

Al brings opportunities and risks - how does the evaluator’s role shift?
« From backward-looking to real-time and forward-looking evaluation
« Blindspots, biases and acknowledging and mitigating our own power

« Finding ways to give voice to those more marginalized and conducting
equitable evaluation

« Focus on evaluation use and evidence-based decision-making

* No evaluation without the focus on the relationship between evaluation
and learning i.e. MEL
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S.0.S. Help!

We need to become an

We need to better
understand the links
between evaluation

and decision-making

accredited profession

We need more data

We need more people (demand
and supply) to understand what
evaluation can and can’t do

We need more more data
scientists and Al specialists

We need more tools and
methods

We need capacity-building of
evaluation users

We need more real-time
evaluation .



My contention:

We need to do things differently -
more relationally, more equitably and
in a more embedded way to leverage
the opportunities the digital wave is bringing,
privileging individual and
collective learning as the means
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ESADE contributions to the IMM
field of practice



Center for
Social Impact

Key research reports and frameworks - whistlestop tour!

- IMM Journey - as an organisation, how do we start to
understand and manage our impact and what is our
roadmap?

« Governance of impact - how do we align the powers
that be’ with the impact / evaluation teams?

« Strategy - IMM link - how can we make impact
evidence count in decision-making? Navigating Turbulent
Times in Philanthropy report

- Systems change - how is systems change practice
reshaping MEL and our organisations? - to be published
October 2026
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Designing an impact

management approach .-~

Clarity of impact goals and purpose

Moving from an audit to a learning mindset
Engaging with stakeholders

Determining level of impact

Choosing social impact measurement toolbox

Integrating grantmaking, venture
philanthropy, and Impact investment
approaches

02

Resourcing
and
organizing
for impact

management

Resourcing impact
management

Organizing for
impact management

Busting silos

0—

Rigor, proportionality, and attribution ‘

Including a shared
measurement agenda
-across funders and sectors

Re-iterating, course-correcting,
and growing in confidence

05

Collaborating,
sharing knowledge
and being transparent
to support impact
management

Impact
Management
Learning
Journey
Roadmap

for Charitable
Foundations

Developing joint Initiatives

Engaging In honest and
frequent sectoral exchange

Leveraging data and technology

04

Building
internal

and external
capacity to
manage impact

3 Embedding

impact
management
through
organizational
culture

Ensuring that the Board
and C-level lead
the process

Spreading an Impact
mindset in the
organization

Moving towards a shared
learning approach with
grantees

Becoming a learning
organization

FEB) Building staff capacity

E‘ Fﬁ Building grantee
lf"m capacity
-
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Center for
Social Impact

Example - The Robertson Trust R’gz)eertson

 Founded in 1961 Tl'tlSt

- The typology of the fund is multiple: legacy, community
foundation and grant-making.

« Medium size fund, in 2024 they provided €14 million in
grants.

« Mission: supporting organizations and initiatives in

Scotland aimed at alleviating poverty and trauma.

13
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Center for
Social Impact

The

Robertson
Trust

Example - The Robertson Trust

Jim McCormick
CEO

Russell Gunson Zoe Ferguson

Head of Insight &

Jo Cook
Finance Director /

Lydia Rose
Head of Programmes & Head of Administration

Practice

Annie Doyle

Scholarship Training
Manager

Gemma Manclark

Scholarship Training
Officer (mat leave)

Steven Nicholson
Scholar Liaison Officer

Luke McWilliams

Scholarship
Admnistrator

Sofia Khan

Scholarship
Development Officer
(Fixed Term)

Jemma Campbell

Assistant (Fixed Term)

Claire O'Hara

Each & Every Child
Programme Director

Michael Wield

Each & Every Child
Programme Officer

Lucy Duncombe

Each & Every Child
Programme Administrator]|

Lisa Macrae

Each & Every Chilkd
Programme Coordinator

Eve Dallas-Childs

Programmes & Practice

[\ ELEEE

Terri Merricks

gl Programmes & PRactice

Officer

nnaMarie Steel

l Programmes & Practice

Officer

Catriona Kelly

gl Programmes & Practice

Officer (mat leave)

Lyndsay Fraser
Robertson

Programmes & Practice
Officer (Fixed Term)

