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Materials:

1. ABig Picture Approach to Community Planning and Action -- Overview
2. Collective Impact Key Ideas

3. Core Principles for Community Change

4. Summary of Current Work

5. Example: Ready by 21 Theory of Change
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the BIG PICTURE ArPrOACH

A BIG PICTURE APPROACH TO
COMMUNITY PLANNING AND ACTION

Community partnerships, collaborations, and stakeholder groups use the stages and steps shown below to
identify current community work and partners, gain a clear understanding of priority issues, identify root causes,
achieve consensus for needed change, and adjust interventions until desired results are achieved.

The Forum for Youth Investment works with leaders to build their capacity to inspire and mobilize action at
multiple levels — from neighborhood and issue-specific coalitions to provider networks and over-arching
leadership councils. For each of the five steps outlined here, leaders learn the clear standards, organizing
questions, facilitation tools and techniques, data collection methods, and analytic approaches that link each
step to the next and position their group for collective impact.

© The Forum for Youth Investment 3



A takes a whole person or whole family perspective instead of a
disease-specific or issue-centered one.

Communities naturally coalesce around pressing issues such as substance abuse, crime, school readiness,

high school graduation, income security or homelessness. Personal experience, community tragedies or new
data bring these issues to a community’s attention and become a moral call for collective action. It is tempting to
focus on the “hot topic,” but no one experiences problems in isolation or “one at a time.” Problems must be
viewed as connected and understood as they are actually experienced in the day-to-day context of a child or
family’s life .

A big picture approach makes it more likely that a community can move outcomes for any one of these specific
issues by addressing the problem from a child- or family-centered point of view.

A promotes alignment with other community actors and
partnerships.

The first response by concerned community stakeholders is often to form a new group, partnership or
coalition. The result is that most communities have more partnerships than they can sustain — sometimes
upwards of 50. These partnerships can be an important venue for collective action, but not if they remain
disconnected from each other and from broader community goals. Their respective work must be aligned to
maximize their collective impact.

A big picture approach looks to existing actors and coalitions before starting new efforts. A big picture approach
follows key steps that promote alignment with broad community goals and with the work of other community
actors and initiatives. Big picture does not mean that everyone does everything. It means that issues are not
tackled in isolation and that solutions are not implemented alone.

A focuses on root causes, underlying conditions and broader
systems change to create lasting differences in population outcomes.

Faced with a moral call to action many community groups jump to selecting “evidence-based” interventions.
While implementing the best of what is known is a requirement of good community work, an accurate diagnosis
must precede the selection process. As in medicine, an incorrect diagnosis can lead to prescriptions for action
that fail to address real causes and fail to produce desired results.

A big picture approach assures a localized and data-based diagnosis anchors the choices a community makes
for needed action.

A puts pressing problems into a broader and long-term
aspirational frame while committing to public accountability for progress.

Measuring impact is key, but it will take some time before community-level concerns respond to collective action.
Sustaining community action therefore becomes imperative. Often problem-oriented initiatives struggle to
sustain their efforts as communities fatigue from being the “no-fun police” (such as in the case of youth

problem behaviors like substance abuse, juvenile delinquency or teen pregnancy). In the end, we all aspire to
achieve positive goals for our children and families, not just to avoid specific problems.

A big picture approach tackles pressing problems directly while couching the overall effort in aspirational terms
and as the pursuit of goals communities hold for long-term well-being.

© The Forum for Youth Investment



Each phase of the process (take shape, take stock, take aim, target action, and track progress) assures different

aspects of alignment are realized.

Standards for . . .

Take Structural
Shape Alignment
Goal
Alignment
Take Shared
Stock Diagnosis
Mutually

Reinforcing
Activities

Shared
Measurement

© The Forum for Youth Investment

Partnership Structures
Backbone Support Organizations
Linking to Existing Efforts

Engagement Strategy
Big Picture Frameworks
Communicating Big Goals

Identifying Needs & Resources
Analysis Techniques
Targeted Goals & Indicators

Issue Integrated Logic Models
Intervention Design & Selection
Shared Action & Accountability

Partnership Evaluation
Reflection &
Improvement

The steps required to Take
Shape promote structural
alignment within and across
levels of community action —
ensuring transparent and
appropriate connections
between organizations and
coalitions already engaged in
the work.

The steps for Taking Aim
promote goal alignment across
all engaged partners.

Taking Stock assures that all
partners and their members
have a shared understanding
of root causes and underlying
conditions — a shared
diagnosis.

The steps to Target Action
assure that the interventions
and activities pursued by
multiple community actors are
mutually reinforcing.

Finally, Tracking Progress sets
the stage for shared
measurement which
strengthens all steps and
provides a platform for
assessing collective impact.



The five steps of community change
management are relevant for

community change efforts at all levels S-I;?ke Ta_ke STtakek ;?:lil:lg:l: P;rora:ekss
— ranging from top-level leadership pe Aim oc 9
groups to neighborhood coalitions.
Over-Arching Leadership Councils: Structural Goal Shared RN!”:“*“_'V Shared
, ; ; i : : einforcing
P-20 Councils, Children’s Alignment UL Lolpil e
Cabinets, Healthy Community
it i f . Ready by 21 Leadership Council * P-20 Council
Coalitions, and vaerty Reduction Overarching Leadership N e
Task Forces are just a few
examples of the kinds of broad Population Focused Success By 6 * Thriving Seniors
leadership groups that are put in
place to act as “coalitions of Provider Network Out-of-school Time (OST) Network
coalitions,” linking together multiple
ips Substance Abuse Coalition * Teen Pregnancy
networks and systems that are Issue Coalition Intimate Partner Violence * Child Abuse & Neglect
each focused on major pieces of a
complex goal. P-20 Councils, for Neighborhood Promise Neighborhoods * Neighborhood Association

example, work to connect early
childhood education to K-12 and higher education. A big picture approach is critical to creating the nested
infrastructure necessary to link efforts at multiple levels under these umbrella structures.

Population-Focused Partnerships:
Success By 6 is one of the most prominent examples of a multi-issue or age range partnership. The goal of tackling
all relevant barriers to health and well-being for an age group is one that is repeated at different points in the age
continuum. A big picture approach provides a way to make sure that the issues considered for a particular age group
are defined as broadly as possible and ensures that the partnership thinks about opportunities for alignment and
connection with adjacent age group partnerships.

Provider Networks:
The importance of out-of-school time to the learning and development of young people has given rise to Out of-School
Time Networks and these are just one example of the power service and support providers can realize through
collective planning and action. A big picture approach provides a way for service providers to align their work with
complementary community strategies such as policy and environmental change.

Single Issue Coalitions:
Many communities have a teen pregnancy, drug-free communities, immunization, active living, or literacy (to name
just a few) coalition actively working to achieve population-level goals. These coalitions can tackle their individual
issues in a big picture way and are more likely to see outcomes if their efforts are aligned and coordinated.

Neighborhood Organizing:
Promise neighborhoods, opportunity zones, and neighborhood improvement associations are typical examples of
neighborhood-level organizing and are important venues for collective action. Place-based organizing requires
alignment with broader community-wide efforts as many of the policies, programs, and practices that must be
changed for the better are under the control of extra-neighborhood forces.

FOR YOUTH INVESTMENT
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Collective Impact Overview

Traditional Approaches Are Not Solving
Our Most Complex Social Problems

» Funders select individual grantees.

» Organizations work separately and

compete. Isolated Impact

» Corporate and government sectors
are often disconnected from
foundations and nonprofits.

« Evaluation attempts to isolate a
particular organization’s impact.

 Large-scale change is assumed to
depend on scaling organizations.

theBIG PICTUREArPPROACH FSG.ORG

Imagine a Different Approach —
Multiple Players Working Together to Solve
Complex Issues

+ Understand that social problems — and
their solutions — arise from interaction
of many organizations within larger

Collective Impact system.

+ Cross-sector alignment with
government, nonprofit, philanthropic

—>
o > = and corporate sectors as partners.
$5253505>
+ Organizations actively coordinating
—>°

their action and sharing lessons
learned.

 All working toward the same goal and
measuring the same things.

theBIG PICTUREArPPROACH FSG.ORG
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Achieving Large-Scale Change through
Collective Impact Involves Five Key Elements

All participants share a vision for change that includes a
Common Agenda common understanding of the problem and a joint approach
to solving the problem through agreed-upon actions

All participants agree on how to measure and report on
Shared Measurement progress, with a short list of common indicators identified
and used to drive learning and improvement

A diverse set of stakeholders, typically across sectors,
Mutually Reinforcing coordinate a set of differentiated activities through a
Activities mutually reinforcing plan of action

All players engage in frequent and structured open
Continuous communication to build trust, assure mutual objectives, and
Communication create common motivation

An independent, funded staff guides the initiative’s vision

and strategy, supports aligned activities, establishes shared
measurement practices, builds public will, advances policy,

and mobilizes resources

Backbone Support

Creating the Conditions

For Collective Impact

- LI -~ B >

Mindset
Shifts
/ Shape \
s STRUCTURES Evidence & ’
= relationships Meas::::‘ent
. Working Groups PROCESS Shared Credit - /
=2 & Mutually Reinforcin
STEPS ~ y g
é / Content & context Activities
2 /4

‘Silver Buckshot’
( Continuous
\ STtaokci ] Whole person Communication
Seeks alignment ‘
. . Backbone Support
Local diagnosis

Aspirational

Sources: FSG and Forum for Youth Investment
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Leader
CAPACITY

Population-
Level
OUTCOMES

r N ( N ( A

About About About
Leaders Community Context Focus Populations
e See people as e People live in families ¢ Invest early & sustain
change agents, not and communities, not investments over time.
clients. programs.
e Support the whole
e Engage all sectors e To reduce problems person or household.
& stakeholders. & promote
development, both e Focus attention on those
e Coordinate efforts, personal & most in need.
align resources. environmental factors
must be addressed. e Build on strengths, don’t
e Help partners just focus on problem-
understand & e Community ecology reduction.
embrace complexity. matters — across
times, places &
e Inspire & inform the systems.
public.

e The quality of
supports matters as
much as their reach

\ ) \ & coordination. ) \ )
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theBIGPICTUREAPPROACH

INSTRUCTIONS — PART ONE:
1. Interview another participant about their work
2. Listen for the who, what, how, where and why.
3. Take notes against the picture below.

Leader
CAPACITY

Population-Level
OUTCOMES

WHO? WHAT & HOW? WHY? FOR WHOM?
Who are you working with to bring  What are you trying to change in Who are you trying to impact?
about change? What is your your community? What resources ~ What outcomes do you want to see
leadership group? What are their  or supports are you trying to improved?
strengths? improve?

INSTRUCTIONS — PART TWO:
Exchange pages. For your own work, make a short summary statement by filling in the blanks below.

We are (leader group)

We are working to so that (population)

will be (outcome).

NOTE: We will be turning this statement into a more specific theory of change and logic model over the course of the training.

© The Forum for Youth Investment
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Civic Management Infrastructure Leadership Capacity Standards T

n Broader Partnerships Bigger Goals -
o Overarching Leadership « Build an overarching leadership council . mm,mm_o__m: a balanced set of goals and indicators for
o] Council - « Align and strengthen coalitions, all children, youth and young adults
© L 1 commissions and intermediaries ¢ Define mc_o._ooqm that the E__. 833%5\ must provide
(()) Age Group Partnerships “ “ « Engage key stakeholders in setting priorities » Create a big picture, goal-oriented action plan
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- . and solving problems messages
d _mm:mmﬂw___mnﬂwmm}ooa “ “ “ g
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* Align and connect data for decision-making * Increase demand

¢ Use the best information about what works » Engage youth, families and community members

in solutions
A . .
©  Insulated Education Pipeline
— . oy
m TRANSPORTATION, HEALTH, MENTAL HEALTH, HOUSING, FINANCIAL National Research Council’s
m ECD & CHILD AFTERSCHOOL CIVIC, SOCIAL, SOCIAL & PLACEMENT 0\ Features of _Um<m_0—u-.sm:.~ mm._H_:mm
CARE PROVIDERS ~ PROGRAMS WORK OPPORTUNITIES  STRATEGIC SUPPORTS & COACHING [/ \ . Safety
m . Structure
ﬁnw . Opportunities to Belong
. Positive Norms

.nVu; . Support for Mattering
© FAMILIES COMMUNITY MEMBER . o_o_oo_nc.:;_om for m.r___-_oc__a_:m .
Dnnu . Integration of Family, School, Community
=
5 Socially & Civically Connected: Gallup Student Poll Measures:
Vnw List adapted from the Partnership 215t Century Skills
.W.. * Critical Thinking and Problem Solving *  Hopeful
o ¢ Communication * Engaged
Dn_n.v « Collaboration *  Thriving

* Creativity and Innovation
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Potential partners should understand the key role local coalitions play in the work of child and youth
development, education, health and well-being, and community economic development. Specifically,
local leaders should be able to determine representative membership, facilitate a shared vision, define
the agenda, anticipate needed resources and begin the process of creating or expanding a formal
structure and business plan for the effort. If possible, partners should identify and build on existing

infrastructure.
Materials:
1. Big Tent Stakeholder Wheel: You and Your Partners
2. Big Tent Stakeholder Wheel
3. Example: Local Action Planning Team Worksheet (Mass. Success4Life)
4. Partnership Characteristics and Functions
5. Collective Impact Infrastructure: Structuring for Intentionality & Uncertainty
6. Partnership Roles
7. Backbone Support Organizations — Activities & Types
8. Community Catalyst / Backbone Support Diagnostic
9. Backbone Effectiveness: 27 Indicators

10. Steering Committee & Working Group Traits & Responsibilities
11. Example: Palm Beach County

An effective community partnership infrastructure connects multiple levels of leadership from top-level
to frontline, including policy makers, professionals, community members, families and young people.
This helps to ensure that those that need to deliver on the strategies are informing and invested in the
goals and solutions from the outset. Collective impact efforts should build on and intentionally link to
the work of existing coalitions, networks and task forces.

Materials:

1. Mapping Coalitions, Networks and Other “Moving Trains”
2. From Program Performance to Collective Impact

© The Forum for Youth Investment



Why this is important

e Decisions about membership and structure determine the horsepower of the engine that will drive the
collective impact effort. It is important to be transparent and deliberative about these decisions. Moving too
quickly can send signals that commitments to find and connect to the diverse leaders needed are not serious.
Moving too slowly (e.g. letting the temporary design team stay in place past its prime) can send the same
signal.

e Not taking the time to learn about existing efforts whose leaders have already been toiling away at the issue
not only leads to missed opportunities to tap into existing momentum and resources. It can also build
resentment, even if it not publicly expressed.

e  Collective action is at the core of collective impact. Membership and role distinctions between the
leadership group, the backbone and the work teams are critical. Members who come on board but are
“assigned” to the wrong team or not given clear enough roles either won’t stay or won’t contribute.

What trade-offs to anticipate

e  Getting membership and structure right takes time and takes iterations. Everyone can’t be engaged at once.
Everyone can’t be on the steering committee or leadership council. Being clear may mean making hard
choices.

e A high capacity, well-resourced backbone is the linchpin of successful collective impact efforts. While it can
be challenging to find all of these capacities in one organization, individuals from a core group of
organizations with expertise in different functions can work together as an effective backbone if their
relationships are strong and their roles are clearly defined.

e  Figuring out how to acknowledge, leverage and connect existing efforts to the initiative takes time and
inevitably broadens the focus as new perspectives are brought in.

e  Engaging the community’s CEOs is critical, but CEOs are decision-makers. Getting them too involved in
process decisions about structure and membership or in deep dives of data analysis may be frustrating for
some.

Key principles for action

e Make “good enough, good until” decisions

Start with the willing while you plan for the long-term

Assign key backbone functions to capable staff, but don’t rush to lock in

Create work groups to implement the collaborative’ s work, knowing that these groups may change
Set a clear timeline and process for learning, outreach and structure decisions

ASENENEN

e Acknowledge and link the layers

v"Intentionally structure connections to multiple levels of leadership — from the top-level to the frontline
and community members.

v" Build on, don’t pave over existing efforts. Map the full set of stakeholders that are invested in the issue
and focus population. Identify specific individuals that can represent multiple perspectives, including the
diverse populations in your community

v" Remember that those who are engaged up front will feel forgotten and be reluctant to reengage if there
are long lapses between connections. Don’t do more outreach than you can sustain.

e Remember that change only occurs when those affected are connected and engaged
o Direct inclusion of the focus population in the partnership’s structure is one of the most .
instrumental ways to make a community change effort “people-centered.” Include people that are
involved in the communities, systems and institutions under discussion. Support them in strategies '
for bringing the perspectives of a broader group into the process.

16



FORM: Big Tent Stakeholders Wheel

INSTRUCTIONS

1.
2.

Focus population. Inthe middle of the wheel, write your population focus.

Where are you? Place RED DOTS . in the sections that represent your work as it relates to your
population of focus. (If needed, write in additional Services and Systems in the blanks provided.)
Where are your partners? Next, place BLUE DOTS in the areas that represent your partners.
Introduce yourself and your work to the group using the stakeholder wheel.

SERVICES &
SYSTEMS

B
S
<

population: Parks &
Recreation

\\'\‘3““?
caues®™®”

Advocacy!
Organizing

OPTIONAL: Looking across all the wheels at your table, if you were a community group, where
would you have particular strengths? gaps?

© The Forum for Youth Investment
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FORM: Big Tent Stakeholders Wheel

In your discussions with partners and teams, mark this wheel by hand. Use the flip side of this sheet for more detailed mapping.

MAKE YOUR OWN KEY

Example

Top Level Managers

Mid-Level Managers

Front Line Workers

Community, Parents and Youth

o> D@

© The Forum for Youth Investment

SERVICES &
SYSTEMS

5@ $
a\ N
o%_\'!‘

Parks &
Recreation

Advocacy!
Organizing
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theBIG PICTURE APPROACH

FORM: Partnership Characteristics & Functions

Guiding Questions to
Optimize Functional Decisions Given Practical Constraints
Partnerships or coalitions often begin with some givens (e.g. scope of mission and vision).
Optimizing the remaining decisions to ensure a balance between capacity and charge is critical

to start up and success. Existing partnerships can usefully be described and compared to the
goals to determine best fit.

