
We should all have access to the tools that 
are necessary to create change. 

Our business was founded with a very simple purpose: to build effective
impact investing strategies. We understand that organizations all around the world 
have finite resources. Developing and delivering new approaches requires time, money, 
and patience. The risks in trying something new are higher than ever, and yet, we
urgently need innovative, catalytic, and groundbreaking thinking now.

Our organization was created to distill decades of impact investing expertise
into tactical guidance on how to build - and more importantly, how not to
build - impact investing programs and products. And we work with our clients
to create these long-term, cost-effective, and strategically aligned
approaches.

But we can only reach so many organizations, and not all of them have the
resources to invest in this work. That’s why we created the Impact Investing
Strategy Toolkit - a free resource that distills our methodology into tactical
guidance.

The Toolkit is broken down into 4 issues - Strategy Design, Training and Advisory, 
Product Design, and Thought Leadership Design. It is our hope that by creating and 
sharing these resources widely, we all move one step closer to solving our most critical 
global challenges.

Rehana Nathoo,
Founder and CEO, Spectrum Impact



OUR IMPACT INVESTING TOOLKIT: 
STRATEGIC DESIGN

THREE STEPS TO DESIGNING AN IMPACT STRATEGY THAT WORKS

Many organizations come to us with incredible 
enthusiasm around building an impact investing 
strategy—but they are not sure how to start. What 
does it entail? Is it meeting a gap in the field or 
reinventing the wheel? How do you know if it's 
working? 

The range of tools that come together to create 
a holistic impact approach—which include 
grant-making, technical assistance, investment, 
thought-leadership, and partnerships—can seem 
to work against one another, the whole approach 
requiring a ton of resources to get it right. Even 
using some of these tools can feel contrary to your 
organization's mission. 

An effective impact investing strategy is part art, 
part science. It’s finding and striking a balance 
between short- and long-term milestones and 
gut-checks, and envisioning and articulating the 
current and future state of your organization. 
Strategy can take stock of your current 
organizational capabilities, frame what you need 
and create a way for you to stay sufficiently nimble 
and forward-looking. 

HERE'S HOW WE DO THAT.

STEP 1: CREATING SHARED 
OBJECTIVES

THE PROBLEM WE’RE TACKLING

Bringing everyone together to 
determine what success looks like

Creating an impact strategy begins with a 
series of initial discussions with key internal 
stakeholders across your organization. The 
question for discussion is how we define 
“impact.” This conversations allow us to:

1 Establish a commonly held goal

2 Identify, manage, and 
recalibrate expectations

3 Identify available resources and 
organizational constraints

Taking the time to really identify your 
organization’s vision for impact creates a 
foundation to build an approach that really 
works for you. Initiating conversations 
early also helps assess your organization’s 
strengths, limitations, and opportunities to 
innovate in a way that works long-term.
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TO DO THIS, HERE ARE SOME OF THE QUESTIONS WE ASK:

What are your investment goal(s)?
• Generate profit?
• Preserve initial investment?
• Provide operational support?

Preference on investment type?
• What are you currently invested in?
• Where are those investments (sector and 

geography)?
• Do you have any restrictions on your 

investment activity (legal, operational, 
other)?

Who are the beneficiaries?
• Do you invest directly in your end - 

beneficiaries?
• Do you scale intermediaries that work with 

those end-beneficiaries?
• Do you employ a hybrid approach?

What’s your timeframe?
• How long do you have to prove if product 

will work?

Do you have a track record?
• Is there a well-established track record we 

can use, either for the intervention itself or 
your prior investment activity?

• If not, is there appetite to partner with those 
that do?

What’s the right structure?
• Do we go it alone?
• If not, who are the right potential parrtners?

This conversation helps surface some important disconnects – early on - around what we mean by 
“impact.” This can clear the way for collaborative decision-making. In our experience, level-setting 
conversations that bring everyone together allow for a range of expertise, passion, and rigor to 
naturally coalesce. The result is a robust conversation that indicates where there’s agreement, 
opportunity for education, or the possibility for real innovation. 

Specifically, this structured facilitation helps us tease out critical expectations around risk, return, 
and impact. Incorporating these expectations into an initial strategy, in turn, helps us understand 
what types of models are not relevant to our work together, once we reach the product design 
phase. 

STEP 2: SCANNING THE MARKET
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Defining impact goals by exploring real-life examples

Since impact investing often uses many of the same investment tools we see in traditional markets 
(though often with some innovative tweaks), intention plays a big role. So we need to answer why 
this investment tool, and why are we best suited to implement it. 

But intention can be difficult to operationalize. The best way to figure out how to integrate intention 
into your strategic approach is to examine real-life examples. Using the resources, constraints, 
and expectations we identified in Step 1 as guardrails in our search, we scan the market for 
relevant examples. We identify different models of organizations enacting a similar intention across 
geography, asset class, risk/return expectations, and partnership structures. 