Impact

Cassy Rutherford

Learning &
Communications
[\ ELEEETS

Paul Collins

Communications Officer

Hayley Hutchison

Learning &
Communications
Assistant

Eleri Birkhead

Learning Officer

Ruth Marsden

Learning Officer

Danielle Cook

(mat leave)

Jade Cassidy

Administrator

Pauline McShane

Executive Administratorf|
(Fixed Term)

Erin Murphy

Maia Lilley

Administrator

(Fixed term)

Company Secretary

Fiona Jamieson

Venue Manager
(Stirling)

Elizabeth Harris

Receptionist /
Administrator

Vincent Connell
Facilities Assistant

James Carroll

Receptionist/
Administrator

Alan Campbell

Facilities & ICT Manager

Catriona Paterson

Cafe Manager

Margaret Miller

Receptionist

Culloden Robertson

Receptionist

Steven McLaughlin

Facilities Assistant

Jacqueline Reid

HR Manager

Sharon Ross

Finance Manager

Allison Mannis

Finance Assistant

Fiona Gaughan
Finance Assistant

Philip Tompkins
Financial Accountant

Head of Giving

Revilla Martins Dos
Santos

Funding Support
Assistant (Fixed Term)

Karin Earl

Funding Manager

Kerry McFarlane

Funding Officer

Susan Lennartson
Funding Officer

Yvonne Elliott

Funding Support Officer

Shelby Brown

Funding Support
Assistant

Wendy Knowles

Funding Manager

Gillian Morton
Fundig Officer

Simon Denny
Funding Officer

Lorna Wallace

Funding Officer

Gurdeep Kaur

Funding Officer
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The

Robertson
Trust

Example - The Robertson Trust

Core Questions

Why should we act?

* What do we know about causes of poverty / trauma?
*  What is changing for people and communities?

* Where are the opportunities / new ideas for change?
*  Why should we - particularly TRT - act?

What will we do?

* What is the change we want to see?
* What is the contribution we will make - alongside others?
* How will we know the difference we help to make (or not)?

What difference are we making / how?

* What is the change we are enabling?

* How is change being enabled? What is getting in the way?
* Where does the power lie in making change / are we enabling that to shift?
* How systemic is change?

So what?

* What should we do more of / less of / stop?
* How do we do something different?
* What does this mean for our role / how we work?
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Example - The Robertson Trust

We want to see a Scotland where
people are financially secure and able
to live free of poverty and poverty-
related trauma.

FS1: Improving income adequacy
FS2: Strengthening income security

FS3: Ensuring the cost of essentials
are affordable and predictable

FS4: Improving financial safety nets

We want to see a Scotland where
people, families and communities can
thrive and not be trapped in cycles of
poverty and trauma.

NR1: Reducing and preventing trauma
among families

NR2: Reducing and preventing trauma
for individuals

NR3: Reducing and preventing trauma
in place-based communities

NR4: Reducing and preventing the
impact of trauma within specific
population groups.

We want to see an education system
in Scotland which acts as a pathway
out of poverty.

EP1: Improving attainment and
development

EP2: Improving engagement in
education, learning and/or training

EP3: Improving access to education,
retention and success rates

EP4: Encouraging and increasing
parental/guardian engagement in
education and learning

The

Robertson
Trust

Financial Security Nurturing Relationships Education Pathways Work Pathways

We want to see a Scotland where paid
work is a more reliable route out of
poverty. We want to contribute to
tackling the drivers of in-work poverty
and to removing barriers so that
more people can access fair work.

WP1: Improving sustained
employment rates

WP2: Improving pay, hours and
earnings

WP3: Improving the quality of work

WP4: Strengthening worker rights,
enforcement and improving
employment practices

16
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Example - Argidius Foundation v

sy PORTICUS

« Founded in 1956

« The typology of the fund is multiple: family philanthropy,
grant making

« Argidius helps individuals, families and whole communities
move away from poverty through access to decent,
fulfilling and paid work. For this to happen, many more
quality jobs in emerging economies are needed.