Scope of the Vision

e Targeted Population All Youth &

1 8 & Qutcomes All Outcome Areas
o i Scoge of the Mission l

Run Incubate Coordinate Align

Programs Programs Policies/Practices

Organizational Home

N
HOME

Outside Inside
Government Government

Membership

e Narrow Diverse Individuals Diverse Groups
3 =
X X
£ i Level of Formality i
Brief & Mandated &
Informal Meetings Formal Meetings

Staffing Resources

None In-kind & Small & Large &
Part Time Dedicated Dedicated

Funding Resources

=
RESOURCES

Unfunded Pooled Private Funds Dedicated Line
Agency Funds Item Funding

Decision-making Authority

Advisory & Full Control &

No Resource Control 3 ' Authority
Tracking Progress

(3]
ACCOUNTABILITY

No Metrics Progress Metrics Evaluation Plan

Connections

None to Formal Links to
Local Groups Local Groups

(=7}
ALIGNMENT

1dVHS DIVL

© The Forum for Youth Investment
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strategic guidance
and support

Ve AN

partner-driven
action

o - community
partner (e.g.,
nonprofit, funder,

Ecosystem of business, public

{ Steering \I
Committee

N /

Community Partners agency, resident)

Work Chair
Group

Backbone

Chair
Chair /{ Chair Work
Group

Organization

(or set of
organizations

play backbone
function)

that collectively [*————————— >

Chair

Chair
Work Chair

GFOUD Chair _—

Group

-

* Adapted from Listening 1o the Stars: The Constellation Model of Collaborative Social Change, by Tonya Surman and Mark Surman, 2008. FSG.ORG

FSG.ORG

Description and Role

Stakeholder / Group
O Community
partner
O

- Work Group
% (a.k.a. network,
c action team)

Steering
Committee

(Strategy Group)

Backbone
Organization

Individual organizations and members of the community (e.g, nonprofit,
funder, business, public agency, student, parent, resident)

Partners should have access to a variety of opportunities to learn about and
engage in the initiative

Comprised of cross-sector community partners targeting particular element of
common agenda (e.g., early childhood, K12, postsecondary, OST, data, policy,
funding)

Designs and implements a targeted action plan, involving non-work group members
as needed

Led by two co-chairs willing to invest time and (ideally) staff capacity

Some groups or networks serve slightly different functions, e.g., funders group (to
identify opportunities for alignment), or inclusive community network to raise
awareness about project and provide mechanism for vetting actions

Comprised of cross-sector community partners (representative of the large
ecosystem)

Provides strategic direction for the initiative and champions the work

In some cases, committee members are chairs for action teams

Provides dedicated staff

Supports the work of partners by assisting with strategic guidance, supporting
aligned activity, establishing shared measurement, building public will,
advancing policy, and mokilizing funding

© The Forum for Youth Investment
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FORM: Partnership Roles

L e 4

Cascading Levels of Collaboration

— Common Agenda

%

Shared Measures
Governance,

Vision and Strategy

Working Groups

. . . Action Planning X

Backbone Partners

Community Members

lmplementatlon

;S

[ AON i Wi
808 Public Will
[ AON

teBIG PICTURE srPrOACH FSGORG

L

/7 Common Agenda \
DATA PARTNER

A range of possible roles

Vision and Strategy

Working Groups

WORKING GROUP LEAD
OR MEMBER

1

Z

Q core team

2

9 §i0

(28] Community Members
TIITIYTT IR LN ]| COMMUNICATIONS
TII T IR TR T L] & ENGAGEMENT
TLIXLXILRIRIE]  eaRTNeR

POLICY ADVOCACY
theBIG PICTURE ArPrOACH PARTNER FUNDER
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Directions: Community leaders are often connected to multiple partnerships and coalitions in their community.
1. Across the top of the chart below, list the coalitions and networks in which you are actively involved.
2. Then, working your way down the chart, check off the roles that you are currently playing.

What roles are you currently playing?

Partnership name: Partnership name: Partnership
ROLE name:

Accountability Partner

Collaborative Partner

Working Group
Member

Core Team Member

Data Team Member

Communications/

Engagement Partner

Backbone Support

Funder

Discuss: How do you navigate these multiple roles? What are the challenges of playing roles at different levels? How are you
connecting efforts across these groups?

© The Forum for Youth Investment



Backbone Organization F5G.0RG

Backbone Organizations Engage in Six Important Activities

6 Activities of Backbone Organizations

1. Guide vision and strategy

2. Support aligned activities

3. Establish shared measurement
4. Build public will

5. Advance policy

6. Mobilize funding

2011 F56

Backbone Support Organizations: Diagnostic
Do you have the Skills?
6 Activities of Backbone Organizations
1. Guide vision and strategy Do you have the bandwidth?
2. Support aligned activities
3 Establish shared measurement 1. Dedicated Staff (with skills)
4. Build public will 2. Organizational buy-in
5. Advance policy 3. Sustainability potential
6. Mobilize funding 4. Start-up flexibility — willingness fo serve in
interim or time limited role
Is it a Fit?
1. Partnership’s vision matches your vision
2. Geographic Scope — similar to Partnership
3. Geographic Levels — neighborhood, city/county state
4. Leadership Levels — respected by grasstops and
grassroofs
5. Credibility — are you seen as the natural leader in this
space?
heBIG PICTURE ApproACH

© The Forum for Youth Investment
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Communities often have more than one organization that can take on aspects of an overarching leadership and coordination role. Below are
several attributes to consider when determining which organization(s) are the strongest candidates for playing these roles.

Directions:

1. Atthe top of each column, list the major entities currently playing key roles in your community.

2. Based on their track record, rate their capacity in each of the dimensions below on a scale of 1 (low) to 5 (high).
3. Discuss implications and options for structuring the work. (See additional discussion questions on back.)

Backbone support organization(s) should have
the capacity to...

1
2
3
b
5.

oy
1
(9,

1 (low) to 5 (high) = | 1-5 1-5 1-5 1-5
... Support a set of big picture goals (across ages, populations,

T
. Vision outcomes, approaches).
o
g Geographic ... mirror the geographic footprint of the partnership.
Scope
Geographic ... connect across levels — neighborhoods, city/county,
Levels local/state.
E Leadership ... connect with, understand and be respected by grasstop and
us  Levels grassroot leaders and coalitions.
= -
= ... connect and align efforts under a common agenda,
¢ Alignment* resolving competing priorities, directing resources and building
::' bridges between groups.

... convene stakeholders across sectors, systems, levels, related

Convening . . .
coalitions, provider networks and partnerships.

Strategy & ... facilitate strategic planning and coordinate implementation
" Action of action plans.
= Public Will & ... build public will, effectively communicate agenda and
i Policy* (when necessary) help advance public policy.

Measurement & ... use data for decision making in a public, transparent way

Analysis* and help establish shared systems for measurement and

analysis for the partnership.

. ... focus on accountability for own staff and the partnership.
Accountability

Credibility ... act with confidence based on the buy-in and engagement
from those involved (e.g., top decision makers, front line staff,
community members, youth and families.

Fund ... devote time to fund development priorities of the
o Development* partnership, not just the organization.
3 . ... dedicate staff skilled in the above functions with sufficient
g Staffing time to prioritize coordination and alignment efforts.
8 Organizational ... be sustained by a solid fiscal home that has an engaged and
e BuyIn supportive board and CEO.
Start-up (If relevant) . . . serve in an interim or term-limited capacity, subject to
Flexibility review by the partnership.

*These items are also listed by Kania & Kramer as “6 Activities of Backbone Support Organizations.”

© The Forum for Youth Investment
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— Discussion Questions

As you consider your rankings of current or potential backbone support organizations, consider the following questions:

1. Given the current context for your work, are some of these capacities more important than others?

2. Based on your assessment, is there one clear lead?

3. Are there organizations that could partner to play complementary leadership roles in the effort? Does this analysis
help clarify roles?

4. Are you identifying a candidate for a start-up period? If so, consider revisiting the “backbone” question as you move
into long-term implementation and management or when major shifts occur in the organization or the work.

© The Forum for Youth Investment
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Steering Committee — Traits & Responsibilities

A Strong Steering Committee Builds the Initiative’s
Credibility and Brings Other Stakeholders to the Table

A Guidance, Vision, and Oversight

Leadership in the community, and within an
organization

w Active Participation in Process

Steering Committee Members Should Be Carefully Recruited

Decision Maker

Representative

Influential Champion

Content Expertise/Practitioner

Passion and Urgency

Focused on the Greater Interest

Commitment

0w ~N o a 0N =

Lived Experience

Working Group Members — Traits & Responsibilities

Working Group Member Traits

» Twoco-chairs

» Can commit the time (~3-4 hrs/month plus meetings, but time will vary)
-‘
:4 voo__mcoﬂm:é_mm%amaan___asa‘8=<m:ma_ma_mﬁo_dm»mﬂc:%sm:
v

Also possessthe traits below

Issue-aligned, collaborative, action-oriented
» Can commit to attending meetings and reviewing pre-read materials
» Are knowledgeable about the problem to be addressed

o pe # Usually one level down from the steering committee members, but have
m. w. authority to represent organizations and make decisions

» Cross-sectorrepresentation

\ » T7-10 members initially (will vary by initiative)

Working Group Member Responsibilities

» Strategy and Indicator Development

— Review research on effective strategies within local context (if applicable) and
external best practices

Use data to inform identification of strategies and ongoing refinement
— Develop and refine indicators
» Implementation

— Coordinate activities among working group member organizations and other relevant
partners

Identify resources to support and / or execute strategies

Provide progress updates to and learn from the steering committee, backbone, and
other working groups

> Leadership

— Champion the effortwith relevant stakeholders

— Align member organizations’ work to the goals, indicators, and strategies of the
working group where possible

30
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FORM: Palm Beach County Partnership Structure

Starter Slide

Within the Collective Impact Framework, the Steering Committee and Backbone Organization Have Distinct Responsibilities

Steering Committee

Working Groups

Backbone

Steering Committee

Suggest
Leads/Serv

Responsibilities

* Oversees common agenda development with
community input

* Provides stewardship and community accountability
throughout the life of the initiative

* Determines/oversees coordinating structure for

initiative, including backbone

Ensures appropriate stakeholder engagement

* Develops strategies to implement common agenda

* Determines strategy level indicators to gauge process,
forward momentum, and learning

* Connects with or organizes appropriate community
partners to implement strategies

* Supports SC’s oversight of the initiative

* Supports work group efforts to develop, implement,
and learn from strategies

Facilitates collective impact through:

— Guidingvision and strategy

— Supportingaligned activities

— Establishingshared measurement practices

— Building publicwill

— Advancing policy

Manhilizing funding

Responsibilities

Responsibilities Membership

* To overseeand support agenda development of

EXAMPLE

Typical Participants

* High level decision-makers from:
— School systems/higher education
— Nonprofits
— Government
= Business
= Funders
* Community Members

* Middle managers or leaders from:
— School systems/higher education
— Nonprofits/coalitions
- Government
— Business
* Community Members

* 2-5 staff members / consultants

ee,
AV covrecnive =)
=

.'{/ﬂ\.\) IMPACT FORUM ’

Recruitment/MNomination Process

Members: Diverseindividuals * =MNamed executive (ableto make

Birthto 22 Partnership, establishing processes for
overall gozl setting and identification of specific
priority areas with key stakeholder and community
input (currently being developed through the
Youth Master Plan process).

* To work with existing partners and othersto
identify current or future resources (broadly
defined) to be devoted to these priorityareas. Itis
understood that as the community becomes more
engaged and that as community conditions
become clearer or change that new priorities will
be developed.

* To provide guidance for the Work Teams and
Subcommittees.

* To ensure appropriate stakeholder engagement
(from key champions to coalitionsto community
members and young people themselves)

* To develop processes for tracking and monitoring
the implementation of the Youth Master Planand
the ongoing work of the Work Teams.

Bi-Manthly
nlCommittee

LEADS OR SERVES ON 1 OF THE FOLLOWING:

* MEMBERSHIP COMMITTEE: Responsible for
developing and managing recruitment and
nominations process.

= COMMUNICATIONS COMMITTEE. Oversees
development and execution of communications
strategy for Birthto 22.

* PARTNERSHIP EVALUATION COMMITTEE: (?) NOT
DISCUSSED (?)

* FUNDERS GROUP (related entity) Focused on
understanding the funding picture related to
children and youth in PBC, understandingeach
others’ funding as they relate to the Youth Master
Planin order to make more informed decisions
within their institutional portfolios. Potentially,
identify areas for coordinated funding.

© The Forum for Youth Investment

representing multiple organizations,
systems, fields, and sectors as well as
the diversity of the population of
West Palm Beach

Size: 16-20 members. Size

) - Bolanc Jusivity
- B

and representation with
manageobility, so that strategic
decisions can be made in an
environment of trust.

commitments for entity)
** = By Nominationthen Elected

Note: Plenipotentiaries for entity may sitin
for steering committee members if they
canfullyactontheir behalf.

EDUCATION (2)
Palm Beach County School District*
Higher Education®*

WORKFORCE DEVELOPMENT (1-2)
CareerSource *
TBD**

BUSINESS (1)
TBD**

GOVERNMENT (2)
Youth Services Department *
Children’s Services Council *

PHILANTHROPY [4-6)
United Way*
Local Foundations connected to work of
oction agendo **
Farris Foundation
Unicorn Foundation
Palm Healthcare Foundation

COALITIONS/NONPROFITS (3) **
connected to work of action agenda. Not
duplicative with above.

YOUNG PEOPLE (2) **
Active on the Youth Council

COMMUNITY MEMBERS (2) **
Active on an Action Team

AdVHS VL
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FORM: Palm Beach County Example Continued

Roles & Responsibilities

Responsibilities

Membership

Recruitment/Nomination Process

Champions &

Ambassadors
Meets annually

Coordination Team
Co-chairs of work groups
Suggested: Monthly

DATA &
ENGAGEMENT
TEAMS

ACTION
TEAMS

Backbone Support
Functions:
¥YSD & CSC Staff

Leadership & Engagement Structure (o post 6/28/16 meeting)

Well versed in Birth to 22 mission, goals, agenda,
structure and annual objectives.

Participates in annual briefing.

Tackles at least 1 commitment per year on behalf of
Birth to 22 (e.g., event appearance, brokered
cennection, policy agenda item)

Aligns and coordinates work across the Data, Action
and Engagement teams.

Prep frevi regular progress reports.

Actively seeks alignment and efficiency with work of
other teams and related coalitions

To provide input in the design, implementation and
communication of an ongoing strategic plan for
future community conversations, focus group

Members:

Key leaders or champéons in the public and

private sector who are:

*  not embedded in the procass but whose
influence and authority are essential to
building public support and empowering
partners.

*  Committed to act as "empowering
faciktators” invested in the goals of Birth o
22 - opening doors and busting barriers.

Tobe discussed:

At least 1 from each entity represented on the
steering committee? 1 from any entity (e.g.,

system or coalition) that is co-chairing a werk

[Eroup or action team?

Staffed by Steering Committee [Staffing
includes: 1) planning annual meeting; 2]
tracking/supporting/celebrating annual

*  Willing to lend their names to the effort and
be called upaon for specific tasks.

* Includes champions within the governance
structures of Birth to 22 partners

Co-Chairs of each of the teams.
+  Backhone Staff (also staff's team)

*  Youth mentor programs, nonprofit agencies,
fraternities, sororities, sports teams, school
based clubs, churches, government entities,
and Eroups.

discussions, interviews, surveys, youth
ete.

Participation in Action Teams

2 Delegates on Steering Committee

D gies to i common agenda
strategy level indi to gauge
process, forward momentum, and learning
Connects with or i ppropri
partners to implement strategies

Supports 5C's oversight of the initiative

Supports work group efforts to develop, implement,
and learn from strategies

Dedicated Staff

Champions & Ambassadors

Meets annually

Tackles at least 1 commitment per year
(e.g., event appearance, brokered connecti

YSD & CSC Staff

policy agenda item})

Coordination Team
Co-chairs of groups below
Suggested: Monthly

Membership

*  Elected officials will also be invelved with
the groug.

= Middle managers or leaders from:
- School systems /
higher education
b Nonprefits/coaltions
= Government
= Business
*  Community Members

*  Key staff members from YSD & CSC

*  Nominated/Affirmed by Teams,

*  Nomination precess TBD.

*  Co-Chairs: Mominated/Affirmed by Teams

*  Open participation..

+  Assignments to particular groups may be
made by agency/finstitutional leads based
upon expertise.

+  Active participation required for ongoing
membership

Steering Committee

Suggested: Bi-Monthly

Leads/Serves on 1 Committee

Communications

Funders Group

Data

Backbone Support Functions
DATA & INFRASTRUCTURE TEAMS

© The Forum for Youth Investment

I Child, Youth &
Community

Program
Landscape
{online system)

Evaluation &
Evidence
(survey)

-—eem e s mn o e e o

Strengthening Systems
for Evidence-based
Programs & Practices

Transitional
Supports...

Family Supports
& Supportive
Families

Respite Care for
Special Needs

including creating a
System of Forgiveness

ACTION TEAMS
Suggested: Monthly

Quality OST Time
(Mentors, afterschool &

summer)

Building Employment
Pathways & Supports
for Disconnected Youth

Building Education
Pathways for Older

Youth

Action Teams Determined Annually — spe

Addressing
Trauma
... &Bullying &
Abusive
Relationships

ENGAGEMENT
TEAM
Suggested:
Monthly

Acts as support for
outh Council &
works with Ac
& Data Teams o
outreach to &
involvement of
community
members

Local C&Y
Providers

Community
Members

Coalitions &
Networks
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CONNECT: what are “the moving trains” that could be harnessed?

Change horsepower can come in many forms. It is sometimes useful to look for the “moving trains” that have already taken on an issue, such as
early childhood education, AIDS education, literacy, child abuse or even economic development or community safety. “Moving trains” are
organizations, coalitions or initiatives with the capacity, motivation and resources to create change.

Directions: Think of two or three major “moving trains” in your community. Write them in the numbered boxes across the top of the chart below
(starting with one you are actively engaged in). Quickly check off what you know about their focus on this page. On the back of this page, check
off what you know about their primary stakeholders and strategies. As you work, refer back to the Big Picture Goals categories. This tool will help
you create a database of the initiatives in your community and help you identify ways to link them.

MAPPING COALITIONS, NETWORKS & OTHER “MOVING TRAINS”
COALITIONS, NETWORKS, INITIATIVES

Type of Structure Coalition

Provider network

Task force

Initiative

Partnership

Coordinating body

Intermediary

Age Group Early childhood

Middle childhood

Preadolescence

Adolescence

Young adults

Young/New parents

Mid-career adults

Seniors

Families

Outcomes Learning

Working

Thriving

Connecting

Contributing/Leading

Levels of Impact Improve individual and family access

Improve community/neighborhood conditions

Improve systems

Geographic Area Neighborhood

City

County

School district

Region

State

© The Forum for Youth Investment
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Professional Roles

MAPPING COALITIONS, NETWORKS & OTHER “MOVING TRAINS” (CONTINUED)

Public policy makers

COALITIONS, NETWORKS, INITIATIVES

Media/Communications/Public opinion

Researchers

Advocates/Organizers

Practitioners

Philanthropists/Funders

Labor

Business

Community

Children & youth

Families

Cultural/Community context

Services & Systems

Early care & development

After-School & Youth organizations

K-12 education

Higher education

Employment

Health care

Prevention programs

Civil rights

Community service

Faith-based communities

Libraries & museums

Parks & recreation

Social services & child welfare

Public safety & justice

ImProving Systems &
Settings

Program services coordination

Workforce strengthening

Capacity building & technical assistance

Improving quality

Performance measurement/evaluation

Aligning Policies & Resources

Needs/assets inventories

Coordinating policies & practices

Establishing funding priorities

Exploring Funding Alternatives

Assessing, changing & creating policies

Increasina Demand

Constituency building

Public awareness/education

Opinion polling

Collecting, using & sharing data

Public outreach

Advocacy & organizing

Engaging Youth, Families
& Community Members

Skill/Leadership development

Volunteer service

Governance/Organizing/Advocacy

Philanthropy

Entrepreneurism

Use of Data

Collecting data

Sharing data

Using data to guide action policy

Using data to improve quality

Using data to evaluate impact of efforts

© The Forum for Youth Investment




Direct service programs, by design, focus on improving the quality of services they offer and expanding the number of people they serve. The typical performance
questions asked are: How many? How well? What difference? (Mark Friedman, Results Based Accountability)

Programs often use population-level data (e.g., city dropout rates) to make the case for their services but they do not usually set their performance goals against
this data (such as, “We will reduce the number of dropouts in the city by 3 percent”). This is because in most cases, the percent of the total population (e.g.,
middle school students) served by a single program or a network of local affiliates is usually small; thus, the change that they could make at the population level
would be a decimal point at best (less than 1 percent). The need to provide funders with attribution data can make programs reluctant to commit to population
goals that they can contribute to but not meet on their own.

