
 
   

 IMPACT GRID EXERCISE 

to explore organisational 
change 

 

  

(Developed for use in  Bond/NIDOS research into use and 
outcomes of their Effectiveness Programme tools and 
services) 

 

Purpose of exercise 

This exercise builds on the previous 2 and is designed to further interrogate the changes that were 
identified in the time line exercise.  It enables participants to reflect on both the significance of the 
identified changes to different stakeholder groups (positive or negative, intended or not); and the 
ways in which the Bond/NIDOS services do or have contributed to them. 

This exercise facilitates: 

 The identification of changes for different stakeholders and stakeholder groups 

 Reflection on the significance of these changes (positive, negative, intended or not) 
both directly and indirectly for different stakeholders and stakeholder groups  

 Analysis of the soundness (or otherwise) of the evidence in relation to these two points  

 Reflection on the degree to which Bond/NIDOS tools and services may have directly 
contributed to those changes 

 



 

Participants 

As agreed in discussions before the workshop visit 

Requirements 

Time:  will vary according to number of participants, number of changes identified and the extent 
to which Step 1 (below) was covered in the time line exercise. Range of 1-3 hours is possible with 
around 6-10 participants.    

Materials 
 Cards or post-its 

 4 sheets of flipchart paper 

Preparation 

Stick the 4 sheets up on the wall, to form a large square. Draw the vertical and horizontal lines that 
form the grid, writing the names of each line as in the diagram above.  

Process Guide 

In the meeting 

Step 1:  Identifying changes in relation to the situation before the 
engagement with B/N T/S 

Lead in from where the time line exercise stopped. Explain the purpose of the exercise and how it 
connects to the two preceding exercises  

Hand out a number of cards/post-its to the participants and give them the following instructions 
for individual work (the key points in bold below should be written on a flipchart): 

“Think about the needs identified in the timeline exercise (or the situation that existed). What 
has changed? 

Please be specific – we want to know what exactly has changed for whom  

We are looking for evidence of change at all levels – individual, small groups (e.g. programme 
staff); organisational. There may also have been changes noted for Country office staff (if relevant) 
or partners.. or networks.. or others…. Please cite these too 

For each change, use a separate card and write down the specific stakeholder group and a brief 
description of the change that you have identified  

Step 2:  Assessing the significance of identified changes; and the 
contribution made by the effectiveness tools & services 

In plenary: 

 each participant in turn to place their card on the appropriate place on the grid.  
 
(The participant reads out their card – explaining a bit more about it if necessary. They then 
decide where to place it. If it is a positive or significant change, it goes above the horizontal line 
- the higher up, the more positive or significant. If the card describes an adverse change, then it 
is placed below the line. The participant also decides how far to the right or left it is placed. The 
extreme right side means that they assess that the change would not have happened if it had 
not been for the use of any of the tools & services. Placing the card towards the left indicates 
that the participant assesses a small or negligent contribution by the tools & services) 



 

 After the participant has placed their card, other members of the group have an opportunity to 
suggest a different location (e.g. more to the left or right).  
If the participant agrees they can relocate the card, but if they disagree then it remains in its 
original position. In other words, it is the participant who has the final word on where their 
card is located.  

This process continues until all participants have located their cards. 

Step 3:  Identifying stronger and weaker B/N contributions:   

If the organisation has used a number of tools and services, we would like to understand whether 
any particular ones played a greater contribution than others; and which, if any, failed to make 
expected changes  

  Ask the participants the following question: 

“Look at where you have placed your cards, and think about the different tools and services that 
were used. Do any of them stand out as having been particularly effective in contributing to 
change?  

Were there other contributing actors/factors which made it more effective than others?  If so, what 
were they?  Were there tools that failed to make changes as expected? Why 

(Note to facilitators: Record answers on flip chart) 

Step 4: Analysis of grid in terms of assumptions and links and strength of the 
evidence  

You now have a grid filled with cards in different locations. 

The following three steps should be carried out as a plenary exercise 

Assessing the soundness of the evidence: Explain that, as part of the research, we are committed 
to documenting the levels of confidence you/ we have in reported findings 

Revisit each of the recorded changes and ask the simple question: How do you know about this 
change? Continue with this line of question until you agree how robust the evidence is  

(Note to facilitators: If the evidence comes from one source, it should be classed as “anecdotal” (A); 
if two different sources, it should be classed as “some supporting evidence” (SSE); if three or more, it 
can be considered “reliable evidence” (RE) 

 Once agreed, add the appropriate letters to the specific cards)  

Identifying links between changes: In plenary, then ask participants to consider and identify any 
links that connect changes to each other. Discuss how and why they link, then draw arrows 
between the two and add a speech bubble post it to describe the link. 

(Note to facilitators: refer to the assumptions in 2.2.2 and use as prompt questions to stimulate this 
discussion if appropriate) 

Step 5: Catching the surprising and unexpected 

Explain that this step is to ensure that we have captured all the important and relevant information 
on the chart. Underline the fact that this flip chart serves as the main document for this exercise; 
and that we will use it again on the second visit as a reference point for understanding and 
analysing what has changed in the interim  

Remind participants of the purpose of the exercise. Ask them to reflect in pairs on what we have 
produced; and to decide if there are elements that have not been captured well enough or at all. 

Ask them to share their reflections and write up on chart or flip chary as appropriate.   

 

 