That scan creates a database of searchable and filterable examples, that will kick-off a discussion 
on what we can build together. The scan also helps us identify gaps - whitespaces and new 
opportunities - across the themes where you want to work. 



STEP 3: DEVELOPING A 
MEASUREMENT PLAN
Creating a measurable plan to 
evaluate performance

After eliminating the models that don’t make 
sense, the final step requires us to develop a 
process to periodically measure investment fit. 
The programs that tend to generate the most 
impact often work in service of your organization’s 
core mission—not the other way around. They last 
longer, can be a source of energy for employees, 
and can help identify new partnerships and 
opportunities across your organization. Securing 
that longevity requires planned introspection. 
Some of the questions we ask in the early stages 
of developing a measurement plan include:

1 How do we know if the intervention 
is working? 

2 What do we need to know, in order 
to answer that question? 

3 Is there a natural moment for re-
evaluation, and potentially, pivoting? 

Answering all of these questions demands a 
robust measurement plan. That plan should 
identify metrics that will demonstrate that you’re 
moving in the right direction, and it should be both 
qualitative and quantitative in design. A robust 
measurement plan also has clearly identified 
milestones, opportunities to check-in on how 
things are going, and a holistic approach to 
stakeholder engagement (and that includes all 
of your stakeholders, particularly those for whom 
you’re doing this work). 

Investing in measurement isn’t always easy, quick, 
or cheap. It can require new technology, human 
resources, or time. But in the long-term, adopting 
a measurement framework ensures that you have 
a tool in place to sound the alarm when things 
aren’t working. 

CASE STUDY: CRAFTING A WELL-
DEFINED STRATEGY

Last year, we worked with an organization who 
was trying to figure out what kind of investment 
product would complement their nonprofit arm 
- and further amplify their overall organizational 
impact. While the end goal was to create a 
standalone product, we first had to unpack 
their underlying expectations, constraints, and 
objectives to inform the product’s design. 

The first step in building a long-term impact 
investing strategy hinges on a shared 
understanding of what “impact” means 
across the organization. Our engagement 
began by determining our client’s IMPACT 
OBJECTIVES. Through a series of level-
setting discussions with key stakeholders 
across the organization, we asked probing 
questions that helped us understand where 
there were disconnects, if the right outcomes 
had been selected, and how long we had 
to design and implement. Importantly, our 
conversations also helped us evaluate 
organization-wide risk tolerance and better 
understand (and calibrate) return expectations. 
Bringing everyone together allowed us to have 
meaningful conversations around potential 
investment implications – now and in the 
future. 

After honing in on our client’s primary impact 
goals, we then conducted a MARKET SCAN 
of existing impact approaches that would meet 
the objectives they articulated. That scan also 
included a peer scan, to help them identify 
who may be a good partner, co-investor, or 
leader. Parameters for those scans included: 
the size of the fund/product, geographic 
focus, sectoral focus, profiles of potential 
investors, other issuing organizations, and 
performance and/or results. Once we landed 
on the right intervention, we creatied a plan for 
MEASUREMENT that would ensure that the 
organization’s articulation of impact could be 
evaluated at multiple levels and at any given 
time. 
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PUT IT INTO ACTION

CREATING SHARED OBJECTIVES

Bring internal stakeholders together and have the 
tough conversations. Define your shared impact 
objectives, identify potential limitations, and pin-
point the success factors that you think can help 

you achieve your mission.

Use comparable examples of other investment 
products and peer organizations to help inform 
what your own approach should look like. Use 
that to understand where the whitespaces are 

and how you can uniquely add value.

SCANNING THE MARKET

Create a plan to measure your progress, or at 
least to periodically answer the question: “is it 

working?”

DEVELOPING A MEASUREMENT PLAN

Want to learn more? Sign up for our monthly newsletter 
to get updates direct to your inbox. 
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OUR IMPACT INVESTING TOOLKIT: 
PRODUCT DESIGN

DESIGNING A PRODUCT THAT DELIVERS REAL IMPACT 

Once we’ve determined what the right impact 
objectives are for your organization (start with Our 
Impact Investing Toolkit: Strategic Design), it’s time 
to put your resources to work. An impact strategy 
is a critical first step in setting the right objectives, 
milestones, and metrics for your organization. But 
the next step is to identify and/or create the right 
products or interventions to put that plan into 
action.

Designing an effective impact investment 
product requires your organization to think more 
critically about how you direct your capital. While 
direct, profit-oriented investments into specific 
impact areas or themes are a popular approach, 
investment strategies can take many other forms. 
A direct approach is not right for everyone, and 
our exploration takes liquidity constraints, varying 
return expectations, and a range of partners with 
whom you can collaborate.