Collective impact initiatives, by contrast, focus on population-level change. The collective impact strategy: Engage a range of programs to align their activities in
service to a common agenda (e.g., on-time graduation) that is anchored in shared measures. Collective impact initiatives that focus on youth development
frequently include nonprofit leaders at the table. These leaders are seen as key for achieving the goal of “mutually reinforcing activities.” More often than not,
however, these leaders are not formally representing a system of providers that can make commitments to shift priorities, resources or practices. They provide
important perspectives, but they do not wield sufficient power to make them true peers at the table.

Programs, on the other hand, can and do change lives. How can program providers partner to demonstrate the essential role they play in collective impact efforts?

Individual MOUs with
an intermediary

- MOUSs between that’s coordinating
MOUs to routinize individual outreach and k
%ﬂmwﬂ_mN_wﬁ__o%ﬂ”Mﬂwﬁ: organizations to services for systems collective
| A implement a (e.g., schools) that k . impact
Awareness of and compiementary blended services support students ang consolidated governance
teraction with o__.ms,ﬁ cmm.mm (e.g., package to be families. services
other providers who middle/high delivered together consolidated system Commitment to
v Share same school) or services target groups. k services participate in the
omvﬂm funders (e-g., counseling/ coordinated networks Agreement to be held governance of broader
m__m:?m« ots ’ tutoring). k services accountable for the  collective impact effort
:m. ’ combined partners >m8.m3m3m among  zchievement of that engages other
geographies. k services providers to operate 0 ation-level goals systems and sectors in
complementary partners as a system or (e.g., all MS the pursuit of common
" services network that participate in OST population-level goals.
independent partners Promotes common  ,5erams) by
organizations standards, improving quality
in same assessments, data  ;..ess service
community collection and coordination and

service agreements.  ,yendance tracking.

Improved program performance Increased program reach Integrated program strategies

35
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Engagement of a broad set of stakeholders that have the capacity and commitment to guide change is
one of the hallmarks of effective collective impact work. A range of individuals that represent multiple
perspectives, including the diverse populations in your community, can come together around a
common focus on improving outcomes. Direct inclusion of young people, families and community
members is one of the most instrumental ways to make a big picture planning process not only cross-
system but “person-centered.” This requires explicit strategies for including community members and
focus populations in not just problem identification, but in problem-solving and solutions design.

Materials:

1. Community Map
2. Engaging Community in Assessment, Planning & Action

Partnerships should agree on a set of concise, public-ready statements that have communications value
for their key audiences. Common statements help break down barriers and build bridges, giving actors
focused on different outcomes and representing different institutions (e.g. schools, health, business,
etc.) a reason to work together. An approach based on core principles helps establish a common
framework and common terms so groups can talk across traditional “silos.” Articulating the “bigger
picture” helps keep the full range of stakeholders at the table. A common framework also helps to
create sharper lenses for scanning and organizing existing community data to inform the engagement

process.
Materials:
1. Outcomes Dashboard
2. From Core Principles to Common Language
3. Example: Translating Parallel Frameworks
4. Example: Outcomes Dashboard
5. Example: Indicators Dashboard — Top Picks

© The Forum for Youth Investment
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Why this is important

e Defining common outcomes that resonate with the range of individuals who represent multiple perspectives,
including the diverse populations in your community, is critical for sustaining and achieving collective impact.

e Taking the time up front to name not only the systems but the communities — communities of interest,
experience and place — that have a stake in the issue being addressed creates public accountability for who should
be engaged in the work from beginning to end, and ensures that key stakeholders are not overlooked.

e  The commitment to include community members and focus populations in not just problem identification, but in
problem-solving and solutions design requires developing explicit engagement strategies that may have an
impact on how the work is staffed and structured.

e Articulating the “bigger picture” helps these diverse groups get to agreement on common outcomes because they
can see how their concerns and their work fits into the larger picture and communication across traditional silos,
cultures and neighborhoods.

e Distinguishing between population-level outcomes and the community contexts and supports needed to
produce them helps tell a compelling story and build realistic timeframes for change. It also helps underscore how
multiple systems play important roles and helps steer the group toward useful research about what works.

What tradeoffs to anticipate

e Smaller groups can move more nimbly, but they can come to conclusions that don’t resonate with all and may not
bring “all eyes on the problem” that are required for new solutions. Broader engagement of a diverse set of
individuals will lay the groundwork for long-term, large scale change.

e Oftentimes, groups want to start with the solutions, believing that they “know the problem.” Starting off with a
clear picture of the desired outcomes, and a focus on why they are not currently being achieved, helps dissipate
the tendency to name the same solutions, creating room to move beyond “business as usual.”

e Using only the easily available data on an issue can lead to a narrow and negatively oriented set of solutions.
Compelling outcome statements help address the challenge that the preponderance of available data focuses on
problems to be reduced rather than more aspirational goals.

Key principles for action

e Avoid viewing community engagement as a one-time thing that happens at the beginning of a collective impact
effort and then is done.
o Think up front about how you are going to structure for engagement in each aspect of the work — from
goal setting to issue identification to problem solving —is critically important.
o Recognize that engagement strategies may need to be different for different communities.
e Frame the issue in “big picture” ways so that key actors can see themselves as part of the picture and part of
solution.
o Common statements help break down barriers and build bridges, giving actors focused on different
outcomes and representing different institutions (e.g., schools, health) a reason to work together.
e Distinguish between population-level outcomes and community context and supports:
o It helps tell a compelling story and build realistic timeframes for change.
o It underscores how multiple systems play important roles and helps steer the group toward useful
research about what works.
e Learn to focus in two ways:
o Zoom in to tackle specific areas of common concern
o Zoom out to keep the overall picture in focus.
o By keeping the larger picture in focus, you will be able to more nimbly respond to emerging realities
without inadvertently suggesting that existing efforts are being abandoned.

IMPORTANCE ® TRADEOFFS @ PRINCIPLES
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INSTRUCTIONS

1. Draw an outline of the community your coalition is mobilizing.

2. Name this community and note which of the three types of communities it is.

3. Establish the denominator for assessment data by providing a figure for the total number of members.
4. Draw the “communities within this community” that will be important in the work.

5. Name and provide a denominator for each of these communities.
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A. Define your community (provide population and “denominator”)

B. Are there other relevant “communities within your community?”

C. Describe the population’s demographics.

D. Describe the population’s geographic community.

E. Describe the historical origins of the issue.

F. Describe the population’s history with organizing on the issue.
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ENGAGE: Community Assessment — Strategy

Engagement of a broad set of stakeholders that have the capacity and commitment to guide change is one of the hallmarks of
effective collective impact work. An intentional engagement strategy that considers “who,” “when” and “how” for different
stakeholder groups is essential. Direct inclusion of young people, families and community members is one of the most
instrumental ways to make a big picture planning process not only cross-system but “person-centered.” The stakeholder wheel
can be used for thinking through engagement not only at the community-wide level but for “communities within.”

Instructions: In your discussions with partners and teams, mark this wheel by hand. Use the flip side of this sheet for more
detailed mapping.

1. Keeping in mind the specific community (and the “community within your community”) you are seeking to engage identify
who specifically needs to be the focus of outreach?

2. Who is best positioned to reach out to these community members? (For example would the most respectful approach come
from a church leader, a peer CEO, or from a young person?)

WHOLE COMMUNITY “WHO” WHO SHOULD ASK?

Top Level Leaders g SERVICES &
SYSTEMS

Mid-Level Managers

Front Line Workers

Community Members

Parents and Youth

COMMUNITY WITHIN “WHO” WHO SHOULD ASK?

% ¥

Top Level Leaders (3
)B‘dUEI:_aF‘II
Mid-Level Managers rganizing

Front Line Workers

Community Members

Parents and Youth

“WHEN”

“HOW”
RECENT PAST PLANNED POSSIBLE

Town Hall Meeting

Listening Session

Focus Group

Key Informant Interviews

Surveys
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Stakeholders Summary Worksheet
Engaged Stakeholder Instructions:
Use the following chart to count who you engage with and at what level they are operating.

e Column A: List the Big Tent Partners you are working with by name or organizational name. Also, highlight and put a star (*) next to
the stakeholders on your core team (if you have one).

« Column B: List the different services and systems, roles and settings that those specific stakeholders work in. Refer to and select from
the Stakeholders Wheel on the flip side of this sheet. Add any categories that you think are missing from the wheel.

o Column C: Indicate the number of each type of participant under the applicable sub-headings.

» Column D: Rate each stakeholder on each engagement category and on overall engagement, from 1 (low) to 5 (high).

Target Stakeholder Instructions:
List who you want to engage that is not already at the table. If you do not have specific names or organizations, fill in Columns B and C only. Add

extra rows as needed.

A B ( D
HOW ENGAGED?
? .
HOW MANY?* 1 (low) - 5 (high)
KT T L|Ln 20 > % S 2 =]
%) 4 = v = =
s 5 38 Ss|sSs € s|SE|S| 2| <
Jo|laF| =X EB|lo|3|lac| E || =2 o
& S5 c|E 5 ElSs| S| o E || o i
S8 s|o = € @ S| > 5 I < =) >
= == | 8= 8 g s} (@)
Example 1: Boys and Girls Club | Youth-Senving Organization 1 2 2
Example 2: City Council Policy 1
Exameple 2: Nelghborhood Assoc. | Nelghborhood Mobilization 1 1 4
TARGET STAKEHOLDERS ‘
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A condition of well-being for children,
adults, families or communities.*

Children born healthy
Children succeeding in school
Civically engaged young people and adults
Economically stable families

*Friedman, Mark, 2007, Trying Hard is Not Good Enough

INSTRUCTIONS

For your focus population, what are the major outcomes that you hope to see?
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INSTRUCTIONS

1. For your population focus, note major categories of subpopulations across the top of the dashboard.
2. Keeping in mind a whole child or whole person approach, what are the major outcome areas for your

population? If useful, edit the terminology in the first column of the dashboard.
3. For each subpopulation, what are the major outcomes that are the focus of your work? Map these into

the relevant cells.

subpopulations
(e.g., age groups,
ousehold types)

outcome
areas

Academic/

Cognitive

Vocational/
Employment

Physical
Health

Mental/
Emotional
Health

Social
Connection

Civic
Engagement

Spiritual

Discuss: Are there areas that are not your primary focus that need to be taken in consideration in order to
meet your primary focus. Put an “X” in these areas.
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FRAME: From Core Principles to Common Language

Research, practice and public opinion offer a set of principles that can help us think more broadly about what it takes to
improve outcomes. But are we really compelled to act on this knowledge?

These principles are not just suggestions about ways to improve our efforts. They are the instructions for doing business
differently. Moving these principles consistently into practice requires establishing a new system of checks and balances
to counter learned habits that keep us doing the same things even when they aren’t working just because they are safe.

The Big Picture Approach encourages leaders to start with developing common terms that can be translated not only into
vision and goal statements, but also into planning frameworks that provide a new people-centered way of looking at
information. Once you have learned this new way of thinking, you are able to take it into the subsequent steps of action
planning — taking stock, targeting action and tracking progress — but in a big picture way.

FROM CORE PRINCIPLES

About Focus Populations About Community Context About Leaders
Invest early & People live in families and communities, See people as change
sustain investments over time not programs agents, not clients
Support the whole person To reduce problems & promote development, Engage all sectors & stakeholders
or household both personal & environmental factors Coordinate efforts. alian resources
. must be addressed +alg
ocus atention Help partners understand & embrace complexit
on those most in need Community ecology matters — pp piexity
across times, places & systems Inspire & inform the public

Build on strengths, don't just
focus on problem-reduction The quality of supports matters as much as
their reach & coordination

TO COMMON LANGUAGE - Fill in your terms.

Expect adequate Support all Address range of Eears e Kefoss Enlist full range implement all Eugtunal

progress across AGE GROUPS | GOALS using range s AT, SRR : _
OUTCOME AREAS: | & POPULATIONS: | of APPROACHES: SUPPORTS: TIMES: of SETTINGS: | CHANGE STRATEGIES: [ STAKEHOLDERS:

(See sample on back)

© The Forum for Youth Investment 45



Ready by 21 Version

Core Principles to Common Language
when taking a whole child, whole community approach

Please note that the detailed lists below are provided as examples of commonly used language
(e.g., America’s Promise Alliance 5 Promises). A Big Picture Approach doesn't prescribe the specific language
in each list but rather challenges leaders to be intentional in addressing all of the categories.

FROM CORE PRINCIPLES

About Youth
Invest early & often
Support the whole child.
Focus attention on those most in need.

Build on strengths, don't just focus on
problem-reduction.

TO COMMON LANGUAGE: A child & youth-focused example*

P S8 Ao

About Leaders

See youth and families as change agents,
not clients

Engage all sectors and stakeholders
Coordinate efforts, align resources

Help partners understand & embrace
complexity

Inspire and inform the public.

Expect adequate Support all AGE Address range of
progress across GROUPS & GOALS using range
OUTCOME AREAS: POPULATIONS: of APPROACHES:
Learning Early Childhood Problem- Caring Adults During
Reduction School
Working School Age Safe/
Prevention Structured Weekends
Thriving Middle School Places
Preparation/ Before/
Connecting High School Development Healthy Start & After School
Supports
Leading/ Young Adult Engagement/ Summers
Contributing Leadership Effective
Education Evenings
such as
Opportunities Holidays
Low Income to Make a
Difference
Disabled
Rural
Minority

Implement all Engage all
CHANGE STAKE-
STRATEGIES: HOLDERS:

Families Increase Demand Educators

Schools Alight Polices & Funders &
Resources Catalysts

Community

Organizations Engage Advocates
Youth/Families

Parks & Rec Providers
Improve Systems,

Faith Services & Faith
Programs

Juvenile Justice Business

Child Welfare
Work/Business
Neighborhoods

Other

Policy Makers
Public Agencies
Parents

Youth
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EXAMPLE

THE FORUM FOR YOUTH INVESTMENT’S
READY BY 21 OUTCOME AREAS

NATIONAL RESEARCH COUNCIL’S
PERSONAL & SOCIAL ASSETS
THAT SUPPORT DEVELOPMENT

SEARCH INSTITUTE’S
INTERNAL ASSETS

Learning

Working
Thriving

Connecting

Leading

Intellectual Development

Physical Development

Psychological & Emotional Development

Social Development

Achievement Motivation
School Engagement
Homework

Bonding to School

Reading for Pleasure
Planning & Decision Making
Restraint

Resistance Skills

Integrity

Honesty

Responsibility

Peaceful Conflict Resolution
Personal Power
Self-Esteem

Sense of Purpose

Positive View of Personal Future
Caring

Equality & Social Justice
Interpersonal Competence
Cultural Competence

AMERICA’S PROMISE ALLIANCE’S
FIVE PROMISES

NATIONAL RESEARCH COUNCIL’S
FEATURES OF POSITIVE
DEVELOPMENTAL SETTINGS

SEARCH INSTITUTE'S
EXTERNAL ASSETS

Safe Places

Caring Adults

Opportunities to Help Others

Effective Education

Healthy Start

Physical & Psychological Safety
Appropriate Structure

Opportunities to Belong

Supportive Relationships

Positive Social Norms
Support for Efficacy & Mattering

Opportunities for Skill Building

Integration of Family, School & Community Efforts
Basic Services (Implied)

Safety

Family Boundaries

School Boundaries
Neighborhood Boundaries
Time at Home

Caring Neighborhood

Caring School Climate

Family Support

Positive Family Communication
Other Adult Relationships
Adult Role Models

Positive Peer Influence

Youth as Resources

Service to Others

Creative Activities

Youth Programs

Religious Community

Parent Involvement in Schooling
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EXAMPLE
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EXAMPLE
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TAKE STOCK — Shared Diagnosis

A. ASSESS

The variety of perspectives, data and information made possible by a diverse coalition membership base
enables a more complete understanding of community problems and solutions. Effective assessments
include a definition of community, identification of needs and concerns, identification of resources and
strengths, and an understanding of relevant community history. Key themes that emerge from this
process help to articulate the overall agenda and focus the communications, analysis and problem-solving
efforts that follow.

Materials:

1. Framing Questions for Community Assessment
2. Developing Your Community Scan — Population Outcomes
3. Developing Your Community Scan — Community Context

B. ANALYZE

Each community is perfectly engineered to produce the results they are currently seeing. The function of
the stakeholder group is to identify and change those features of community life that are contributing to
the problem or hindering the community from realizing its aspirations — to create a different community
that produces a different result. Goal or problem analysis is a group process where participants
“unpack” complex issues and identify the root causes and relevant local conditions.

Once identified, community problems or goals should be framed in a manner that is respectful of the
community and that set the stage for action. Goals should be analyzed to discover root causes and local
conditions that make these causal factors more prevalent in the community.

The power of a group analysis of shared goals is that it can elicit the knowledge of all participants. The
danger of the brainstorming process is that the results can reflect the prejudices and assumptions of the
participants. Results of community brainstorming should be validated to assure that the ideas are
backed by local data, resonate with known science, and reflect the best wisdom of the community.
Many of the ideas generated will fail to meet these important validation tests.

Materials:

1. Goals Statement Worksheet
Analysis Techniques
a. 5 Why’s Technique
b. Local Causes Technique
c. WWW Technique
d. ABCTechnique

3. Overview of Techniques and
Approaches

4. Retaining Ideas from Group Analysis
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TAKE STOCK — Shared Diagnosis

Why this is important

e  Often community planning processes move directly from goal-setting to action, skipping over a community-
specific diagnosis of the issues. Taking the time to understand the local community’s reality helps ensure the
right solutions are identified and avoids the well-intentioned but often misguided implementation of off-the-
shelf, evidence-based solutions that have no connection to local context, needs, and resources.

e Community leaders often feel like they are drowning in data or playing a game of “whoever has the most data
wins.” Using a big picture framework to organize and scan existing data helps paint a backdrop for more
targeted work. Identifying key questions to be answered focuses what data you need to inform the problem-
solving and decision-making process.