« Argidius partners with business support organizations to

help SMEs grow and generate employment.
17
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Example - Argidius Foundation

3 Key
performance Project specific
indicators milestones
systematically inform
collected disbursement
Lo over time (3-5 conversations
Activities: years)

Independent
evaluations:
21 completed

Enablers: Multi-year Flexible/

grant funding adaptive

Close and

rigorous partner

External
research;
randomized

longitudinal
studies,
literature
reviews

Organizational

capacity
building

relationships
and recipient
interviews

control trials,

Assessment at
different levels:
Ecosystem; Partner;
Enterprise; Employee

¢

v

sy PORTICUS

18
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Figure 3. Average score for each of the 5 themes

= European Diagnostic Survey CoP on IMM 2021 (N=19) =—=Danish CoP 2026 (N=12)

Theme 1: Designing and
Implementing IMM

Theme 5: Collaborating,
knowledge-sharing and
transparency

Theme 2: Organizing
for IMM

Theme &4: Building internal Theme 3: Embedding IMM
and external capacity through organizational culture 19



Instilling impact

) Rﬁezmwcmge management through
. ) 2 7 [ Iy -
o 0 anc organizing organizational culture
aw (@ Define indicators. for impact
Establish a control D E management
sheet to monitor J ‘) ag .
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‘. o
r (C1 e C2] J Ensuring that o
o nvoive X A management
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o Management | |
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impact o(E) oD B ) <.
management y
Provide Establish Training
approach training whether our internal Building internal
to other stakeholders staff d |
) ] organizations know about an e)fterna
(c) D (5} 9) 0o U (. MGI and to capacity to
phatieve manage impact
Leverage Exchange Develop
fatﬁ anld knowledge i°§'t1_t . Collaborate, share
echnolo mong peer initiatives
Sl [ s knowledge and be
transparent to support
m m management e S ade
© 2024, Esade Center for Social Impact. Comunidad de Aprendizaje (CdA). DIAAEOFTHECREANTATRN @ ~ for
"The Dashboard" is a simple and dynamic tool for working on Impact and . It was developed by ECSI (Esade Center for enter for

Social Impact) in March 2024, using the impact management learning path derived from Esade's research on European foundations and
the IGM entitled "From Impact Measurement to Learning for Impact: The Pathways of European Foundations."

Social Impact




Systems Change Philanthropy Research Project

Carasso

Co——
Impact

Name of

Robert Bosch

bbk©

foundation Stiftung B o ol
5 CLORAL COULBMCAATIVE $04 IV TINE Oaaet IKEA FOumat'on
Germany‘ (HQ) _ N.etherlands / USA (HQ), operates ' Global
(operates primarily in Switzerland (HQ) globally (primarily in (HQ in Amsterdam, Spain (primarily
Geography Germany and Europe (operates primarily in Africa, Asia, Latin supporting projects France / Spain Bizkaia)
as well as selected Africa / Asia / Europe America) mainly in Asia and
global regions). / LAC) Africa)
* Energy
S ¢ Health > F-“mf:ce & Capital Education * Land, Food & Sustainable Food Entrepreneurship /
e:tc:’s 5 Education :a h.ets Health ;:::;;sg 2 Systems People / Culture /
activi * Fashion i L ‘e
X Global issues T CannOIC Triasaoet Citizen Art Climate
* Built environment opportunity
* Emergency
Response
Systems practice * Considers itself a Collaborative . .
across the Sysin chige systems chan Conpxeiania
o funder although R 9e * Aspiration towards systems change
Systems ik works by industry : increasing systems funder
Moving towards Strongly codified Bl s i
lens / devel t of ? iR and consistent change Organic and oty
ion s i systemic ToC and ¥ strategy/funding, decentralised ecosystem funder
il e foundation-wide evaluative rubrics SpipRoac o currently in oach to MEL
M methodology; SN strategic redesign apf)f
practices including strong use of and associated 0 9 being cusrently
systemg Change developmental MEL 'edeSlgned
evaluation
Charitable Euro 195m Euro 64.1m Mot Bstisad 404m€ 23,5M€ Euro 12m
spending (2025) (2025) (2025) (2025) (2025) (2025)




Systemic MEL as a core dimension of systemic philanthropy

COMPONENT 1 | THE CORE
Emerging systemic philanthropy understanding

How foundations understand and apply systems change, the role they can play in
systemic transformation, and the principles and practices that guide this work.

o @; o

W e i

COMPONENT 2
Systems—-aware
monitoring, evaluation
and learning

Monitoring, evaluation
and learning practices
that generate insight,
guide adaptation and

strengthen contribution

to systems change.