Determining the right product starts where much of 
our strategy work does—being crystal clear about 
what you bring to the table, where your limitations 
are, and how this investment activity can help 
meet your organization’s impact goals.

HERE'S HOW WE DO THAT.

STEP 1: DEFINING YOUR 
INVESTMENT OBJECTIVES

THE PROBLEM WE’RE TACKLING

Setting mission-aligned investment 
goals

Designing and deploying an investment 
product starts with a conversation around 
what type of signal we’re trying to send. Is 
the investment product meant to:

1 Showcase a new way of 
solving an old problem?

2 Demonstrate that an existing 
solution can grow and scale?

3
Establish a reliable source of 
impact-oriented revenue for 
the organization?

Being clear about what the primary goal 
is—whether it be outsized impact, outsized 
return, or a balance of both—helps establish 
a risk/return threshold for the product we’re 
designing. That threshold can help articulate 
what types of risk you’re willing to take on 
and the returns you hope to see.
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STEP 2: CONDUCTING A 
PRODUCT LANDSCAPE SCAN
Deciding what to build by 
exploring real-life examples

It can be easy to reinvent the wheel when a 
space is still relatively new and emerging. You 
simply can’t follow everything that’s evolving 
in real time. Reinvention doesn’t just drain 
resources that could be saved by partnering, 
but it can adversely affect your narrative. 
Without consideration of the broader impact 
ecosystem and your strategic positioning 
within it, you may end up straying from your 
organizational mission and promoting the tools 
that are not right for you. 

To achieve the right results, we work with you 
to conduct an intervention-specific landscape 
scan. The scan focuses on finding and 
highlighting the actual intervention models 
that we’ve determined are well-aligned with 
your theory of change (from Step 1). Here are 
some of the questions we include in the scan:

How are existing 
solutions within 

those approaches 
designed?

STEP 3: MAPPING YOUR 
EXISTING ASSETS
Evaluating organizational capabilities 
to test selected products

Now we have the two key ingredients needed 
to design a product-driven approach: 1) well-
defined investment objectives, and 2) a 
clear idea of the interventions’ strengths, 
and weaknesses. Combining these two 
components—what you want to achieve and 
what a model can offer—creates an opportunity 
for a thorough and thoughtful process of 
elimination. 

Once we’ve winnowed it down to 3-4 models 
that work, the actual application begins. 
Together, we analyze how your organization’s 
capabilities could serve each specific 
intervention and test each model against a set of 
questions:

1. Do we have the right type of capital to be 
successful?

2. Is the intervention timing well-aligned with 
our own? 

3. Do we have the internal resources to 
successfully execution?

4. Who should we partner with in the areas 
where we are weak?  

What does 
success look 

like?

Do they use 
resources 
efficiently?

What are their 
strengths and 
weaknesses?

Who could serve as 
potential partners, 
beneficiaries, etc.?

How do they 
measure that 

success?
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As we identify what new things we need to design, 
we also need to consider how to leverage our 
current assets. What does your organization 
already do? Can we integrate your core 
competencies into the new intervention? We’ve 
found that ensuring that we’re using all the tools in 
our toolbox helps identify aa clear winner. Next, we 
operationalize how we might measure success.

Are there existing programs or products that 
we can use, either integrating the program 
themselves, or utilizing the team managing it, 
showcasing early wins and lessons learned?

  Existing Programs & Leading Practices? 

Have we identified the right individuals 
(internally) to ensure that we’re maximizing 
existing expertise. Are we capturing what we’re 
learning?

Mapping Assets & Capabilities

Have we integrated our legal, financial, and 
operational experts early and often to ensure 
that we’re not headed down a path that 
compromises our core business?

Accounting for Legal & Operational

We’ve found that double-checking that we’re 
using all the tools in our toolbox, and bringing that 
into the calculation of which path is best, often 
points to a clear winner on the best intervention 
to pursue. Next, we operationalize how we might 
measure success.

STEP 4: SETTING UP YOUR LONG- 
AND SHORT-TERM TARGETS

Creating a measurable plan to assess 
product performance

Measuring impact by using effective, well-
constructed metrics gives us a sense—at 
any moment—of whether the intervention is 
performing as planned. More importantly, it 
provides a long-term orientation of what success 
looks like, allowing you to communicate how 
your investment decisions serve your values and 
mission, well into the future. Evaluating product 
performance requires a variety of metrics and 
milestones. They can include: 

1 PROFITABILITY MEASURES

• What is the minimum return required?
• What level of returns necessitate a re-

evaluation?
• How often do we measure performance and 

what level?

2 PERFORMANCE MEASURES

• What does long-term success look like?
• What are the intermediate milestones?
• How do we work with end-beneficiaries to 

measure “on the ground?”
• What do our target populations need to see 

happen?
• How do we develop a participatory process? 