What tradeoffs to anticipate

e The power of a group analysis of shared goals is that it can elicit the knowledge of all participants. The danger
of the brainstorming process is that the results can reflect the prejudices and assumptions of the participants.
Results of community brainstorming should be validated to assure that the ideas are backed by local data,
resonate with known science, and reflect the best wisdom of the community. Many of the ideas generated
will fail to meet these important validation tests.

e Getting to a “balanced set” of population-focused indicators measure changes in skills, behaviors and
attitudes, including both “problem-reduction” as well as “promotion” across key areas of development takes
time and, inevitably, leaves indicators valued and used by some on the cutting room floor. There should be a
commitment to keeping a broader set of indicators on the radar screen even as priority indicators are
identified.

e Even this narrowed-down list may be too many to create a sense of focus and include in high level
communications. ldentify a subset of indicators with the greatest data and communications power for high-
level messaging but select these priority measures in a way that leads back to the full set.

Key principles for action

e Develop a more complete understanding of the community problems and solutions through a variety of
perspectives, data and information made possible by a diverse coalition membership base.
e  Prioritize a “balanced set” of population-focused indicators that act like a radar screen by helping to:
v" Measure changes in skills, behaviors and attitudes, including both “problem-reduction” as well as
“promotion” across key areas of development.
v" Allow for priority measures to be set that represent the most pressing areas of concern and have high
communications value.
v Allow for changing priorities as other issues come to the fore (e.g., spike in obesity rates)
v' Ensure that a diverse set of actors can still see that their primary areas of concern are a part of the
picture even as immediate priorities are set.

e Make compelling presentations of data that do more than share trends one indicator at a time. They provide a
more complex view by bringing data about different indicators together. Explicitly highlighting gaps and
inequities and committing to address them is one way to get the full range of stakeholders. Juxtapositions can
include:

v" Varying outcomes for different populations (e.g., achievement gap).

v" Relationships between outcomes and assets (e.g., between achievement and school quality).

v Variations in outcomes (e.g., by neighborhood) compared to variations in support (e.g., by
neighborhood).

IMPORTANCE @ TRADEOFFS ® PRINCIPLES
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theBIG PICTURE APPROACH

ASSESS: Framing Questions for
Community Assessment

Leader
CAPACITY

Population-Level
OUTCOMES

HOW? BY WHOM? WHAT? WHEN? WHERE? HOW WELL? WHY? FOR WHOM?
What actions are needed? What supports are needed? Who are you trying to impact?

Who should be engaged? How? When & where should they be available? What outcomes do you want to see

improved? What does “doing well” look like?
What does “good” look like” What does “good” look like?

¢ What do you want to promote?
(assets, strengths)

e What are you trying to reduce?
(risky behaviors, challenges)
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the PICTUREArPPROACH

ASSESS: Developing your Community Scan — Population Outcomes

INSTRUCTIONS
1. Imagine you are conducting a data scan. What key questions do you want to answer?

a. FOR YOUR POPULATION —WHO ARE THEY? BASIC DESCRIPTION / STATUS. What basic information
do you want to have about your population & subpopulations? What do you need to know to

address disparities/gaps? (e.g. What are the basic demographics? Population size? Location? Income? Family
status? Race/Ethnicity?)

b. FOR YOUR POPULATION — WHAT ARE THEY DOING? HOW WELL ARE THEY DOING? (e.g., What behaviors,
attitudes, skills are they demonstrating?

c. WHAT ARE THE LONG-TERM SOCIETAL IMPACTS? WHAT ARE THE KEY DATA POINTS THAT
HELP YOU MAKE THE CASE FOR THE IMPORTANCE OF THIS WORK? (e.g. prepared workforce)

2. On the questions of ...”WHAT AND HOW WELL ARE THEY DOING?”... what data would you want to track?
ON THE BACK OF THIS PAGE: Update axes to match your Outcomes Dashboard & make notes on chart
Are you your indicators balanced? both promoting development and preventing risks?

3. What are the existing sources of information that you can tap into for this scan?

A.| What data sources are currently available? | What would it take to access this data?

B. | Are there recent reports or data summaries? | Who produced them?
(e.g., Task Force Reports, Needs Assessments)
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the PICTUREArPPROACH

INSTRUCTIONS FOR #2.
On the questions of ...”WHAT AND HOW WELL ARE THEY DOING?”... what data would you want to track?

a. Update axes to match your Outcomes Dashboard
b. Make notes on chart re: specific data you want to include in your scan.
c. Check: Are you your indicators balanced? both promoting development and preventing risks?

subpopulations

(e.g., age groups,
household types)

outcome
areas

Academic/

Cognitive

Vocational/
Employment

Physical
Health

Mental/
Emotional
Health

Social
Connection

Civic
Engagement

Spiritual
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the PICTUREArPPROACH

ASSESS: Developing your Community Scan - Community Context

INSTRUCTIONS

1. Imagine you are conducting a data scan. What are the key questions you want answered?
a. BASIC DESCRIPTION. What basic information do you want to have about your community (and

communities within) given the issues that you are working on? (e.g., What is the status of the local
economy? Across subgeographies?)

b. FOR YOUR COMMUNITY SUPPORTS / CONTEXTS — ARE THEY AVAILABILE, ACCESSIBILE, HIGH QUALITY
WELL-USED AND WELL-COORDINATED?

2. WHAT DATA WOULD YOU WANT TO TRACK?
ON THE BACK OF THIS PAGE: Fill in axes to for your Community Context dashboard & make notes.

3. What are the existing sources of information that you can tap into for this scan?

A.| What data sources are currently available? | What would it take to access this data?

B. | Are there recent reports or data summaries? | Who produced them?
(e.g., Task Force Reports, Needs Assessments)
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the PICTUREArPPROACH

INSTRUCTIONS FOR #2.

On the questions of ...”WHAT IS THE CURRENT AVAILABILITY, ACCESSIBILITY, QUALITY AND USE OF
ESSENTIAL SUPPORTS? ... what data would you want to include in your scan?

a. From your “Common Language” list, fill in the axes below
i. Down the sides: What are the key SUPPORTS?
ii. Acrossthe Top: TWO OPTIONS:
1. What are key SETTINGS or SYSTEMS?
2. What are key GEOGRAPHIES (e.g., neighborhoods, school catchment areas)

b. Make notes on chart re: specific data you want to include in your scan.

LACES e.g. systems

settings

Basic Services

Safe Places
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ANALYZE: Outcome Statement Worksheet

Proposed outcome:

Review your outcome statement to assure it complies with the following criteria:

1. Names oneissue at atime.
(If your statement names more than one, identify each issue and complete an outcome statement
worksheet for each one.)

2. Is specific to behaviors or conditions.

3. Avoids blame.

4. Does not jump to solutions.

5. Is (or is potentially) measurable.

Revised outcome:
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ANALYZE: Outcome Statement Worksheet

Proposed outcome:

Review your outcome statement to assure it complies with the following criteria:

1. Names oneissue at atime.
(If your statement names more than one, identify each issue and complete an outcome statement
worksheet for each one.)

2. Is specific to behaviors or conditions.

3. Avoids blame.

4. Does not jump to solutions.

5. Is (or is potentially) measurable.

Revised outcome:
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ANALYZE: Outcome Statement Worksheet

Proposed outcome:

Review your outcome statement to assure it complies with the following criteria:

1. Names oneissue at atime.
(If your statement names more than one, identify each issue and complete an outcome statement
worksheet for each one.)

2. Is specific to behaviors or conditions.

3. Avoids blame.

4. Does not jump to solutions.

5. Is (or is potentially) measurable.

Revised outcome:

© The Forum for Youth Investment 65



© The Forum for Youth Investment

66



the PICTUREAPPROACH

ANALYZE: Five Why’s Technique

INSTRUCTIONS

1. Write your outcome statement in the center circle.
2. Ask, “Why is this happening?” and place your answers in the next circle layer.

3. For each answer you brainstormed ask again, “Why is this happening?” and place your answers in the next
circle layer.

4. Continue until you have completed “Five Why’s?”

© The Forum for Youth Investment
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ANALYZE: Local Causes Technique

INSTRUCTIONS

1.  Write your outcome statement in a center circle.

2. Ask, “Why is this happening?” and place your answers in circles around your outcome statement.

3. For each idea you brainstormed ask, “Why is this happening here, in our community?” and place
your answers in another layer of circles.

" Retailers

Do Not -

.. Card / Unlocked -
T -1 Liquorin
......... . Home

Seen As

Not :
Harmful Easily . Older
Available - Peers A
. Provide

Underage
Drinking

Peer
Pressure

Community Outcome
— Generic Causes

------------------ Local Conditions

Parents
Approve
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ANALYZE: WWW Technigue — When, Where, Why?

INSTRUCTIONS

1. Write your outcomes statement:

2. Ask: Does the behavior of concern happen at all times of the day?
Ask: Does the behavior of concern happen every day?

If you answered “no” to either of these questions then chart in the table below the days and times
when this behavior is most likely to occur by placing an “X” in the appropriate cell.

3. Ask: Does the behavior of concern happen in all locations?
If you answered “no” then chart in the table below the locations where the behavior is most likely to

occur by placing the location’s name in each cell where you have already placed an “X.”

Mon Tues Wed Thurs Fri Sat Sun

Early Morning

Morning

Mid Day

Early Afternoon

Late Afternoon

Early Evening

Evening

Late Night

Overnight

5. For each time and location pairing ask, “Why is this happening at this time and in this place?”

© The Forum for Youth Investment
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ANALYZE: ABC Technique-Antecedents, Behavior,
Consequences

INSTRUCTIONS

1. Write the desired behavior (or problem) in the center circle.

2. Ask, “What happens before this behavior to encourage it?” Place your answers in the upper left hand quadrant.
3. Ask, “What happens before this behavior to discourage it?” Place your answers in the lower left hand quadrant.

4. Ask, “What happens after this behavior to encourage it?” Place your answers in the upper right hand quadrant.
5. Ask, “What happens after this behavior to discourage it?” Place your answers in the lower right hand quadrant.

ANTECEDENTS CONSEQUENCES

ENCOURAGES BEHAVIOR ENCOURAGES BEHAVIOR

DESIRED BEHAVIOR
DISCOURAGES BEHE DISCOURAGES BEHAVIOR
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ANALYZE: Retaining ldeas from Group Analysis

Analysis Results

Criteria for Retaining Ideas

carding.

Availability: Merchants are not

83% of seniors report
they think it easy to
buy, annual youth
survey 2011

Catalano, Risk
Factors Study,
Psychological

Bulletin, 1992.

killed two students.
[nvestigation found
purchase at liquor store
two hours prior with
|sales to minors.

. Community |Communit
Local Data Science : y : y
Experience |Expectations
68% sales rate at last
compliance check,
11/2011 Hawkins & Prom 2008 crash that MAD Chapter

continues publicity
campaign re:
compliance rates.
Not biggest source of
alcohol butis a
legitimate issue.
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TARGET ACTION — Mutually Reinforcing Activities

A. VISUALIZE

Logic models are a visual diagram of the community problem and why it is happening (or a goal and how
it will be made to happen). The elements of the picture identified through the team’s analysis are
informed by science, best practice, and community wisdom. This picture allows the partnership to
clearly communicate their understanding with the broader community. The picture also assures that any
selected interventions can be clearly aligned with their intended effects. Ideally, no group should begin
taking action until it can show an evidence-based, issue-integrated picture of the community problem
and why it is happening.

Diagrams of outcomes, root causes and local conditions enable concise and clear communication,
planning and evaluation. Such diagrams, or logic models, also allow a coalition to critically analyze its

progress toward shorter term or intermediate goals which can facilitate needed improvement and

celebration.
Materials:
1. Representational Model
2. Common Cause
3. Common Cause Summary
4. Metaphorm Model

B. ALIGN

Every community team wants to get to action as soon as possible. By first analyzing the goal and
identifying community conditions the partnership is now able to select interventions specific to their
community and that can build on local assets. Further the team can map the interventions to the
anticipated outcomes. As in medicine, the benefit of any intervention is largely determined by the
quality of the diagnosis.

A key to realizing a partnership’s impact is distributing the work across the entire membership.
Partnerships often develop strong plans but then look to limited numbers of staff for implementation.
This essentially turns the coalition or partnership into an advisory board. Collective impact is not
achieved by channeling the power of the coalition’s membership through one or more staff. Rather,
collective impact is achieved by having each partnership member contribute to needed action in line

with their role, capacity, and interests.
Materials:

1. Intervention Mapping
2. Designing and Selecting Interventions

a. Selection Criteria

b. Resources for Finding Evidence-Based Causes, Strategies & Interventions
3. Action Planning for Distributed Responsibility Worksheet
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TARGET ACTION — Mutually Reinforcing Activities

Why this is important

e  Given the complexity of social problems, it is essential to develop clear visual models that show the collective
understanding and hypotheses of how planned actions are intended to address those underlying causes and,
ultimately, improve outcomes. These models should be annotated with clear data points so that that the
hypotheses about how change is going to happen can be understood and modified over time.

e Understanding how the underlying causes are often the same even though the outcomes that they affect
seem very different can help diverse stakeholders understand why they would want to come together to take
joint action. It is important to help stakeholders see how critical supports and assets can address multiple
outcomes, leading to joint efforts that cross traditional silos.

e A balanced set of strategies focuses on the frontline as well as on broader program and system improvement,
but it doesn’t stop there. It also maximizes policy and resource alignment, harnesses community demand,
and powerfully engages affected populations.

e  Prioritization of the range of possible strategies should be informed by the best of “what works,” and
allowing for innovation. The strategies should address the specific indicators of focus. Recommendations
should be concrete, addressing who, what, where, when & how much. Explicit connections should be made
between each recommendation, improved supports/assets, and changes in outcomes.

What tradeoffs to anticipate

e  Everything cannot be tackled at once — prioritizing action areas allows progress to be made in the most
important places and concentrates available horsepower. Clearly linking those action areas to multiple
desired outcomes, however, can help keep the full range of actors at the table.

e Some people like neat “representational” logic models that connect boxes with arrows. Others can more

models (e.g. trees, gears) that show the relationships between

|II

easily connect with “organic” or “mechanica
key elements. It may be useful to have both. Organic models are easier to evolve as assumptions change.
Both should connect intended actions to intended outcomes clearly. Flexibility and clarity in any visual model
is essential.

e  Programmatic solutions are often the easiest for community players to generate. A balanced set of strategies
requires thinking outside the programmatic box. In identifying solutions, challenge stakeholders to also think
about changes in the physical environment, in rewards and consequences, in reducing barriers and increasing
access, in strengthening constituent voice and action, and in modifying policies and aligning resources.

Key principles for action

e Draw a clear connection between outcomes and inputs, which doesn’t take much time and gives you
increased horsepower to:

v' Tell a compelling “cause and effect” story and ensure buy-in and ownership at all levels of your
partnership.

v' Give people confidence that they can report and claim progress on improving key supports even
though it takes longer to improve specific outcomes, reducing the pressure to set unrealistic
timeframes for improving outcomes; and

v' Draw upon useful research to help prioritize and link improvements in community supports to
measurable improvements in skills, behaviors and attitudes at the population-level.

e |dentify actions that not only address broad policy issues but also reflect the “power of the individual,”
speaking to what everyone involved has to offer, given their resources, skills and connections.

IMPORTANCE ® TRADEOFFS ® PRINCIPLES
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VISUALIZE: Representational Model Worksheet

Local Conditions

Goall/lssue Root Causes

A 4

\ 4
A 4

A 4

A 4

4

\ 4

\ 4

1. Place your goal/issue in the first box to the left. Under your issue provide up to three measures
or indicators that describe the current level or demonstrate the importance of the issue.

2. Select at least two root causes from the brainstorming exercise that meet the criteria (have data,
support by science, supported by community experience and wisdom). Place these in the two
boxes in the middle. Provide at least one measure or data element for each.

3. For each of the root causes select up to three local conditions that meet the criteria (have data,

supported by science, supported by community experience and wisdom). Place these in the
six boxes at the far right. Provide at least one measure or data element for each

© The Forum for Youth Investment
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Example: Representational Model

PapulationLeval
OUTCOMES

Local Conditions

Goal/lssue Root Causes
_ Merchants Not
- Carding
® 1in 5 not carding.
A _ Bars Accept
> Availability > Fake IDs
® 80% of 12th graders 4 ® 1 in 3 accept fake IDs.
say “alcohol is easy or
very easy to get.” .
Underage > Older Friends Buy
Drinking

® 32% of youth report older friends

® 58% of 12th graders drank bought them alcohol in the last
alcohol in the last 30 days. year.

® 21% of 10th graders were
binge drinkers in the last 30

days.

Believe Use is Not Harmful
® 27% of sixth graders have

already tried alcohol.

A 4

® 62% of parents in 2006

Parental Think Supervised Use Will
Approval Prevent DUI

\ 4

- ,
® 48% of parents would allow ® 84% of parents in 2006

their child to drink to

celebrate at a special Believe Teen Use is Inevitable
occasion.

\ 4

® 89% of parents in 2006
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VISUALIZE: Common Cause Analysis

Moving from “root cause” to “common cause” with a clustering technique that helps groups working on a
range of different issues identify the underlying challenges that they want to work on together.

Facilitator’s Notes:

o Each group had already done their “5 Why’s” or “Root Cause/Local Condition” analysis.
(In a community brainstorming meeting, they’ve been asked to discuss the likelihood that they meet
standard reality checks — e.g., local data, science, community experience, community expectations.)

o Each group is given a stack of paper strips in a unique color.

INSTRUCTIONS:
AS A TABLE GROUP
1. In big, block lettering, transfer your “local conditions” onto the colored strips of paper — 1 per strip

2. Prioritize your top five “local conditions.” Write #1, #2, #3, etc. in the upper corner of each one.

AS A FULL GROUP — ON THE WALL

1. Starting with someone’s #1 priority, ask, “Does anyone have a similar ‘local condition?™
Cluster similar conditions (or root causes) together.
(Facilitator’s note: It helps to have in mind the “community supports” categories from your common
language framework as you facilitate this step. Other categories may emerge as well.)

2. Repeat with someone else’s #1 priority.

3. Continue until you have worked through everyone’s top #1-#5 priorities.

FULL GROUP DISCUSSION
1. No matter what your starting issue, are there areas that you can work on together?

2. How can you tackle some of these “common cause” clusters together?

© The Forum for Youth Investment
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NOTES:

1. Review your table’s issues. List them here . . . or summarize directly into top of columns on next page.

Team One:

Team Two:

Team Three:

Team Four:

Team Five:

2. Review your results from the Common Cause “Sort & Shift” activity.

What root causes and local conditions were shared? (Note the most frequently cited on next page.)

Which were unique? (Note here.)

© The Forum for Youth Investment
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VISUALIZE: Common Cause Summary — “the shift”

INSTRUCTIONS:

1. Across top of middle columns, list each Goal/lssue that your table worked on.
For each “common cause” cluster of root causes and local conditions, list 2 or 3 of the most frequently
cited causes in column one.
For each Goal/lssue, put a check in the related Goal/lssue column.
4. Come up with a summary “name” for each Action Area. Note this in the final column.
Discuss: What are the implications of these named clusters for carrying out your joint work?

w

Goals/Issues
Root Causes
or Local Conditions Name the
(list most common) Cluster
i
(4
wl
-
(7]
>
—
(@)
(o]
(4
wl
-
(7]
>
—
(@)
o
o
w
[
(7]
o |
—
(®)
<
i B
2 b
: <
(®) ;
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VISUALIZE: Metaphorm Logic Model

How might your team explain or display these shared causes to community or family members?
Is there a metaphor that could help community members visualize your analysis? Examples
might include rivers, trees, pipelines, automobiles (anything organic or mechanical is a good
candidate).