(@)

©

2.1

A fit-for-systems
impact approach

Shared understanding
of systems change

®®

Clarity of
systemic role

® %
Coherence of

systemic philanthropy
practices

20 EFA

Learning as the
key enabler of
systemic work
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3.1
Adaptive,
organizational
structure

*

000
BENGD
3.2
Strengthened
culture and
capabilities for
systems orientation

Systems-aware
governance

COMPONENT 3
Enabling conditions for
systemic philanthropy

Internal culture, structures
and governance that
create the conditions

for systemic work
to be pursued and

sustained.

l Y REFLECTIVE & ITERATIVE
</

Foundations may be at different maturity levels across components and their elements.
Use this framework iteratively to reflect, learn, adapt and evolve over time.




More on Systemic MEL
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Systemic Lever
Policy change

and regulation
reform

Solution
experimentation /

innovation

Solution scaling

Knowledge and

evidence

Human capital
development

Orchestration

and network

Power dynamics

Narratives

Explanation

Changing laws, rules and standards to shape
system behavior. Philanthropy can support or
engage in advocacy, policy design, evidence
generation, and policy implementation capacity,

Help to experiment and test immature solutions
that can prevent/address the systemic
challenge

Help to scale proven solutions that can
prevent/address the systemic challenge

Foundations can invest in research, learning
infrastructures, community knowledge, data
systems, and sensemaking processes that
inform action and challenge assumptions.

Build human capital (professionals / leaders) to
advance the field

Foster collaboration and bring together actors in
the field. This can happen through an
orchestrator role or an activator role.

Change system intervention design and
evaluation process to more equitably include
final beneficiaries as co-creators and
decision-makers.

Shift social norms, public awareness and
narrative change within the system. Target the
problematic mindsets key stakeholders have.

MEL indicators / markers

Contributions to public policy processes, changes in institutional
dynamics, government interest, procurement changes, regulatory
changes, adoption of approaches by government or other
organizations.

Interest in replication, including adoption of demonstrative
projects by the market or government, growth in markets, growing
demand to learn from a model, invitations to forums, requests
for partnerships, and trust.

Resource flows (e.g. capital mobilized),
market share (if appropriate)

Production and dissemination of new
knowledge

Shifts in mindsets, attitudes and behaviors, such as increased
awareness, increased engagement, changes in professional
practices.

Health of the ecosystem being supported, including stronger
collaboration, stronger networks, new partnerships, actors who did
not previously speak to one another becoming connected, quality of
relationships, ecosystem dynamics and trust etc,

Local capacity and ownership, including stakeholder engagement,
emerging champions, how partners see themselves and their role in
the ecosystem, ecosystem actors taking the work forward themselves.

How often words or ideas appear at institutional or societal levels;
narrative shifts; cultural and attitudinal changes.



More on Systemic MEL

Systemic Change

From value as
predefined to we-
defined.

From fixed and
singular to open
and
multidimensiona
Lvalue.

From
retrospective to

prospective

value.

From technical
to moral-political
process.

Value predefined by people and
organisations with power in relation
to an intervention’s goal and design.

Value as fixed, singular and stable,
set within the scale and timeframe of
an intervention.

Value as retrospective about whether
an intervention worked based on
evidence and criteria.

Value determination as a technical
process that informs instrumental
users and generates knowledge.

Value defined pluralistically by a diverse ‘we’,
including those involved and affected, future
generations, nonhuman species, and the
environment.

Value as multidimensional, relative to multiple
scales and timeframes, and in flux.

Value as prospective about whether and how a
change process could be better informed by
evidence, criteria, and imagination.

Value development as a moral-political process
involving deliberation about the ‘rightness’ of
efforts, which generates legitimacy.

Source: Emily F. Gates / Pablo Vidueira, Evaluative Inquiry for Systemic Change — A Guide to Shift Beyond Fixes to Lasting Value



esade




Center for
Social Impact

Importance of the relational and the power of hope

« Evaluation and evaluative processes can be more joyful and playful
« People will still be at the heart of evaluation and its use

« In the current polycrisis, evaluators need to step up to work more on systems-level
dimensions of change

26



Slido: key take-away from this keynote

Creative methods INspiring models

Organisational change LRI

More playfull Road map for change  fynluations
T Sensemaking scenarios Joyful collaboration
] ] Relationel
Road map Relationel skills Forecast

Making evaluation funny Value is we-defined

Relational skills
The relationel aspect

Overview of systems MEL IM is also evaluation

Insights from within the
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