Who is involved in this? 
• What sort of reporting do we commit to? Over 

what length of time? Who do we share this 
with?

3 BASELINE MEASURES

• What are our baseline measures, across all 
dimensions?

• How do we communicate them? When? To 
whom?

• How often do we calculate changes (positive 
or negative) relative to our baseline?

• What publicly available and/or standardized 
tools do we employ?

7



CASE STUDY: DESIGNING A GENDER LENS INVESTMENT (GLI) PRODUCT

This past year, we worked closely with an organization embarking on an important journey – 
designing a multi-asset class gender-lens investment strategy. Our engagement began by first 
understanding the INVESTMENT OBJECTIVES of our client. In order to create an ambitious, 
bespoke Fund-of-funds vehicle, we sat down and had a series of level-setting conversations. 

We then conducted a LANDSCAPE SCAN of existing GLI products, mapping current funds and 
managers across the globe to our investment parameters. Through this process, we identified 
product whitespaces in the GLI ecosystem. Parameters for the scan included: impact theses, 
geographic focus, and SDG alignment. We then narrowed down our findings to a set of potential 
gender-aligned managers across private equity and venture capital, aligned with our risk and return 
expectations. We also took stock of our client’s EXISTING ASSETS to determine which internal 
programs or products we could use, identified potential barriers to entry (including limitations 
working with first time managers), and determined how our client could provide unique value-add 
with other organization-wide tools (like technical assistance).

To begin generating buy-in, we helped create toolkits – including a narrative doc, Investment Policy 
Statement, and future hiring plans - that establish a roadmap towards successful design, execution, 
and eventually scale of our client’s GLI product.
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STEP 5: BRINGING IT ALL TOGETHER
Defining a product path to ensure successful execution

Figuring out what your product path looks like is an important part of the process. It creates 
institutional connectivity between your business and your impact approach, and ensures that your 
key partners are motivated and mobilized. But if it only exists in the mind of one person or team, it 
can get lost in the day-to-day. That’s why we wrap up this important exploration process with two 
critical documents, meant to help codify the process we’ve been through together: 

NARRATIVE DOCUMENT
• A clear and concise articulation of the 

problem you’re attacking
• Connects how the investment product helps 

positively contribute to your outcomes
• Connects your product/intervention to the 

organization’s broader mission
• Places the intervention within the broader 

Social Finance ecosystem
• Provides insight into your exploratory 

journey—including why your expertise is 
needed to move the needle

INVESTMENT POLICY STATEMENT
• Most helpful in the management and 

administration of a fund, the IPS captures 
the thesis of the product, and establishes 
rigorous guardrails to determine what 
investment activities are allowed

• States—clearly—your risk tolerance across 
multiple measures

• Identifies qualifying investment types, and 
creates benchmarks around financial and 
impact performance

• Ultimately provides advisors, managers, 
investors, and partners with an investment 
roadmap outlining the change you’re trying to 
achieve
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PUT IT INTO ACTION

DEFINING INVESTMENT OBJECTIVES
Bring everyone together for an honest conversation 

about what your investment capital can do, what your 
limitations are, and what success looks like.

CONDUCTING PRODUCT LANDSCAPE SCAN
Use real-life examples to help inform 

what your own approach should look like.

MAPPING EXISTING ASSETS
Determine your organizational competencies, 

resources, and safeguards to successfully integrate, 
and ultimately test, your envisioned product.

SETTING SHORT & LONG-TERM TARGETS

Create a plan to measure your progress, or at least 
to periodically answer the question: “is it working?”

BRINGING IT ALL TOGETHER

Develop a roadmap and set of internal procedures to 
operationalize and execute your product effectively.

Want to learn more? Sign up for our monthly newsletter to get updates direct to your inbox.
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OUR IMPACT INVESTING TOOLKIT: 
THOUGHT LEADERSHIP

LEADING THROUGH YOUR INTELLECTUAL CAPITAL

Creating an impact approach and designing the 
right products to meet these goals is a critical 
place to start your impact investing journey (start 
with the first two issues of Our Impact Investing 
Toolkit). 

But it’s also important to think through how your 
experience in building and executing that strategy 
can inform the work of others. In the impact 
investing ecosystem, organizations that commit to 
sharing their journey, capturing what has worked 
and what hasn’t, and delivering lessons learned 
and best practices, are considered field-builders. 
This commitment to transparency, openness, 
and sharing are key tenants of designing and 
delivering effective thought leadership. 

Your thought leadership efforts are not the same 
as plain old marketing. The goal is not just to 
promote the work that your organization is doing, 
but to also use your journey to educate and inform 
your network of peers. 
It moves the focus from who (you) to what (what 
you’ve built.) 

HERE'S HOW WE DO THAT.