Draw your picture or metaphor and place the shared root causes and local conditions in your
picture.
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Example: Metaphorm Model

Poor Schoulfr_._‘\

Performance:
137 alcohol
related discipling
cases in 2006  Sexual Activity &
Teen Pregnancy:
27 births to mothers

DUl Injuries

5 Death, youngerthan 17
.i.” 5@35;;5‘;’; years oid in 2005,

WEre minors.  youth Violence: 58%
of juvenie crime was
committed undsr the
infiuence of aicohol.

® 58 % of 12th graders drank
alcohal in the iast 30 days.

& 21% of 10th graders were
binge drinkers in the last 30
days.

® 27% of sixth grades have
aiready tried alcoho.

Underage Drinking

% coth L w ™ n Sgy,
an &,
TR %, Yoy, |
- W
djja? 65-5 =] ' Gd"{-;. ﬁ' WW
3"52‘5 ﬂ’@" Fy r-'gq.:}ﬁ'-ﬁ‘
. @ o “ JI
w8 P . i ey,
d%‘ﬁ "?;5% ’,’o%
&3 % ij%
<" 2 E,
&7 )

© The Forum for Youth Investment

88



the PICTUREArPPROACH

ALIGN: Intervention mapping

Common Cause Condition:

To which issues/goals and root causes is this condition related?

Information to
change agent

r for |
CS:ch:le%z 0the Potential Actions Who Could Do This In | How Much?
ion Your Community? | Effert  Cost
Cond|t|0n Hi/Med/Lo  Hi/Lo/No
Provide

Build Skills of
change agent

Provide Support
to change agent

Change the
Physical Design
of the
Environment

Reduce Barriers &
Enhance Access

Change the
Consequences

IModify Policies

Align Resources

Strengthen
Constituent Voice
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Local Condition: Merchants are selling alcohol to minors.

Measure 1: 19% of 12th grade students report being able to buy alcohol at a local outlet.
Measure 2: 45% of alcohol outlets failed compliance checks in the past year.
Measure 3: The last three youth focus groups have identified retailers as a key source.

Strategy for
Changing the
Condition

Potential
Interventions

Who Could do
This in our Community?

Provide Information
to change agent

Build Skills
of change agent

Provide Support
to change agent

Reduce Barriers and
Enhance Access

Change the
Consequences

Change the Physical
Design of the
Environment

Modify Policies

Align Resources

Strengthen
Constituent Voice

© The Forum for Youth Investment

Mass mailing to all outlets providing information about
existing laws and consequences. [Jones County Model]

Inform key local leaders about the problem and data
documenting the current problem. [Use Model from Last
Policy Campaign]

Provide training to retail clerks on how to identify fake
id’s and correct id check procedures. [Use National
Curriculum]

Convene liquor outlets at an annual owners meeting to
facilitate sharing of ideas to increase compliance. [Use
the Texas, “Business Town Hall Meetings” Model]

Offer recurring retail clerk training on-site. [Use National
Curriculum]

Offer non-English version of retail clerk training. [Use
National Curriculum]

Provide recognition for high compliance outlets in
quarterly advertising section of the newspaper. [Mercer
County Model]

Create “thank you business cards” (with 10% mall
discount incentive) for distribution to clerks who are seen
to follow correct id process. [Mercer Co. Model]

Increase the number of compliance checks to at least
two per quarter.

Increase the amount of in-store signage reminding
patrons of id check law and procedures followed by store
clerks.

Create yearly “born on this date” reminder stickers for
each point of sale.

Increase fines for consecutive compliance check failure
by 50%

Make rates of past compliance a condition for awarding
new / renewing licenses.

Establish a probation period of one year for newly
awarded liquor licenses requiring 100% compliance or
revocation.

Work with corporate sponsors of the various “We Card”
programs to coordinate outreach efforts to retailers.

Coordinate county sheriff and city police chief resources
to increase the number of compliance checks.

Engage young people as compliance testers.
Coordinate outreach efforts with local MADD and SADD
Chapters.

Identify champions among retailers.

The Chamber of Commerce, the local
Association of Petroleum Retailers, Quick Print,
Inc. and AdCo Advertising.

Coalition policy committee, chief of police and
Commissioner Bowden of the Alcohol and
Beverage Control Commission.

The Chamber of Commerce, the local
Association of Petroleum Retailers and two
coalition volunteer trainers.

The Chamber of Commerce, the local
Association of Petroleum Retailers, the coalition
special events committee, KTVR Channel 5,
Crown Regional Distributing.

ABC Commission, coalition volunteer trainers,
M.A.D.D. volunteers, Mr. R. Smith (owner of
North Town Liquors).

ABC Commission, coalition volunteer trainers,
M.A.D.D. volunteers, Lawndale Community
College foreign language department teachers
and students.

The Daily News and Gazette, coalition media
committee.

AdCo Advertising, Chamber of Commerce,
Quick Print, Inc., South County Mall
Merchants Association.

County Sheriff’s office, ABC commission, youth
committee volunteers.

AdCo Advertising, Chamber of Commerce,
Quick Print, Inc., ABC Commission.
AdCo Advertising, Chamber of Commerce,

Quick Print, Inc., ABC Commission.

ABC commission, Lawndale County Council

ABC commission, Lawndale County Council

ABC commission, Lawndale County Council

Chamber of Commerce

County Sheriff; Police Chiefs, ABC Commission

Youth organizing group, student leadership
groups

Coalition advocacy committee; MADD, SADD
(four area chapters)

Coalition advocacy committee; Owner of Huck’s
Speedway

-
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ALIGN: Designing and Selecting Interventions

Selection Criteria

Have evidence of effectiveness.

Target the specific local conditions of interest.
Provide an opportunity to build local capacity.
Provide an opportunity to build community.

PwnNPE

Resources for Finding Evidence-Based Causes, Strategies, and Interventions

From Government Sponsored Research Summaries:

http://www.wsipp.wa.gov/BenefitCost

WSIPP’s mission is to carry out practical, non-partisan research at the direction of the legislature or the Board of Directors.
WSIPP works closely with legislators, legislative and state agency staff, and experts in the field to ensure that studies answer
relevant policy questions for the following areas: education, criminal justice, welfare, children and adult services, health, and
general government.

http://www.nrepp.samhsa.gov/
This resource is focused mainly on problem behaviors among adolescents and on building skills and resiliency among youth.

http://www.thecommunityguide.org/index.html

This resource provides evidence based interventions for a broad range of health and social outcomes including: adolescent
health, alcohol, asthma, birth defects, cancer, cardiovascular disease, diabetes, health equity, HIV/AIDS, housing, mental health,
motor vehicle injury, nutrition, obesity, oral health, physical activity, tobacco, vaccines, and violence amongst others.

From Private Sector Research Summaries:

http://www.cssp.org/publications/pathways-to-outcomes
This resource is focused on youth development, school readiness, 3™ grade success, and preventing child abuse.

https://www.childtrends.org/what-works/

Child Trends’ What Works is a searchable register of over 700 programs that have had at least one randomized evaluation to
assess child or youth outcomes related to education, life skills, and social/emotional, mental, physical, behavioral, or
reproductive health.

http://collectiveimpactforum.org/resources/community-engagement-toolkit
The Community Engagement Toolkit share a series of tools for planning community engagement to be more purposeful,
equitable, transparent, and strategic so that community members are true partners for achieving impact.

From University Research Summaries:

http://implementation.fpg.unc.edu/resources/hexagon-tool-exploring-context

The Hexagon Tool can help states, districts, and schools appropriately select evidence-based instructional, behavioral, and
social- emotional innovations and prevention approaches by reviewing six broad factors in relation to the program or practice
under consideration.

http://www.blueprintsprograms.com/

Blueprints for Healthy Youth Development, out of the University of Colorado Bolder, helps you easily identify evidence-based
prevention and intervention programs that are effective in reducing antisocial behavior and promoting a healthy course of
youth development.

© The Forum for Youth Investment

L 4 4 4

91


http://www.wsipp.wa.gov/BenefitCost
http://www.nrepp.samhsa.gov/
http://www.thecommunityguide.org/index.html
http://www.cssp.org/publications/pathways-to-outcomes
https://www.childtrends.org/what-works/
http://collectiveimpactforum.org/resources/community-engagement-toolkit
http://implementation.fpg.unc.edu/resources/hexagon-tool-exploring-context
http://www.blueprintsprograms.com/
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TRACK PROGRESS — Shared Measurement

A. TRACK

Partnerships have to implement a comprehensive set of interventions in order to change the local
conditions that contribute to community problems or enable community goals. The package of needed
interventions can include changes to the physical design of the environment, changes to the practices
and policies of area organizations, media campaigns, and targeted programs. Keeping track of all of this
work and effectively managing the actions of multiple partners is essential to successful
implementation.

Coalition evaluation should help the team improve its work, coordinate more effectively, and be
accountable to participants, funders and the community for the effects of coalition work. Evaluation
should also help celebrate progress along the way to achieving community-level outcomes and
contribute to sustaining the coalition effort long enough to make a difference in community life.
Evaluation of coalitions is fundamentally different from program evaluation since the target of coalition
work is the health and behavior of the entire community.

Materials:

1. Coalition Outcome Measures

2. Evaluating Collective Impact — Mindset Shift; Evaluation & Shared Measurement
3. Evaluating Collective Impact — Four Aspects of the Work

4. Focus of Evaluation Will Evolve Throughout Life of the Collective Impact Initiative

B. IMPROVE

No matter how carefully a partnership analyzes their community and no matter how strategically a
partnership plans its interventions, adjustments will be needed. Despite the best intentions of all
involved some interventions will falter and even the basic community conditions will change. Likewise
new partners will make additional interventions possible. The reality is that community work is dynamic
and unfolds in unpredictable ways, and the partnership will need to consider new questions that arise
and consider adjustments to be made. With initial planning and intervention the work has only just
begun. Leaders must manage and improve the intervention effort until desired outcomes are achieved.

Materials:

1. Analyzing Your Contribution
2. Critical Reflection Guide
3. Embracing Emergence: How Collective Impact Addresses Complexity
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TRACK PROGRESS — Shared Measurement and Evaluation

Why this is important

e Continuous learning is critical to collective impact success. Collective impact, by definition, is a process for
collective seeing, learning and doing. Data and insights from evaluation help an initiative learn as it goes, so it
can adapt and improve its work over time — ultimately leading to achieving the outcomes that the initiative
sets for itself.

e  Without learning what is working, and what is not working so well (about the functioning of both the
collaborative and the programs / work that leaders undertake), we cannot adapt and adjust our work toward
what is truly making a difference toward our outcomes.

e Data showing progress from evaluation (both the early process indicators and shared measures) can help a
group maintain momentum, energy and enthusiasm.

e |tisimportant to recognize the importance of evaluating “process”. (i.e., it is important to recognize that the
reconfiguration of organizations into a more aligned and coordinated system through a collective impact
initiative is itself a powerful short-term outcome; this evaluation should not be dismissed as just a “process”
evaluation.)

What tradeoffs to anticipate

e Balancing the cost of hiring a third party and building the initiative’s own capacity for data collection and
evaluation (both are needed, but at different intensities at different points in the initiative’s evolution).

e Balancing evaluation of the initiative itself (e.g., development of the five conditions, leader capacity) and
evaluation of the programs and systems work (e.g., new collaborative programs; work to change local
conditions).

e Knowing when to adapt the evaluation plan and framework as the initiative evolves, and continuing to
monitor the work as originally planned.

Key principles for action
e Embed evaluation in the initiative’s DNA

v" Have the evaluation look both for what progress is being made, as well as why that progress (or lack
of) is being made.

Be intentional about continuous learning.

Commit to measuring progress of the initiative itself, as well as evaluating effectiveness and impact
of programs that are part of the initiative.

e Set reasonable expectations
v' Be patient about outcomes but track interim indicators to see if we are moving toward outcomes.

v' Manage expectations about results and accountability — a collective impact evaluation should both
provide data in the service of learning and accountability.

e Be thoughtful about your evaluation partners
v" When possible, provide sufficient financial and logistical support for evaluation — it’s worth it.

v" When hiring an evaluator, find one who understand complexity and is willing to flex and adapt to
emergent information needs and changing contexts as the initiative evolves.

IMPORTANCE ® TRADEOFFS ® PRINCIPLES
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FSG.ORG

Typical Focus of
Program Evaluation

Assessing the impact of a
specific intervention

Evaluating effects and impact
according to a predetermined
set of outcomes

Using logic models that imply
cause and effect, and linear

Evaluating Collective Impact Requires a Mindset Shift for Many
Funders and Practitioners

Evaluating Cl as a Complex
Intervention

Assessing multiple parts of the
“system” / collaborative, including
its components and connections

Evaluating intended and
unintended outcomes as they
emerge over time

Evaluating non-linear and non-
directional relationships
between the intervention and its

relationships
outcomes

Providing findings at the end of Embedding feedback and
the evaluation learning through the evaluation

@014 FS5

FSG.0RG

Collective Impact Efforts Should Use Both Shared Measurement
and Evaluation to Understand Their Effectiveness and Impact

Evaluation refers to a range of activities
that involve the planned, purposeful, and
systematic collection of information about
the activities, characteristics, and
outcomes of a Cl initiative

Evaluation

Shared
Measurement
Systems
(SMS)

Shared measurement systems (SMS)
use a common set of indicators to monitor
an initiative's performance and track its
progress toward goals

SMS can be both an input to evaluation (by providing data and/or shaping
evaluation questions) and an object of evaluation

@014 F56
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initiative itself, a
taken by leaders

Community: The
o ‘ local conditions
initiative

The initiative’s context

Leader Capacity: The CI

Population Level: The
initiative’s impac

G Context

Leader
CAPACITY

TheCl
initiative
itself, and the
action taken
by leaders

The systems and local
conditions targeted by
the initiative

Population-
Level
OUTCOMES

F8G.0RG

Evaluating a Collective Impact Effort Involves Looking at Four
Aspects of the Work

For exampile...

Community culture and history

Demographic and socio-economic conditions
Political context

Economic factors

...the effectiveness of
The five core elements of collective impact
The initiative’s capacity
The initiative’s learning culture
The initiative's (or community's)
capacity for problem-solving
.. feadingfo changes in:
Individuals’ and organizational behavior . ..
Funding flows
Cultural norms
Policies

nd the action

resulting fn:
Improved professional practice
Coordinated actors/ systems / programs
« New /improved programs & community
conditions

systems and |
targeted by the

...changes in:
t + Population-level outcomes

D014 FS5

Collective Impact Part

initiative?

Changes in Systems and Local

* To what extent / in what ways

» To what extent are programs

coordinate?

and cultural norms evolving in ways that
support the goals of the Cl initiative?

ners Should First Identify the Key Learning

Questions They Seek to Answer

Sample Learning Questions

r . .
[e Cl Design & Implementation

= What are the cultural, socioeconomic,
and political factors that are influencing
the design and implementation of the CI

= Backbone Infrastructure: To what extent
and in what ways is the backbone
infrastructure providing the leadership,
support, and guidance partners need to
do their work as planned?

7 7
Lo Intermediate Outcomes m

Conditions
= To what extent has the ClI initiative
achieved its ultimate outcomes?

= What has contributed to or hindered the
in the achievement of the Cl initiative's goals?

are social

community, related to our issue, more

@014 F35
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5 STEPS FOR CONDUCTING AN ANALYSIS OF CONTRIBUTION.

(1) Collect output data (the dose). It is impossible to analyze a foundation’s contribution to improved
community conditions, reduced risk and changed behaviors if the foundation cannot describe what it
produced. The measure of “dose” is the essential part of the story. The first step in an analysis of
contribution is to implement an output monitoring system. The Mary Black Foundation uses a science-
based system for monitoring the outputs produced by grantees. These data are collected regularly from
grantees via an on-line collection system. This evaluation system allows the Foundation to pull together
the work of very different grantees into one, unified and coherent picture of everyone’s work to improve a
targeted health outcome in Spartanburg County.

(2) Establish a time sequence. With a measure of the dose in hand, the Foundation can look to see if
there is a relationship in time between the Foundation’s work and targeted outcomes. A relationship in
time does not prove a contribution to outcomes: it is simply a prerequisite. If improvements in targeted
outcomes happen before the work funded by the Foundation, then it cannot be the result of that funding.
If improvements in targeted outcomes happen after the Foundation’s work then it is worth exploring to
see if there is a causal relationship between the two.

In logic, the belief that one thing causes another merely because they follow each other in time is called
an ex post facto error. The term ex post facto comes from the Latin phrase “Post hoc, ergo propter hoc.”
Which literally translates as, “After the fact, therefore because of the fact.” We see this type of error in
logic all of the time.

Sports fans wear a lucky hat or shirt because their team always wins when they wear it. Is there really
any cause and effect relationship between wearing lucky clothing and a team’s winning percentage? Of

course not. But because one follows the other in time people begin to believe there is a solid relationship.

The next two steps in an analysis of contribution are necessary to avoid this type of logical error.

(3) Demonstrate a plausible mechanism. Part of the reason we cannot believe that a lucky hat improves
the winning percentage of the sports team is that there is no plausible mechanism of effect. By what
means does the hat affect team play? There is not any, and so logical thinkers reject the hat as an
adequate explanation for why the team might have won a championship.

Foundations can demonstrate a mechanism of effect in two ways. First, by documenting their grantees’
outputs a foundation can describe how the “dose” is likely to lead to intended outcomes. For example, a
grantee may pass a keg registration law, embark on a social marketing campaign to discourage adults
from hosting parties with alcohol, and increase fines and penalties for providing alcohol to minors.
These and other community changes, services provided and media describe how it is that the grantees’
work may have been a contributing factor in reducing the number of adults in the community who were
arrested or fined for hosting underage drinking parties.
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A second way foundations demonstrate a mechanism of effect is by showing a pathway through targeted
community-level outcomes. For example, if a grantee has worked to reduce the number of merchants
that sell alcohol to minors and the number of adults who host parties for minors (both local conditions)
then these changes are a logical reason why overall measures of availability (a risk factor) have gone
down. Changing local conditions are a way of showing how risk factors were reduced. Changing local
conditions and lowering risk are a way of showing how rates of use in the last thirty days (behavior) were
changed. This is why logic models are such an important part of how foundations demonstrate a
mechanism of effect. Without a logic model and an output monitoring system a foundation is left with not
much more than the “lucky hat theory” to explain their contribution to community-level health outcomes.

The Mary Black Foundation created a logic model for each priority area by working with expert scientists
and local community leaders. The conclusions drawn by these panels of experts are summarized in two
important “white papers” that describe what fosters early childhood development and what explains rates
of physical activity. These form the basis of the Foundation’s funding strategies to improve health
outcomes in both of these priority areas for Spartanburg County. These strategies represent the best
scientific recommendations for “mechanisms of effect.” They provided the demonstrated means by which
the Foundation’s grantees are likely to contribute to improved health outcomes in the community.

(4) Account for alternative explanations. If there is a time sequence between grantee work and improved
outcomes and if there is a plausible mechanism by which the two are linked, there are still other
possibilities. The outcome could have improved because of other factors inside or outside the community.
In an analysis of contribution these alternative explanations are named and accounted for. By contrast, in
research for attribution, these alternative explanations must be “controlled for” which is an expensive and
complicated process beyond the budget and skill of most foundations and grantees.

(5) Show similar effects in similar contexts. If a foundation has established a time sequence between
grantee work and improved outcomes, a plausible mechanism by which the two are linked and accounted
for alternative explanations, it has gone a long way to documenting a potential contribution. This case
can be strengthened when the Foundation sees the same story repeat itself with similar effects on
outcomes.

For example, a grantee may begin work with a school district because the superintendent, key school
board members and several principles are all committed to reducing childhood obesity. Taking advantage
of these commitments from school leaders, the grantee may help put in place a broad range of changes
in policy, needed programming, and increased resources that appear to contribute to improved
community conditions. Because of this apparent success, a neighboring school district might become
willing to work with the grantee. If the same intensive effort with this new district also results in improved
community conditions then case for the grantee’s contribution is significantly strengthened.

© The Forum for Youth Investment

104



the PICTUREArPPROACH

1. What type of data are we looking at?

a. What is the data being charted? (Unit of measure.)
e.g. community changes, % reporting 30-day use, etc.

b. How is the data being charted? (Type of graph.)
e.g. cumulative, time series, pie chart, etc.

c. Who does the data describe? (The “n” or population represented.)
e.g. 8" grade in Ross County, the Policy action team, etc.

d. When were the data collected? (The time period.)
e.g. monthly data, from 2000 to 2008, etc.

2. What are we seeing?

a. What pattern we are seeing? (Trends and distribution.)
e.g. increasing, decreasing, mixed, etc.

b. When or where is the data different than this overall pattern? (Discontinuity.)
e.g. a spike in 2006, missing data for Oct, etc.

3. What does it mean?
a. Is the observed pattern what we would have expected? (Compared to theory or our plan.)
b. Why do we think the observed patterns are occurring? (Underlying causes and influences.)
c. What additional information do we need to fully understand the observed patterns?

4. What should we do about it?
a. Given what we have seen, what adjustments should be made in our work? (Improvement)

b. Given what we have seen, what can we celebrate about our work? (Celebration)

c. Given what we have seen, who else should know about our conclusions? (Coordination)

d. Given what we have seen, what can be said about our ability to achieve outcomes?
(Accountability)

AL 4 4 4 4
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IMPROVE: Embracing Emergence
How Collective Impact Addresses Complexity

While not predictable in detail, emergence unfolds in @
complex systems as a result of identified occurrences

-

“Neighbor to neighbor” interaction

Feedback loops

-

Self organization

-

Evolution to higher order patterns of success

What do emergent opportunities in F@
collective impact look like?

A previously unnoticed evidence-based
1 practice, movement or resource from outside
the community is identified and applied locally

A successful strategy that is already working
2 locally, but is not systematically or broadly
practiced, is identified and spread more widely

Local individuals or organizations begin to
3 work together differently than before and
therefore find and adopt new solutions

How does collective impact embrace emergence? F@

+ Create a common intent
« Structure to take advantage of emergence

- Collective seeing
- Collective learning

- Collective doing
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The Phases of Community Change Eco-Cycle Mapping Tool

EXERCISE DESCRIPTION:

Community change efforts are dynamic and typically unfold

according to four phases. From our own work in collaborative
community change, Tamarack recommends to think in terms of 3-5
year “campaigns” when planning your collaborative effort. Regular
opportunities for learning and reflection need to be intentionally

included into every phase of the change effort and deliberate

thought and planning needs to be devoted to succession, renewal

and sustainability.

Transitional traps are common as a collaborative effort moves from
one phase to another in the eco-cycle. It is valuable for leaders to
periodically come together and map their progress using the eco-

cycle — with a careful eye on the transitional traps.

EXPLORATION
Solabolrsclors vt chege s poss by kaig g

Analyze New Evaluate
Da{a Thinking Implement

Declining
Outcomes

Crisis and
Reconnect Bt

akdown

CREATIVE DESTRUCTION
Soksholders

reconsider the vakue of the coliboradon.

The Phases of Community Change

Traps Description Challenges
. . » The ideas are not compelling.
;Fg?giu;ﬁsoigt;sié?oe;plore MEREES » Underdeveloped decision-making process & criteria.
SCARCITY . T + Members disagree on what to pursue.
fE‘rxtruggle tg birth outc_o mes and support » Members have insufficient credibility.
10 (e 27 ETOU » Energy spread too thin across many directions.
» Unable to sustain or grow the wark » QOver reliance on key — often founding — members
CHARISMA without eriginal founder, host or primary » Dependence on start-up pool of resources.
funder. . Ap_proan:h waorks well only at a certain scale orin
« "Parasitic” on the host(s) that gave it birth. unique context.
e * Focus on immediate retum
+ People are unable or unwilling to change . A
RIGIDITY or end an approach that no longer fits its FEED Q] ””Ce“a'.”‘!' and self-Inferest. _
.t . Lan::ktgf clear exit rules, Pressure to continue by core
. : . constituency
pesisiancetiojnewldeas + Concem over perception of failure
* People are ‘spinning + Inability to let go of the past
CHRONIC Peopl ‘spinning’ Inability to | f th
DISASTER + Unable to get traction on a compelling + Weak trust among members, volatile culture
new vision, values and intent + Difficulty agreeing on shared vision and values.

EXERCISE HOW-TO:

1. Individually, map the progress of yourself, your department, your organization and/or your collaborative on the

eco-cycle worksheet (on back).

EXERCISE DEBRIEF:

e  What does the mapping exercise mean for your work right now?
e  How might you improve outcomes for your organization or with your community partners?
e  What are some possible first steps?
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The Phases of Community Change Eco-Cycle Worksheet

EXPLORATION MATURITY
]
—— i
r
f expand “:'ﬁ conserv~
ibiliti new
possibilities AR
£ place & buy-in thinking \ ) manage )
choice bets @\:éo% otitcontes
o T
& 7 . g
birth C;\p%g O%ﬁ CFISIS
&7 F % :
develop & \ o unravel
adapt shared vision f
PL refine n chaos
reconnect -
| #
DEVELOPM CREATIVE DESTRUCTION

Map the following on the Eco-Cycle:
M = Me

D = Department

O = Organization

C = Collaborative

Reflect on the following:
e What does the mapping exercise mean for your work right now?

e How might you improve outcomes for your organization or with your community partners?

e What are some possible first steps?
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RESOURCES

WHOLE CHILD/WHOLE COMMUNITY
From a Nation at Risk to a Nation at Hope, Executive Summary
Building Partnerships in Support of Where, When & How Learning Happens (Back Pocket)

COLLECTIVE IMPACT
Collective Impact
Collective Impact 3.0 — An Evolving Framework for Community Change
Collective Impact Principles of Practice
Embracing Emergence

TAKE SHAPE
TRIZ: Stop Counterproductive Activities and Behaviors to Make Space for Innovation
Don’t Stop Collaborating, Just Stop Creating New Collaboratives
Aligning Collective Impact Initiatives
Diagnostic: Does Your Community Have the Change Horsepower That It Needs?
Three-Gear Capacity Survey: Harnessing a Community’s Leadership Horsepower
Ready Leaders: Aligning a Community’s Moving Trains

TAKE AIM
Community Engagement Matters (Now More Than Ever)

TAKE STOCK
Ready Communities: Mapping the Landscape of Programs for Young People
What Do You Want to Take Stock Of? (Ready by 21 Version)

TARGET ACTION
See Target Action Tab — Align Document #2 — Intervention Creation or Selection

TRACK PROGRESS
Learning in Action: Evaluating Collective Impact
A Framework for Performance Measurement and Evaluation of Collective Impact Efforts
When Collective Impact Has An Impact — A Cross-Site Study of 25 Collective Impact Initiatives






FROM A NATION AT RISK

”A NATION

HOPE

Recommendations from the National Commission on
Social, Emotional, & Academic Development

THE ASPEN ) INSTITUTE

NATIONAL COMMISSION
s ON SOCIAL, EMOTIONAL, &

ACADEMIC DEVELOPMENT

EXECUTIVE SUMMARY

After two decades of education debates that produced deep
passions and deeper divisions, we have a chance for a fresh
start. A growing movement dedicated to the social, emotional,
and academic well-being of children is reshaping learning and
changing lives across America. On the strength of its remark-
able consensus, a nation at risk is finally a nation at hope.

The National Commission on Social, Emotional, & Academic
Development began with the simple intention of listening—
really listening—to young people, parents, teachers, school
and district leaders, community leaders, and other experts.
This document, in many ways, is a report from the nation.
What we heard is profoundly hopeful. There is a remarkable
confluence of experience and science on one point: Children
learn best when we treat them as human beings, with social
and emotional as well as academic needs.

More specifically, children require a broad array of skills,
attitudes, character traits, and values to succeed in school,
careers, and life. They require skills such as paying atten-
tion, setting goals, collaboration, and planning for the
future. They require attitudes such as internal motivation,
perseverance, and a sense of purpose. They require values
such as responsibility, honesty, and integrity. They require
the abilities to think critically, consider diverse views, and
problem solve. And these social, emotional, and academic
capacities are increasingly demanded in the American
workplace, which puts a premium on the ability to work in
diverse teams, grapple with difficult problems, and adjust to
rapid change.

The promotion of social, emotional, and academic learn-
ing is not a shifting educational fad; it is the substance of

education itself. It is not a distraction from the “real work”
of math and English instruction; it is how instruction

can succeed. It brings together a traditionally conserva-
tive emphasis on local control and on the character of all
students, and a historically progressive emphasis on the
creative and challenging art of teaching and the social and
emotional needs of all students, especially those who have
experienced the greatest challenges.

Educating the whole learner cannot be reduced to a simple
set of policies or proposals. It is, instead, a mindset that
should inform the entire educational enterprise. This is the
message from the nation on learning. We want to add our
voice to these voices. And through this report, we want this
hopeful consensus to be understood and spread as widely
as possible.

HOW LEARNING HAPPENS

More than two decades of research across a range of disci-
plines—psychology, social science, brain science—demon-
strates that the social, emotional, and cognitive dimensions
of learning are deeply linked. These skills grow and change
over time, based on children’s environment and experiences,
and can be taught.

Educating the whole student requires rethinking teaching
and learning so that academics and students’ social, emo-
tional, and cognitive development are joined not just occa-
sionally, but throughout the day. Students are intentionally
taught these skills and asked to exercise them as they
learn academic content and interact with peers and adults.
Learning environments that support the whole student are
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physically and emotionally safe and are based on warm,
supportive relationships—including those between children
and teachers that are fundamental to learning.

Evidence confirms that supporting students’ social, emo-
tional, and academic development benefits all children and
relates positively to the traditional measures we care about:
attendance, grades, test scores, graduation rates, college and
career success, engaged citizenship, and overall well-being.
Although these skills are important for all students, equity
means acknowledging that not all students are the same.
Providing equitable opportunities for developing young peo-
ple’s social, emotional, and academic growth requires cali-
brating to each student’s and school’s individual strengths
and needs—ensuring that those with greater needs have
access to greater resources.

When all children and youth possess a full array of these
skills, attitudes, and values, they are better equipped to
prosper in the classroom, perform in the workplace, and
thrive in life, as contributing and productive members of
society. By integrating—rather than separating—young
people’s social, emotional, and academic development, we
position each and every student for success.

RECOMMENDATIONS

The recommendations that follow are aimed at the array of
practitioners, individuals, and organizations who support
young people. We view policy and research as playing essen-
tial, enabling roles to support effective practice in classrooms,
schools, and communities.

ONE: SET A CLEAR VISION THAT
BROADENS THE DEFINITION OF
STUDENT SUCCESS TO PRIORITIZE
THE WHOLE CHILD

Create a clear vision for young people’s social, emotional, and
academic development.

I Broaden existing definitions of a successful high school
graduate to include the social, emotional, and cognitive
skills and competencies demonstrated to contribute to
success in school, work, and life.

I Align strategic action plans, budgetary resources, and
adult workforce development in support of the vision.

FROM A NATION AT RISK TO A NATION AT HOPE:
EXECUTIVE SUMMARY

I Develop and use measures to track progress across
school and out-of-school settings, with a focus on
continuous improvement rather than on rewards
and sanctions.

Policymakers can support this work through state stan-
dards, guidance, and frameworks that signal to districts and
communities the importance of prioritizing the whole child.
Policymakers also can support these efforts by supplying
measurement tools as well as training and assistance in
interpreting and using data.

TWQ0O: TRANSFORM LEARNING
SETTINGS SO THEY ARE SAFE AND
SUPPORTIVE FOR ALL YOUNG PEOPLE

Build settings that are physically and emotionally safe and
foster strong bonds among children and adults.

I Build structures that support relationships—such as
advisory groups, class meetings, team teaching, and
multi-grade looping—so that every student is known
well by at least one adult.

I Create schoolwide cultures that encourage
student voice and agency through practices such
as student-led parent-teacher conferences, choice in
assignments, and participation in collaborative deci-
sion-making structures.

I Affirm the cultural backgrounds of the diverse students
that schools serve, so all young people and adults feel a
sense of belonging and respect for who they are.

I End punitive and counterproductive disciplinary strate-
gies, such as zero-tolerance policies, that push students
out of schools and classrooms.

I Bring the assets of community organizations—includ-
ing art, music, sports, and health and mental health
services—into the life of the school.

Policymakers can support this work by providing equita-
ble access to high-quality learning environments for each
student through funding and technical assistance. They can
also enable the flexible use of existing resources—including
the allocation of staff, time, and facilities—to support the
whole child and to encourage the integration of community
partners into the school environment. They should hold
schools, districts, and youth-serving organizations account-



able for improvements in the quality of the learning envi-
ronment as part of accountability systems, but with a focus
on continuous improvement.

THREE: CHANGE INSTRUCTION TO
TEACH SOCIAL, EMOTIONAL, AND
COGNITIVE SKILLS; EMBED THESE
SKILLS IN ACADEMICS AND IN
SCHOOLWIDE PRACTICES

Intentionally teach specific skills and competencies and
infuse them in academic content and in all aspects of
the school setting (recess, lunchroom, hallways, extra-
curricular activities), not just in stand-alone programs
or lessons.

I Explicitly teach social, emotional, and cognitive skills by
using evidence-based instructional materials, practices,
programs, and resources.

I Embed those skills in academic instruction and school-
wide practices. During lessons, educators prioritize with
students the skills, attitudes, and values of effective
learners and use this focus to boost academic perfor-
mance and personal character.

I Use a broader range of assessments and other demon-
strations of learning that capture the full gamut of
young people’s knowledge and skills.

FOUR: BUILD ADULT EXPERTISE IN
CHILD DEVELOPMENT

Ensure educators develop understanding and expertise in
child development and in the science of learning. This will
require major changes in educator preparation and in ongoing
professional support for the social and emotional learning of
teachers and all other adults who work with young people.

I Redesign educator preparation so that all graduates
have expertise in child and adolescent development
and the science of learning.

I Create collaborative decision-making structures that
engage all adults in the school in owning young people’s
healthy development and learning.

I Prioritize social, emotional, and cognitive skills and
competencies in recruitment, hiring, and orientation.
Follow through with ongoing professional learning and
support for adults to foster the whole learner.

Policymakers can restructure the rules and regulations that
govern the adult workforce to hire, retain, pay, and promote
people with the skills and knowledge to develop students
socially, emotionally, and academically. They can provide
incentives for innovations in educator preparation and
change the rules and regulations regarding educator licen-
sure and the approval of educator preparation programs.
They can ensure that induction programs for new teachers
support social, emotional, and academic learning.

FIVE: ALIGN RESOURCES AND
LEVERAGE PARTNERS IN THE
COMMUNITY TO ADDRESS THE
WHOLE CHILD

Build partnerships among schools, families, and community
organizations to support healthy learning and development
in and out of school; blend and braid resources to achieve
this goal.

I Engage families and young people in discussions about
the resources they need when designing and imple-
menting approaches to support students’ compre-
hensive development. Involve them in opportunities
to learn and lead, such as through home visits and
student and parent advisory groups.

I Fund dedicated positions in schools and districts to
intentionally engage partners through collaborative
planning and open communications.

I Provide access to quality summer school and after-
school programming for each young person.

I Use data to identify and address gaps in students’
access to the full range of learning opportunities in
and out of school.

Policymakers can ensure resources are invested wisely
and distributed equitably. The equitable distribution of
resources should account for qualified educators, reason-
able class sizes and ratios of counselors and other support
staff to students, and adequate health and mental health
services. Policy leaders should evaluate the adequacy of
resources in each community in relation to student needs
as a basis for making investments. They can allow states,
districts, and schools to blend and braid school and other
child-serving resources on behalf of children.

THE NATIONAL COMMISSION ON SOCIAL,
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SIX: FORGE CLOSER CONNECTIONS
BETWEEN RESEARCH AND PRACTICE

Bridge the divide between scholarly research and what’s
actionable in schools and classrooms. Build new structures—
and new support—for researchers and educators to work col-
laboratively and bi-directionally around pressing local prob-
lems that have broader implications.

I Create new research-practice partnerships to gener-
ate useful, actionable information for the field. Build
multi-disciplinary teams that include people at various
levels of the system and with diverse perspectives and
use iterative inquiry cycles and collaborative data anal-
ysis to learn together and test proposed changes.

I Usedata and evidence to build and strengthen
partnerships among research institutions, commu-
nity organizations, and schools. This includes robust
data-sharing agreements between schools and other
youth-serving agencies to collaboratively address
strengths and challenges.

B Build new tools for the strategic dissemination and
communication of knowledge and effective strategies
to a wide audience. This includes moving beyond pro-
ducing articles for academic journals to also crafting
field-facing summaries that provide guidance for edu-
cators and call out specific applications in practice.

Historically, the federal government has been instrumen-
tal in advancing research through funding and priority
setting; it must continue to do so both within and across
federal agencies. To continue to encourage innovation and
understanding of the integrated nature of social, emo-
tional, and cognitive development, the federal government
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should encourage more cross-sector research investments,
particularly those that incentivize vertical, collaborative,
multidisciplinary teams of researchers and practitioners. In
addition, the federal government must continue to support
the translation of research to inform state-level policy and
district-level practice.

CLOSING THOUGHTS

Decades of scientific evidence point to the most important
missing ingredient in classrooms and schools today: making
sure that all children have the social, emotional, and academic
skills they need to learn and thrive.