STEP 1: CAPTURE WHAT YOU’VE 
LEARNED

THE PROBLEM WE’RE TACKLING

Identify the parts of your journey that 
were new, different, and instructive

The most effective thought leadership tools 
share concrete information. They draw on 
your experience and communicate what 
you’ve found to be most instructive or 
unexpected. As you reflect on your journey, 
begin by answering the following questions:

1 What wins most surprised 
you? Why?

2 What challenges did you least 
expect?

3 If you could go back to 
day one, would you have 
sequenced your work in a 
different way?

Being clear about what you’ve learned 
from this process is necessary in order to 
articulate your journey effectively. If you 
don’t understand it, no one else will. 

Those learnings should strike a balance 
between what was successful and what you 
think others should do differently.
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STEP 2: AGREE ON IF YOU SHOULD SHARE AND WHY
Talk about your expectations and achieve consensus on what is okay to share 

“Risk” shows up in various ways across an organization. We talk about risk in each step of our 
strategy design process, and you likely think about it on a regular basis. That’s even more true 
when organizations think about what type of information to share – a different kind of risk exposure 
altogether. Risk tolerance – your appetite for risk – often differs between teams and functions within 
the same organization. You and your colleagues may feel like what you’ve learned in Step 1 is critical 
to effective communication, and you may be particularly motivated by lessons learned – or what went 
wrong. But your colleagues on other teams may feel like this is a liability for the organization, and 
opens you up to misrepresentation, threatens your organizational brand, or in some cases, poses a 
more extreme breach of fiduciary and/or other duties. 

Here’s a quick analysis you can undertake to figure out if you should share:

Think about a more 
controlled platform 
to share your story. 
Original content (like 
an article you write or a 
podcast you host) are 
great ways to share 
some of your journey 
while staying within 
the bounds of your 
organization’s sharing 
tolerance.

Is the answer to 
“what did we learn” 
unprecedented and/
or highly impactful?

No Yes

Will sharing this 
information hurt 

our organization in 
irreparable ways?

NoYes

Do we feel a 
responsibility 

to our network 
(peers, customers, 

investors, etc.) 
to share what we 

learned?

YesNo

Will sharing this 
information benefit 
our organization 
in positive ways 

(operations, 
our staff, our 

investments, etc.)?

YesNo

BUILD A THOUGHT LEADERSHIP PLAN
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Capturing and sharing insights for the field 
is as much for your network as it can be by 
your network. Designing effective thought 
leadership strategies can also support how 
you build partnerships with others. You can 
use your thought leadership strategy to identify 
and approach new partners or strengthen your 
engagement with existing ones. The decision 
of partnering or going at it alone requires you 
to think through what you gain by leveraging 
your peers and how partnering supports them. 
Here are a few questions to consider: 

Is what we’ve learned relevant for our 
organization alone, or have our peers and 
competitors experienced something similar? 

IS OUR EXPERIENCE UNIQUE?

Are we trying to make a systems-level change, 
based on what we’ve learned? If so, is a 
collective voice more powerful than ours alone?

IS THERE STRENGTH IN NUMBERS?

Is now the right time to build an active, 
effective, and unique coalition? Can that 
group begin working together, beyond this one 
learning?

CAN WE BUIILD A COALITION?

STEP 4: AGREE ON THE ONE THING 
YOU WANT YOUR AUDIENCE TO 
HEAR

Identify the one key takeaway that you  
want to leave with your audience 

There’s no shortage of information out there. 
People are inundated with updates, lessons, 
stories, and insights. Despite the robustness 
of your thought leadership plan, you may be 
competing against a lot of other noise that’s 
vying for your target audience’s attention. 
Throughout this process, be clear about the 
single most important takeaway, or the lasting 
impact you want to leave with your audience. 
Develop consistent messaging and keep your 
eye on that target. Some of the more effective 
messaging we’ve seen includes: 

1 TIME FOR A NEW APPROACH

• What did you do that was new or innovative? 
• How – specifically – did that differ from 

“business as usual”?
• What are some tactical ways that other 

organizations can similarly replicate?

2 DO AS WE SAY, NOT AS WE DID

• What went wrong? 
• Why did you think it would work? 
• What – specifically – didn’t work?
• What would you have done differently? 
• What are some signs to look out for moving 

forward? 
• How should you course-correct when it does 

go wrong?  

3 BASELINE MEASURES

• How are you reframing the problem? 
• What led you to this conclusion? 
• What type of action would you like to see 

your peers/competitors take? 
• What does a win look like? 

STEP 3: DETERMINE WHETHER YOU 
GO IT ALONE OR PARTNER WITH 
OTHERS

You don’t have to share alone. Decide with 
whom you want to partner and why

Can partnering offer an opportunity to amplify 
our message and reach new, previously 
untapped audience segments?  