This idea is rooted in the best educational and neurolog-
ical research. But it has taken shape in local schools and
communities. Students, families, educators, and leaders are
galvanizing around a growing recognition that we must sup-
port the whole learner; and they are making it happen in
ways that fit their unique circumstances. Their efforts have
revealed the emerging outline of a way forward and have
fueled, informed, and shaped the Commission’s task

of bringing together all that we know and all that’s been
done into a unified framework for action. It is time to gather
this momentum into a movement with the potential to
improve the lives and performance of students across

the country.

“In dreams begin responsibilities,” wrote William Butler
Yeats. All of us dream of creating environments where

the minds and spirits of children can thrive. Now it is our
responsibility to make it happen. That is the high calling of
education and the urgent task of our time.

The Aspen Institute National Commission on Social, Emotional, and Academic Development was created to engage and
energize communities in re-envisioning learning to support the whole child. The Commission’s members are leaders from
education, research, policy, business, and the military. The full Commission team includes Councils of Distinguished Scien-
tists and Educators, a Youth Commission, a Parent Advisory Panel, and Partners and Funders Collaboratives.

This culminating report from the nation, to the nation, draws on input we received over the past two years from conver-
sations, meetings, and site visits across the country, as well as from the members of all these groups. It reflects the more
detailed recommendations for practitioners, policymakers, and researchers contained in three separate, related reports:
A Practice Agenda in Support of How Learning Happens, A Policy Agenda in Support of How Learning Happens, and A Research
Agenda for the Next Generation. A full citation and reference list are available in these related reports and the final report.
To get more involved, view all four reports and related resources on our website at www.NationAtHope.org.
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Collective
Impact

LARGE-SCALE SOCIAL CHANGE REQUIRES

BROAD CROSS-SECTOR COORDINATION,

YET THE SOCIAL SECTOR REMAINS
FOCUSED ON THE ISOLATED INTERVENTION
OF INDIVIDUAL ORGANIZATIONS.

By JouN KANIA & MARK KRAMER

Ilustration by Martin Jarrie

he scale and complexity of the U.S. public education system has
thwarted attempted reforms for decades. Major funders, such as
the Annenberg Foundation, Ford Foundation, and Pew Charitable
Trusts have abandoned many of their efforts in frustration after ac-
knowledging their lack of progress. Once the global leader—after
World War II the United States had the highest high school gradu-
ation rate in the world—the country now ranks 18th among the top
24 industrialized nations, with more than 1 million secondary school
students dropping out every year. The heroic efforts of countless teachers, administrators,
and nonprofits, together with billions of dollars in charitable contributions, may have led to
important improvements in individual schools and classrooms,
yet system-wide progress has seemed virtually unobtainable.

Against these daunting odds, a remarkable exception seems
to be emerging in Cincinnati. Strive, a nonprofit subsidiary
of KnowledgeWorks, has brought together local leaders to
tackle the student achievement crisis and improve education
throughout greater Cincinnati and northern Kentucky. In
the four years since the group was launched, Strive partners
have improved student success in dozens of key areas across
three large public school districts. Despite the recession and
budget cuts, 34 of the 53 success indicators that Strive tracks
have shown positive trends, including high school graduation
rates, fourth-grade reading and math scores, and the number
of preschool children prepared for kindergarten.

Why has Strive made progress when so many other efforts
have failed? It is because a core group of community leaders

decided to abandon their individual agendas in favor of a col-

lective approach toimproving student achievement. More than
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300 leaders of local organizations agreed to participate, includ-
ing the heads of influential private and corporate foundations,
city government officials, school district representatives, the
presidents of eight universities and community colleges, and
the executive directors of hundreds of education-related non-
profit and advocacy groups.

These leaders realized that fixing one point on the educational
continuum—such as better after-school programs—wouldn’t
make much difference unless all parts of the continuum im-
proved at the same time. No
single organization, however
innovative or powerful, could
accomplish this alone. Instead,
theirambitious missionbecame
to coordinate improvements at
every stage of a young person’s
life, from “cradle to career.”

Strive didn’t try to create
anew educational program or
attempt to convince donors to
spend more money. Instead,
through a carefully structured process, Strive focused the en-
tire educational community on a single set of goals, measured
in the same way. Participating organizations are grouped
into 15 different Student Success Networks (SSNs) by type of
activity, such as early childhood education or tutoring. Each
SSN has been meeting with coaches and facilitators for two
hours every two weeks for the past three years, developing
shared performance indicators, discussing their progress,
and most important, learning from each other and aligning
their efforts to support each other.

Strive, both the organization and the process it helps fa-
cilitate, is an example of collective impact, the commitment of a
group of important actors from different sectors toa common
agenda for solving a specific social problem. Collaboration is
nothing new. The social sector is filled with examples of part-
nerships, networks, and other types of joint efforts. But col-
lective impact initiatives are distinctly different. Unlike most




collaborations, collective impact initiatives involve a centralized
infrastructure,a dedicated staff, and a structured process that leads
to a common agenda, shared measurement, continuous communi-
cation, and mutually reinforcing activities among all participants.
(See “Types of Collaborations” on page 39.)

Although rare, other successful examples of collective impact are
addressing social issues that, like education, require many different
players to change their behavior in order to solve a complex problem.
In 1993, Marjorie Mayfield Jackson helped found the Elizabeth River
Project with amission of cleaning up the Elizabeth River in southeast-
ernVirginia, which for decades had been a dumping ground for indus-
trial waste. They engaged more than 100 stakeholders, including the
city governments of Chesapeake, Norfolk, Portsmouth, and Virginia
Beach, Va., the Virginia Department of Environmental Quality, the U.S.
Environmental Protection Agency (EPA), the U.S. Navy, and dozens
oflocal businesses, schools, community groups, environmental orga-
nizations, and universities, in developing an 18-point plan to restore
the watershed. Fifteen years later, more than 1,000 acres of watershed
land have been conserved or restored, pollution has been reduced
by more than 215 million pounds, concentrations of the most severe
carcinogen have been cut sixfold, and water quality has significantly
improved. Much remains to be done before the river is fully restored,
but already 27 species of fish and oysters are thriving in the restored
wetlands, and bald eagles have returned to nest on the shores.

Or consider Shape up Somerville, a citywide effort to reduce and
prevent childhood obesity in elementary school children in Somer-
ville, Mass. Led by Christina Economos, an associate professor at
Tufts University’s Gerald J. and Dorothy R. Friedman School of Nutri-
tion Science and Policy,and funded by the Centers for Disease Control
and Prevention, the Robert Wood Johnson Foundation, Blue Cross
Blue Shield of Massachusetts, and United Way of Massachusetts Bay
and Merrimack Valley, the program engaged government officials,
educators, businesses, nonprofits, and citizens in collectively defin-
ing wellness and weight gain prevention practices. Schools agreed to
offer healthier foods, teach nutrition, and promote physical activity.
Local restaurants received a certification if they served low-fat, high
nutritional food. The city organized a farmers’ market and provided
healthylifestyle incentives such as reduced-price gym memberships
for city employees. Even sidewalks were modified and crosswalks
repainted to encourage more children to walk to school. The result
was a statistically significant decrease in body mass index among
the community’s young children between 2002 and 2005.

Even companies are beginning to explore collective impact to
tackle social problems. Mars, a manufacturer of chocolate brands
such as M&M?’s, Snickers, and Dove, is working with NGOs, local
governments, and even direct competitors to improve the lives of
more than 500,000 impoverished cocoa farmers in Cote d’Ivoire,
where Mars sources a large portion of its cocoa. Research suggests
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that better farming practices and improved plant stocks could triple
the yield per hectare, dramatically increasing farmer incomes and
improving the sustainability of Mars’s supply chain. To accomplish
this, Mars must enlist the coordinated efforts of multiple organiza-
tions: the Cote d’Ivoire government needs to provide more agricul-
tural extension workers, the World Bank needs to finance new roads,
and bilateral donors need to support NGOs inimproving health care,
nutrition, and education in cocoa growing communities. And Mars
must find ways to work with its direct competitors on pre-competi-
tive issues to reach farmers outside its supply chain.

These varied examples allhave acommon theme: that large-scale
social change comes from better cross-sector coordination rather
than from the isolated intervention of individual organizations. Evi-
dence of the effectiveness of this approach is still limited, but these
examples suggest that substantially greater progress could be made
inalleviating many of our most serious and complex social problems
if nonprofits, governments, businesses, and the public were brought
together around a common agenda to create collective impact. It
doesn’t happen often, not because it is impossible, but because it
is so rarely attempted. Funders and nonprofits alike overlook the
potential for collective impact because they are used to focusing on
independent action as the primary vehicle for social change.

ISOLATED IMPACT

ost funders, faced with the task of choosing a few grant-

ees from many applicants, try to ascertain which orga-

nizations make the greatest contribution toward solv-
ing a social problem. Grantees, in turn, compete to be chosen by
emphasizing how their individual activities produce the greatest
effect. Each organization is judged on its own potential to achieve
impact, independent of the numerous other organizations that may
alsoinfluence the issue. And when a grantee is asked to evaluate the
impact of its work, every attempt is made to isolate that grantee’s
individual influence from all other variables.

In short, the nonprofit sector most frequently operates using an
approach that we call isolated impact. It is an approach oriented toward
finding and funding a solution embodied within a single organiza-
tion, combined with the hope that the most effective organizations
will grow or replicate to extend their impact more widely. Funders
search for more effective interventions as if there were a cure for fail-
ing schools that only needs to be discovered, in the way that medi-
cal cures are discovered in laboratories. As a result of this process,
nearly 1.4 million nonprofits try to invent independent solutions to
major social problems, often working at odds with each other and
exponentially increasing the perceived resources required to make
meaningful progress. Recent trends have only reinforced this per-
spective. The growing interest in venture philanthropy and social
entrepreneurship, for example, has greatly benefited the social sector
byidentifying and accelerating the growth of many high-performing
nonprofits, yet it has also accentuated an emphasis on scaling up a
few select organizations as the key to social progress.

Despite the dominance of this approach, there is scant evidence
thatisolated initiatives are the best way to solve many social problems
in today’s complex and interdependent world. No single organiza-
tion is responsible for any major social problem, nor can any single



TYPES OF COLLABORATIONS

Organizations have attempted to solve social problems by collaboration for decades without
producing many results. The vast majority of these efforts lack the elements of success that
enable collective impact initiatives to achieve a sustained alignment of efforts.

Funder Collaboratives are groups of funders interested in supporting the same issue who
pool their resources. Generally, participants do not adopt an overarching evidence-based
plan of action or a shared measurement system, nor do they engage in differentiated
activities beyond check writing or engage stakeholders from other sectors.

Public-Private Partnerships are partnerships formed between government and private
sector organizations to deliver specific services or benefits. They are often targeted narrowly,
such as developing a particular drug to fight a single disease, and usually don't engage the full
set of stakeholders that affect the issue, such as the potential drug’s distribution system.

Multi-Stakeholder Initiatives are voluntary activities by stakeholders from different sec-
tors around a common theme. Typically, these initiatives lack any shared measurement of
impact and the supporting infrastructure to forge any true alignment of efforts or
accountability for results.

Social Sector Networks are groups of individuals or organizations fluidly connected
through purposeful relationships, whether formal or informal. Collaboration is generally
ad hoc, and most often the emphasis is placed on information sharing and targeted short-
term actions, rather than a sustained and structured initiative.

Collective Impact Initiatives are long-term commitments by a group of important actors
from different sectors to a common agenda for solving a specific social problem. Their
actions are supported by a shared measurement system, mutually reinforcing activities,

Shifting from isolated impact to col-
lective impact is not merely a matter of
encouraging more collaboration or public-
private partnerships. It requires a systemic
approach to social impact that focuses on
the relationships between organizations
and the progress toward shared objectives.
And it requires the creation of a new set of
nonprofit management organizations that
have the skills and resources to assemble
and coordinate the specific elements neces-
sary for collective action to succeed.

THE FIVE CONDITIONS OF
COLLECTIVE SUCCESS

urresearch shows that successful

collective impact initiatives typi-

cally have five conditions that to-
gether produce true alignment and lead to
powerful results: acommon agenda, shared
measurement systems, mutually reinforc-
ing activities, continuous communication,
and backbone support organizations.

and ongoing communication, and are staffed by an independent backbone organization.

organization cure it. In the field of education, even the most highly
respected nonprofits—such as the Harlem Children’s Zone, Teach for
America, and the Knowledge Is Power Program (KIPP)—have taken

decades toreach tens of thousands of children, a remarkable achieve-
ment that deserves praise, but one that is three orders of magnitude

short of the tens of millions of U.S. children that need help.

The problem with relying on the isolated impact of individual
organizations is further compounded by the isolation of the non-
profit sector. Social problems arise from the interplay of govern-
mental and commercial activities, not only from the behavior of
social sector organizations. As a result, complex problems can be
solved only by cross-sector coalitions that engage those outside
the nonprofit sector.

We don’t want to imply that all social problems require collec-
tive impact. In fact, some problems are best solved by individual
organizations. In “Leading Boldly,” an article we wrote with Ron
Heifetz for the winter 2004 issue of the Stanford Social Innovation
Review, we described the difference between technical problems and
adaptive problems. Some social problems are technical in that the
problem is well defined, the answer is known in advance, and one or
a few organizations have the ability to implement the solution. Ex-
amples include funding college scholarships, building a hospital, or
installing inventory controls in a food bank. Adaptive problems, by
contrast, are complex, the answer is not known, and even if it were,
no single entity has the resources or authority to bring about the
necessary change. Reforming public education, restoring wetland
environments, and improving community health are all adaptive
problems. In these cases, reaching an effective solution requires
learning by the stakeholders involved in the problem, who must then
change their own behavior in order to create a solution.

Common Agenda | Collective impact
requires all participants to have a shared
vision for change, one that includes acommon understanding of the
problem and a joint approach to solving it through agreed upon ac-
tions. Take a close look at any group of funders and nonprofits that
believe they are working on the same social issue, and you quickly
find thatit is often not the same issue at all. Each organization often
has a slightly different definition of the problem and the ultimate
goal. These differences are easily ignored when organizations work
independently on isolated initiatives, yet these differences splinter
the efforts and undermine the impact of the field as a whole. Collec-
tive impact requires that these differences be discussed and resolved.
Every participant need not agree with every other participant on
all dimensions of the problem. In fact, disagreements continue to
divide participants in all of our examples of collective impact. All
participants must agree, however, on the primary goals for the col-
lective impact initiative as a whole. The Elizabeth River Project, for
example, had tofind common ground among the different objectives
of corporations, governments, community groups, and local citizens
in order to establish workable cross-sector initiatives.

Funders can play an important role in getting organizations to
act in concert. In the case of Strive, rather than fueling hundreds
of strategies and nonprofits, many funders have aligned to support
Strive’s central goals. The Greater Cincinnati Foundation realigned
its education goals to be more compatible with Strive, adopting
Strive’s annual report card as the foundation’s own measures for
progress in education. Every time an organization applied to Duke
Energyforagrant, Duke asked, “Are you part of the [Strive] network?”
And when a new funder, the Carol Ann and Ralph V. Haile Jr./U.S.
Bank Foundation, expressed interest in education, they were encour-
aged by virtually every major education leader in Cincinnati to join
Strive if they wanted to have an impact in local education.!
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Shared Measurement Systems | Developing a shared measure-
ment system is essential to collective impact. Agreement on a com-
mon agenda is illusory without agreement on the ways success will
be measured and reported. Collecting data and measuring results
consistently on a short list of indicators at the community level and
across all participating organizations not only ensures that all efforts
remain aligned, it also enables the participants to hold each other
accountable and learn from each other’s successes and failures.

It may seem impossible to evaluate hundreds of different or-
ganizations on the same set of measures. Yet recent advances in
Web-based technologies have enabled common systems for report-
ing performance and measuring outcomes. These systems increase
efficiency and reduce cost. They can also improve the quality and
credibility of the data collected, increase effectiveness by enabling
grantees tolearn from each other’s performance, and document the
progress of the field as a whole.?

All of the preschool programsin Strive, for example, have agreed to
measure their results on the same criteriaand use only evidence-based
decision making. Each type of activity requires a different set of mea-
sures, but all organizations engaged in the same type of activity report
on the same measures. Lookingat results across multiple organizations
enables the participants to spot patterns, find solutions, and implement
them rapidly. The preschool programs discovered that children regress
during the summer break before kindergarten. Bylaunchingan innova-
tive “summer bridge” session, a technique more often used in middle
school, and implementing it simultaneouslyin all preschool programs,
they increased the average kindergarten readiness scores throughout
the region by an average of 10 percent in a single year.?

Mutually Reinforcing Activities | Collective impact initiatives
depend on a diverse group of stakeholders working together, not
by requiring that all participants do the same thing, but by encour-
aging each participant to undertake the specific set of activities at
which it excels in a way that supports and is coordinated with the
actions of others.

The power of collective action comes not from the sheer num-
ber of participants or the uniformity of their efforts, but from the
coordination of their differentiated activities through a mutually
reinforcing plan of action. Each stakeholder’s efforts must fit into
an overarching plan if their combined efforts are to succeed. The
multiple causes of social problems, and the components of their
solutions, are interdependent. They cannot be addressed by unco-
ordinated actions among isolated organizations.

All participantsin the Elizabeth River Project, for example, agreed
on the 18-point watershed restoration plan, but each is playing a
different role based on its particular capabilities. One group of or-
ganizations works on creating grassroots support and engagement
among citizens, a second provides peer review and recruitment for
industrial participants who voluntarily reduce pollution, and a third
coordinates and reviews scientific research.

The 15 SSNs in Strive each undertake different types of activities
at different stages of the educational continuum. Strive does not
prescribe what practices each of the 300 participating organizations
should pursue. Each organization and network is free to chart its
own course consistent with the common agenda, and informed by
the shared measurement of results.
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Continuous Communication | Developing trust among nonprof-
its, corporations, and government agencies is a monumental chal-
lenge. Participants need several years of regular meetings to build
up enough experience with each other to recognize and appreciate
the common motivation behind their different efforts. They need
time to see that their own interests will be treated fairly, and that
decisions will be made on the basis of objective evidence and the
best possible solution to the problem, not to favor the priorities of
one organization over another.

Even the process of creating a common vocabulary takes time,
and itis an essential prerequisite to developing shared measurement
systems. All the collective impact initiatives we have studied held
monthly or even biweekly in-person meetings among the organiza-
tions’ CEO-level leaders. Skipping meetings or sending lower-level
delegates was not acceptable. Most of the meetings were supported
by external facilitators and followed a structured agenda.

The Strive networks, for example, have been meeting regularly for
more than three years. Communication happens between meetings
too: Strive uses Web-based tools, such as Google Groups, to keep
communication flowing among and within the networks. At first,
many of the leaders showed up because they hoped that their par-
ticipation would bring their organizations additional funding, but
they soon learned that was not the meetings’ purpose. What they
discovered instead were the rewards of learning and solving prob-
lems together with others who shared their same deep knowledge
and passion about the issue.

Backbone Support Organizations | Creating and managing
collective impact requires a separate organization and staff with
a very specific set of skills to serve as the backbone for the entire
initiative. Coordination takes time, and none of the participating
organizations has any to spare. The expectation that collaboration
can occur without a supporting infrastructure is one of the most
frequent reasons why it fails.