CAN WE BROADEN OUR REACH?
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CASE STUDY: DESIGNING A 
THOUGHT LEADERSHIP STRATEGY

This past year, we worked closely with an organization that was rethinking 
how to better communicate the work they do. As a small intermediary, 
they struggled to articulate their key value-add and communicate that 

message across multiple audiences. We started with a Strategic Refresh 
(see our first Toolkit) and landed on a new way of scaling the business. 

That exercise helped us design a new NARRATIVE. In other words, how 
does the organization add value in unprecedented ways? That narrative not 
only helped the team talk about their work more effectively, but also served 
as the foundation for creating a PARTNERSHIP OFFERING. The offering 

helped potential funders and investors identify what the organization’s 
funding needs were, determine a match on the type of capital they could 

provide, and clearly understand the value that they would receive in return.

CASE STUDY: DESIGNING A 
LOOKBACK REPORT

Last year, we provided a different type of thought leadership support to 
one of our clients – specifically, working with them to tell their decade-long 
story of building an impact investing portfolio. The report, designed as a 

historical retelling of a range of catalytic work, focused on lessons learned 
(both negative and positive), and offered tactical takeaways for like-minded 
organizations embarking on a similar journey. We INTERVIEWED internal 

and external stakeholders to hear their take on what worked and what 
didn’t, encouraged our client to SHARE DATA that supported their story 

and to INCLUDE THE STORIES of their own beneficiaries.  
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PUT IT INTO ACTION

AGGREGATE YOUR LEARNINGS
Developing a thought leadership strategy starts with 
a concrete understanding of what you’ve learned. 
Get comfortable with your journey by reflecting on 
what has or hasn’t worked in the past and, more 

importantly, why.

DETERMINE WHAT TO SHARE
Have an honest conversation across internal 

stakeholders on what you can share with external 
audiences, determine your organization’s appetite for 

transparency, and identify any associated risks.

IDENTIFY PARTNERS, IF ANY
Decide if you should go at it alone, or partner with 
others. If you’re partnering, be intentional in your 
selection. Find a partner who can elevate your 

platform,  provide a unique perspective to lift up your 
story, and offer mutual support.  

AGREE ON YOUR KEY TAKEAWAY

Achieve broad consensus on the one key takeaway 
you want to leave with your target audience. For this 
to be effective, think about offering a unique insight, 
new way to solve an old problem, or lesson learned 
that will be valuable and impactful for your audience.     

Want to learn more? Sign up for our monthly newsletter to get updates direct to your inbox.
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OUR IMPACT INVESTING TOOLKIT: 
TRAINING AND ADVISORY

STRENGTHENING THE CAPABILITIES OF YOUR 
INTERNAL STAKEHOLDERS

Crafting the right impact investing strategy is 
an essential building block to create long-term, 
systemic change. But being responsible for that 
change is a hard thing to do alone.

Often, we think about changing perspectives 
around impact investing as an external exercise – 
in other words, convincing your partners, clients, 
and customers of your path forward. But internal 
education and activation is equally important.

In many of the organizations where these 
strategies are most needed, complex and diverse 
teams solve problems together. Even in top-
down structures, cross-functional collaboration 
converts siloed ideas into collective action. Your 
colleagues, leaders, C-Suite, or Board of Directors 
are all critical stakeholders in the strategy design 
process. 

Without them, you will likely lack internal buy-in on 
your impact approach, well into the future. Even 
if you get your strategy off the ground, leadership 
turnovers and tightening budgets will put your 
strategy in a precarious position – products and 
strategies that people don’t understand, or feel 
connected to, are often the first to go.

Prioritizing your internal stakeholders, building 
platforms for education and engagement, 
upskilling and training your peers, and creating 
ongoing information-sharing will help set your 
strategy up for long-term success. 

HERE'S HOW WE DO THAT.

STEP 1: IDENTIFY WHAT’S ALREADY 
BEEN DONE 

THE PROBLEM WE’RE TACKLING

Take stock of what information-
sharing has already been done in 
your organization, and dig in on what 
worked and what didn’t. 

Resistance to new ideas often stems from 
a lack of comprehension. People have a 
hard time connecting with concepts they 
don’t understand, and sometimes convert 
that confusion into fear (loss of livelihood, 
a changing job description, etc.). If the way 
information has been communicated in the 
past was done poorly, that can also turn-off 
an otherwise engaged audience. In order 
to side-step fear-based resistance to your 
strategy, start by answering the following 
questions:

1 What training/conversations 
around impact investing have 
you already had?

2 In the past, did you provide a 
forum to ask questions? 

3 Were people encouraged to 
bring their own ideas to the 
conversation, or were ideas 
presented to them? 

15
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Let’s break down how to convert these questions into action:

What training/conversations around impact 
investing have you already had?

Start where prior conversations ended. Avoid delivering exactly the same prior 
content in the same format, or your stakeholders will feel like there is no forward 
momentum. Offer third-party resources to cover the ground that’s already been 

discussed, so new colleagues don’t feel left behind. Start your next chapter of this 
learning journey with a recap of what has already been done in the organization, 

what information has been covered (even if that’s not by you), and what new areas 
your organization should explore moving forward.

In the past, did you provide a forum to ask questions?
The goal of asking this question is to course-correct if prior information-sharing 
was a top-down lecture, rather than an opportunity for collective learning. Often, 
the best use of well-crafted learning sessions is to create a safe space for your 

target audience to ask what can feel like basic questions – allowing them to get up 
to speed, free of judgement. Including an explicit Q/A function in your session can 

remove any stigma that comes from asking these questions.

Were people encouraged to bring their own ideas, 
or were ideas presented to them?

More often than not, new ideas are presented as mandates or directives – not fodder 
for debate and engagement. Keep in mind that your internal stakeholders are your 
colleagues, first and foremost. You will need their endorsement to implement your 
organization’s impact investing strategy and you already trust them to do their jobs 
well. Why not trust their ideas? As you think about delivering new content, create a 

forum to source ideas from the experts within your organization. If you do/don’t adopt 
those suggestions, explain why.



Once you’ve identified the right starting point within your organization, it’s time to determine 
what type of knowledge you want to share and the best way to do that, given the pathways 
and tools you have at your disposal. Here are two big questions to think through, and a few 
pathways on how to translate them into action: 

STEP 2: DETERMINE THE RIGHT WAY TO SHARE

Identifying the right format to share information is as important as what you’re trying 
to convey – and some methods make information-sharing easier than others. Find the 
platform that is best suited to your organization.
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Key Question Suggested Pathway How to Do It

Are you looking to share 
foundational/ conceptual 
knowledge or are you 
sourcing specific solutions to 
a problem?

Sharing conceptual knowledge: 
Convey fundamental concepts and 
ideas that engage your audience 
on why you’re pursuing an impact 
investing approach in the first 
place.

Create a setting for foundational learning: 
Design a classroom-style lecture series, with key 
subject matter expert(s) answering fundamental 
questions on theory and approach.
Create ample room for question and answer 
and ensure your audience understands that all 
questions are welcome.

Sourcing solutions to a 
problem: Present a challenge 
you’re grappling with. Given your 
organization’s familiarity with 
impact investing, get help sourcing 
the right solutions.

Create a setting for brainstorming and 
collaboration: Design a workshop-style session, 
where participants are contributing as much (or 
even more) than they’re taking in.
Create targeted working groups focused on 
addressing different parts of the problem to 
encourage diverse idea sharing, or to ensure 
that your internal subject-matter experts are 
deployed to the right part of the problem.

Key Question Suggested Pathway How to Do It

Does your organization have 
a culture of knowledge- 
sharing that you can tap into 
or do you need to create 
one? 

Leverage your culture of 
knowledge-sharing: Tap into the 
existing organization-wide ethos 
of information-sharing by adding 
impact investing to existing training 
programs or curriculum.

Tap into existing platforms: Use existing 
technology (virtual learning, in-person Brown 
Bag lunches, recorded videos, etc.) to share 
information about your impact strategy. In 
keeping with the spirit of how knowledge 
is shared across your organization, look to 
communicate core concepts and ideas of your 
strategy – but not in order to convince people 
that the strategy you’ve created is the best 
option.  That can come later.

Position your desire to share 
this information as critical to 
the organization: Position your 
strategy as business-critical, and 
offer your learners tactical insights 
on why learning more about impact 
investing may benefit their work.

Package your knowledge-sharing into a 
light, manageable lift: Don’t set out to change 
the way learning and education happens in 
your organization – that’s beyond the scope of 
what you’re trying to do. Look for cost-effective 
formats and leverage existing meeting times 
and convenings as best you can. Have a plan in 
place to capture and share information (recorded 
and posted) for easy access after the training 
has ended so that your target audience feels that 
you’re delivering the best value for their time.



Your primary objective is to create a dedicated, 
focused conversation around what impact 
investing is, what it can mean for your 
organization, and preliminary plans (if any) 
on a way forward. If there are foundational 
knowledge gaps that will make adoption a 
challenge, sourcing those pain-points from 
your audience beforehand can lead to a more 
structured and action-oriented discussion. 
Send out a quick, anonymous survey to check 
your audience’s temperature. 

Here are some of the questions you can 
include: 

HOW FAMILIAR ARE YOU WITH IMPACT 
INVESTING?

BASED ON WHAT YOU KNOW/
HAVE HEARD ABOUT THIS FIELD, 

WHAT ARE YOU MOST CONCERNED 
ABOUT?

BASED ON WHAT YOU KNOW/HAVE 
HEARD ABOUT THIS FIELD, WHAT 

ARE YOU MOST ENCOURAGED BY?

STEP 4: CREATE A PLAN FOR 
CONTINUING EDUCATION
Information-sharing doesn’t need to be 
one-off or one-sided. Take advantage 
of people’s interest by creating more 
opportunities to learn. 
Once you’ve created a culture of sharing – 
particularly around impact investing – there’s an 
opportunity to keep that momentum going. Here 
are some ways you can do that:

1 CREATE DEEP-DIVES INTO VARIOUS 
TOOLS/STRATEGIES DISCUSSED

• Based on what came out of your learning 
session, are there opportunities for topic-
specific exploration? 

• Do you have internal experts who can lead 
this?

• Alternatively, do you have a budget to 
periodically bring in subject matter experts 
to lead trainings and/or provide targeted 
advisory on key impact investing concepts?

2 CREATE A BRAINTRUST

3 

STEP 3: SOURCE QUESTIONS 
BEFOREHAND, AND PLAN TO ANSWER 
THEM
Your audience can help shape your 
content. Ask them what they want to learn 
with a short, anonymous survey.

DO YOU HAVE ANY PRELIMINARY 
IDEAS ON HOW OUR ORGANIZATION 

CAN GET INVOLVED IN IMPACT 
INVESTING?

DO YOU FEEL THAT OUR 
ORGANIZATION HAS THE RIGHT 

EXPERTISE (INTERNALLY) TO 
EXECUTE AN IMPACT STRATEGY?

• If you found value in crowd-sourcing 
solutions, identify a few key contributors and 
invite them to form a braintrust.

• Schedule periodic standing meetings – with 
a manageable time commitment – and use 
this group of activators as a sounding-board 
to continue to build your approach (including 
strategy and solutions).

• Make sure to respect their time: create an 
agenda and a focus for each meeting to 
maximize their expertise. 

• If your organization promotes a culture 
of sharing and collaboration, use these 
dedicated platforms to better engage with 
your peer organizations.

• On particular topics, co-create solutions 
or discuss the shared challenges your 
organization is facing.

BRING YOUR PARTNERS AND 
PEERS INTO THE MIX
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CASE STUDY: ACTIVATING THE 
BOARD OF DIRECTORS

Many of the organizations we work with have two equally difficult tasks – 
adding value to the market (external) and galvanizing the go-ahead within 

their organization (internal). One of our earliest clients had the difficult 
challenge of first mobilizing their stakeholders, and then designing an impact 
strategy that best suited their priorities. While the focus of our work would be 
designing the path-forward, there would no path without everyone on board. 

We started our engagement by meeting with the organization’s leadership. 
We conducted an in-person version of our SURVEY, identifying the areas of 

most resistance, acceptance, and misinformation. 

We then designed an INTRODUCTION TO IMPACT INVESTING training for 
senior leaders – a digestible, 1.5 hour in-person presentation on what this 
work entails, grounding the conversation in concrete examples from other 

like-minded organizations. 

Using details from the survey part of our engagement, we structured a 
follow-up conversation with a smaller working group within the organization 
on OPPORTUNITIES AND CHALLENGES. This half-day session was an 
opportunity to provide an open forum to air concerns, as well as identify 

potential opportunities of pursuing an impact approach. 

Finally, we wrapped up our engagement with a MODELS WORKSHOP. 
Based on the enthusiasm and pain-points unearthed in our earlier sessions, 

we dove in on a few approaches that organizations like our clients’ could 
pursue, and the strengths and weaknesses associated with each. We also 
facilitated a discussion that allowed internal stakeholders to connect with 

one another and continue to ideate. 
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PUT IT INTO ACTION

IDENTIFY WHAT’S ALREADY BEEN DONE
Take stock of what information-sharing has already 
been done in your organization and dig in on what 

worked and what didn’t. Identify knowledge gaps and 
opportunities for future learning opportunities.

DETERMINE THE RIGHT WAY TO SHARE
Identifying the right format to share information is as 

important as what you’re trying to convey – and some 
methods make information-sharing easier than others. 

Find the platform that is best suited to your organization 
and leverage existing resources when feasible.

SOURCE QUESTIONS BEFOREHAND, AND 
PLAN TO ANSWER THEM

Your audience serves as an invaluable resource and 
can help shape your training content. Build in time 

before your training to ask your audience what learning 
outcomes they want to achieve through a short, 

anonymous survey.

CREATE A PLAN FOR CONTINUING EDUCATION
Information-sharing doesn’t need to be one-off or one-
sided. Tap into the knowledge and unique perspectives 

of people within your organization to create more 
frequent and tailored opportunities to learn.

Want to learn more? Sign up for our monthly newsletter to get updates direct to your inbox.
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