The backbone organization requires a dedicated staff separate
from the participating organizations who can plan, manage, and
support the initiative through ongoing facilitation, technology and
communications support, data collection and reporting, and han-
dling the myriad logistical and administrative details needed for
the initiative to function smoothly. Strive has simplified the initial
staffing requirements for a backbone organization to three roles:
project manager, data manager, and facilitator.

Collective impact also requires a highly structured process
that leads to effective decision making. In the case of Strive, staff
worked with General Electric (GE) to adapt for the social sector
the Six Sigma process that GE uses for its own continuous quality
improvement. The Strive Six Sigma process includes training, tools,
and resources that each SSN uses to define its common agenda,
shared measures, and plan of action, supported by Strive facilita-
tors to guide the process.

In the best of circumstances, these backbone organizations em-
body the principles of adaptive leadership: the ability to focus people’s
attention and create a sense of urgency, the skill to apply pressure to
stakeholders without overwhelming them, the competence to frame
issues in away that presents opportunities as well as difficulties, and
the strength to mediate conflict among stakeholders.



FUNDING COLLECTIVE IMPACT
reating a successful collective impact initiative requires
a significant financial investment: the time participating
organizations must dedicate to the work, the development
and monitoring of shared measurement systems, and the staff of
the backbone organization needed to lead and support the initia-
tive’s ongoing work.

As successful as Strive has been, it has struggled to raise money,
confronting funders’ reluctance to pay for infrastructure and pref-
erence for short-term solutions. Collective impact requires instead
that funders support a long-term process of social change without
identifying any particular solution in advance. They must be willing
to let grantees steer the work and have the patience to stay with an
initiative for years, recognizing that social change can come from the
gradual improvement of an entire system over time, not just froma
single breakthrough by an individual organization.

This requires afundamental change in how funders see their role,
from funding organizations to leading a long-term process of social
change. Itis nolonger enough to fund an innovative solution created
byasingle nonprofit or to build that organization’s capacity. Instead,
funders must help create and sustain the collective processes, mea-
surement reporting systems, and community leadership that enable
cross-sector coalitions to arise and thrive.

This s a shift that we foreshadowed in both “Leading Boldly” and
our more recent article, “Catalytic Philanthropy,” in the fall 2009
issue of the Stanford Social Innovation Review. In the former, we sug-
gested that the most powerful role for funders to play in address-
ing adaptive problems is to focus attention on the issue and help to
create a process that mobilizes the organizations involved to find a
solution themselves. In “Catalytic Philanthropy,” we wrote: “Mobi-
lizing and coordinating stakeholders is far messier and slower work
than funding a compelling grant request from a single organization.
Systemic change, however, ultimately depends on a sustained cam-
paign toincrease the capacityand coordination of an entire field.” We
recommended that funders who want to create large-scale change
follow four practices: take responsibility for assembling the elements
of a solution; create a movement for change; include solutions from
outside the nonprofit sector; and use actionable knowledge to influ-
ence behavior and improve performance.

These same four principles are embodied in collective impact
initiatives. The organizers of Strive abandoned the conventional ap-
proach of funding specific programs at education nonprofits and took
responsibility for advancing education reform themselves. Theybuilt
amovement, engaging hundreds of organizations in a drive toward
shared goals. They used tools outside the nonprofit sector, adapting
GE’s Six Sigma planning process for the social sector. And through
the community report card and the biweekly meetings of the SSNs
they created actionable knowledge that motivated the community
and improved performance among the participants.

Funding collective impact initiatives costs money, but it can
be a highly leveraged investment. A backbone organization with a
modest annual budget can support a collective impact initiative of
several hundred organizations, magnifying the impact of millions
or even billions of dollars in existing funding. Strive, for example,
has a $1.5 million annual budget but is coordinating the efforts and

increasing the effectiveness of organizations with combined bud-
gets of §7 billion. The social sector, however, has not yet changed

its funding practices to enable the shift to collective impact. Until

funders are willing to embrace this new approach and invest suffi-
cient resources in the necessary facilitation, coordination, and mea-
surement that enable organizations to work in concert, the requisite

infrastructure will not evolve.

FUTURE SHOCK

hat might social change look like if funders, nonprofits,

government officials, civic leaders, and business ex-

ecutives embraced collective impact? Recent events at
Strive provide an exciting indication of what might be possible.

Strive has begun to codify what it has learned so that other com-
munities can achieve collective impact more rapidly. The organization
is working with nine other communities to establish similar cradle
to career initiatives.* Importantly, although Strive is broadening its
impact to a national level, the organization is not scaling up its own
operations by opening branches in other cities. Instead, Strive is pro-
mulgating a flexible process for change, offering each communitya
set of tools for collective impact, drawn from Strive’s experience but
adaptable to the community’s own needs and resources. As a result,
the new communities take true ownership of their own collective
impact initiatives, but they don’t need to start the process from
scratch. Activities such as developing a collective educational reform
mission and vision or creating specific community-level educational
indicators are expedited through the use of Strive materials and as-
sistance from Strive staff. Processes that took Strive several years
to develop are being adapted and modified by other communities
in significantly less time.

These nine communities plus Cincinnati have formed a commu-
nity of practice in which representatives from each effort connect
regularly to share what they are learning. Because of the number
and diversity of the communities, Strive and its partners can quickly
determine what processes are universal and which require adapta-
tion to a local context. As learning accumulates, Strive staff will
incorporate new findings into an Internet-based knowledge portal
that will be available to any community wishing to create a collec-
tive impact initiative based on Strive’s model.

This exciting evolution of the Strive collective impact initiative
is far removed from the isolated impact approach that now domi-
nates the social sector and that inhibits any major effort at com-
prehensive, large-scale change. If successful, it presages the spread
of a new approach that will enable us to solve today’s most serious
social problems with the resources we already have at our disposal.
It would be a shock to the system. But it’s a form of shock therapy
that’s badly needed.

Notes
1 Interviewwith Kathy Merchant, CEO of the Greater Cincinnati Foundation, April 10, 2010.

2 See Mark Kramer, Marcie Parkhurst, and Lalitha Vaidyanathan, Breakthroughs in
Shared Measurement and Social Impact, FSG Social Impact Advisors, 2009.

3 “Successful Starts,” United Way of Greater Cincinnati, second edition, fall 2009.

4 Indianapolis, Houston, Richmond, Va., and Hayward, Calif., are the first four com-
munities to implement Strive’s process for educational reform. Portland, Ore., Fresno,
Calif., Mesa, Ariz., Albuquerque, and Memphis are just beginning their efforts.
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FROM THE IMPROBABLE TO
THE POSSIBLE

In 2015, the leaders of Medicine Hat, asmall city of
60,000 on the Canadian prairies, declared thatthey
had eliminated chronichomelessness. While
admitting their limited influence on many of the
driversthatcreate homelessness —such as poor
jobs, mental health, family breakdown, or high-
priced housing—they had developed asystem that
can place someoneinan affordable house, with an
array of supportservices, within 10days of beingon
the street. Emboldened by this success, Medicine
Hat is now turningits attention to eliminating food
insecurity and poverty.

The citizens of this prairie city are not alone intheir
effortsto “move the needle” on complexissues.
Across Canada there are hundreds of community-
wide initiatives to end homelessness, reduce
poverty, improve early childhood development
outcomes, increase high school graduation rates,
and strengthen community safety. Thereare
thousands more across the world.

COMMUMNITY
CHAMGE
SERIES 2016

Many of them are inspired and informed by the
Collectivelmpact (Cl) framework. Cl was coinedin
2011 by John Kaniaand Mark Kramer of FSG
Consulting. Their Stanford Social Innovation Review
article of the same name distils some of the key
ingredients of successful community efforts to
move “from fragmented action and results” to
“collective actionand deep and durable impact.”
These ingredients (or “conditions”) are acommon
agenda, shared measurement, mutually reinforcing
activities, continuous communication, and
backbone support.!

The article’s effect on the field of community
change has been electric. The innovators whose
work the article described praised its distillation of
the key elements of an approach to community
change. Paul Born, a collectiveimpact pioneer, said:
“Kaniaand Kramerunderstood the work we were
doingso well,and described it so effectively, that
they essentially laid outa new operating system for
community change.” Jay Connor, an early
practitionerand coach forcommunity-wide
collaboration, noted: “l am grateful to FSG for what
they have done. We have beentryingin our own
way to describe these ideas forso many years,
tryinginour own wayto explainitclearly. We can
spend more time doing the hard work onthe
ground.”

The article excited early adopters even more.
Countless community organizations, government
agencies, philanthropies, and socially minded
businesses embraced Clin hopesthatitmighthelp
themto make deep and durable changesinthe
social, economic, and even environmental
challengesfacing theircommunities. Tom Wolff, an
experienced coalition builder (and vocal criticof Cl),
credited the response as a “revolution” inthe way
that governments and fundersthoughtaboutand
approached community change.
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FSG and other Cl advocates have done much to
expand and elaborate the original five conditions
describedinthatfirstarticle. They have laid out
what they feel are the pre-conditions forCl, the
phases of the approach, a variety of key practices
(e.g., strategy, governance, funding, evaluation),
and more recently, eight key principles of practice.
The Collective Impact Forum, an online community
administered by FSG, is one of the world’s most
comprehensive resources on community change
and a platform for practitioners to share and build
knowledge, skills, and tools forthe work. Cl isnow a
permanent—even dominant— part of the landscape
of community change.

AN EVOLUTION IN THE REVOLUTION

We believe thatit’stime foranevolutionin the
revolution. While the CEO of one philanthropic
organization arguesthat supportand buy-inforCl is
now at “fever pitch,” there are two compelling
reasons foradvocatesto find ways to upgrade —not
simply elaborate upon —the framework.

First, there has been enough experimentation with
Cl, by diverse communities working on diverse
issuesindiverse settings, toshed lightonits
limitations. These include: insufficient attention to
the role of community in the change effort; an
excessivefocus onshort-termdata; an
understatement of the role of policy and systems
change; and an over-investmentin backbone
support.™ Our colleague Mark Holmgren warns
that if these limitations are not taken seriously, the
field may experience a “pendulum swing” away
from collective change efforts. v

The response of the FSG team to the feedback has
been excellent. They have welcomed the critiques
on the Cl Forum, admitted the framework’s
shortcomings, and worked diligently with others to
addressthemor expand on areas that deserve
elaboration. Theirrecently released “principles of
practice for collective impact,” forexample, address
many concerns about the framework. As Karen
Pittman, head of the Forum on Youth Investment,
noted: “Kania, Kramerand the FSG team get high
marks in my book for being consistentlyopen to
adaptingtheirtheory to betterreflect practice.” v
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Yet the criticisms continue torollin. Anditis good
that they do. Like all frameworks, Cl reveals a great
deal about how people tackle toughissuesatscale,
but issimply unable to capture the full complexity
of the work. It isimportant forthose who have
devoted theirlives to community change to point
out where these gaps orweaknesses lie, because
the stakesinvolved are so high.

Secondly, inthe rushto embrace Cl, manyin the
field haveignoredthe less well-packaged and
promoted frameworks of community change
developed by other organizations and practitioners.
Some of these include the Bridgespan group’s work
on Needle Moving Collaboratives, the Aspen
Institute’s work on Comprehensive Community
Initiatives and the grassroots Turning Outward
model of the Harwood Institute. V' Each of these
approachesisbasedon solid experience and
research, and offers (slightly) alternative
perspectives on community change. They deserve
to be taken seriously. Many of the observations and
strategiesin these community change approaches
can be woveninto effective Climplementation.

Are CI’slimitations significant enough to warrant
throwingitaway? No. The framework has too much
“roughly right” and istoo successful in expanding
the field of those who want to work togetherto
build stronger communities.

The correct response is to move beyond simply
fine-tuning the original framework and begin
upgradingitto reflectimportant criticisms and
limitations. Hardware and software developers
relentlessly upgrade their operating systems to
reach the nextlevel of capability and performance.
So too should we look to upgrade the design and
implementation of the Cl framework.

The task cannot be leftto FSG alone. The
organizationandits leaders have been exemplaryin
incorporating new learnings. However, the
framework’s redevelopmentis simply too much
work for one organization—and it disempowers the
restof the field. If Clis goingto get to the nextlevel,
community change practitioners and those who
supportthem muststep up and partnerinbuilding
the framework’s nextiteration.


https://collectiveimpactforum.org/
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COLLECTIVE IMPACT 3.0

We are willingtodo our share. This article isthe
first of a series which willlay outa number of
upgradesto the Cl framework.

We callit Collective Impact 3.0, a term that
emerged during ourannual Cl summitin Vancouver
in 2015. At that event, we described the evolution
of Clin terms of three phases. The 1.0 phase refers
to the days priorto 2011 when diverse groups
spontaneously prototyped Cl practices without
reference tothe patternsidentified by FSG. The

2.0 phase spansthe five years following Kania and
Kramer’s article. Many communities adopted the Cl
framework laid outthere, and FSG made diligent
effortstotrack, codify, and assess this second
generation of Clinitiatives. In the third phase,
Collectivelmpact 3.0, the pushisto deepen,
broaden and adapt Cl based on yetanother
generation of initiatives.

Who are we to offer Collective Impact 3.0? We at
Tamarack have been knee-deepin community
change initiatives for more than 20 years, including
the sponsorship of Vibrant Communities, an
evolving network of prototypical Clinitiatives
focused on poverty reduction. Tamarack made Cl
one of itstop five themes. Our staff and associates
have beeninvolvedinscores of Cl efforts across
North Americaand beyond.

We are committed to the basicstructure of Cl,
whichinourview has “good bones.” However, we
want to reframe many of the basicideasand
practices due to the limitations of the original
framework, the insights of other frameworks, our
own experience, and FSG’s own work.

We do not believethat what we produce will be the
onlyiteration of Cl, or the best one. Like everyone
else, we are prisoners of ourown experience and
limitations. We do hope, however, that our
contribution adds to the next generation of the Cl
framework and encourages other practitioners to
do the same. Our field needs diverse voicesand
perspectives moving forward.
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FIRST THINGS FIRST: REVISITING THE
FOUNDATIONS

Thisarticle, the firstin our 3.0 series, revisits the
foundational elements of the Cl framework. This
includesanew look at the Leadership Paradigm

which underliesit, aswell as CI’s five conditions.

From | To
The Leadership Paradigm
Management | Movement Building

The Five Conditions

Common Agenda Community Aspiration
Shared Measurement Strategiclearning
Mutually Reinforcing High Leverage Activities
Activities

Continuous Inclusive Community
Communication Engagement

Backbone Containers for Change

Some of these shifts are significant and some are
modest. All broaden the original elements laid out
inKaniaand Kramer’s 2011 article.

FROM A MANAGERIAL TO A MOVEMENT-
BUILDING PARADIGM

Al Etmanski and Vickie Cammack, two of Canada’s
most celebrated social innovators, have developed
a simple philosophy to guide their efforts: “Act like
an organization, but think like amovement.” Vi
Would-be change-makers must tend to the day-to-
day tasks of research, raising money, planning, and
management. Butthe chancesthat their efforts
will achieve scale improve dramatically if the work
isundergirded with relationships basedona
common vision and value —relationships that span
diverse organizations, sectors, and political
affiliations.

In a managementapproach, the leaders of
institutions responsible foradomain —such as
health, education, or criminal justice —come
togetherto find ways to get better outcomesthan
they might achieve independently. Whilethey may
consult with the broader community on the nature
of the problemand how it might be addressed,
they perceive themselvesto be primarily
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responsible fordevelopingand implementing new
responsestoanissue. Asa result, Cl participants
employingamanagerial approach typically (but
not always) focus on improving existing systems
through such measures as data-sharing,
coordination of services, and jointaction on policy
or regulation barriers.

The management approach can generate results.
In the case of Strive in Cincinnati (the examplethat
FSG usedto illustrate Cl), educationalinstitutions
and community agencies agreed to organize their
activitiesaround acomprehensive “cradle to
career” framework with 60key measures. They
have succeededin getting dozens of organizations
to align theireffortsand produced ascore of
innovations. Cumulatively, these have resultedin
improvementsin reading and math scores, high
school graduation rates, and post-secondary
enrollmentand completion. *

In a movement-building approach, by contrast, the
emphasisisonreforming (even transforming)
systems where improvements alone will not make
a difference. Movement-building leaders bring
togethera diverse group of stakeholders, including
those notin traditional institutions or seats of
power, to build a vision of the future based on
common values and narratives. Movements “open
up peoples’ heartsand mindsto new possibilities,”
“create the receptive climate fornew ideas to take
hold,” and “embolden policymakers” and system
leaders.* Movements change the ground on which
everyday political life and management occur.

Participants of the End Poverty Edmontoninitiative
state clearly thatthey are creatinga movementto
end— notreduce — local poverty withina
generation.” To achieve this, one of theirgame-
changing prioritiesisto eliminate racism, including
a powerful six-point plan to support reconciliation
between Aboriginal and non-Aboriginal people.
Racism, participants assert, is at the root of the
difficulty that many residents experience when
securing adequate housing, education, human
services, and income. This bold commitment has
cleared the way for the community to pursue some
atypical initiatives. Oneis traininglocal police and
safety officials toimprove their cultural literacy
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and reduce the stigmatization of racialized groups.
More importantly, thisinitiative also challenges all
the city’s residents to become actively involvedin
dozens of little ways. It’s too early tojudge
whethertheirgamble will pay off. But their
prospectsforlarge-scale impactnow seem so
much greater, it’s hard not to be impressed.

Thisis not to say that a management orientation to
Clisincapable of changing systems. Between 2010
and 2014, hundreds of organizationsin New York
state came togethertoreformits broken criminal
justice system. Youth who committed even minor
offences encountered an array of programs and
regulations sodisconnected andill-designed as to
increase, notdecrease, the likelihood that the
young person would re-offend orcommitan even
more serious crime. Through a variety of
innovations (onebeingthe requirement that
youngoffenders are servedinlocal day programs,
not residential programsin another part of the
state), the numberof youthin custodyfell by 45
percentwithoutanincreaseinyouthcrime.
Buoyed by these successes, state leadersare now
workingon a bill that will raise the criminal age of
responsibility from 16 to 18, a key move to reduce
the number of youth exposedtothe harsheredges
of the adult system. i

It's possible to pointto several othersuccessful Cl
effortsled by mainstream institutions. Evenso, we
feel thatthe chancesforimpactare dramatically
betterif would-be changemakers explicitly bring to
theirwork a movement-building orientation. Why?
Because when people operate from a management
paradigm, theiremphasistendsto be onimproving
systems ratherthan changingthem. Asa
consequence, participants typically are suspicious
of bold measures. In some cases, they resist or
block transformative ideas because theirinstinctis
to preserve the systems they manage. As Eric
Bonabeau, CEO of Icosystems, observes:
“Managers would ratherlive with aproblemthey
can’t solve thanwith a solution they can’tfully
understand or control.” %

Compare, forexample, how the leaders of two
major Canadian cities approached the challenge of
ending poverty. In one western city, several
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reputable non-profitleaders made the case that
reducing wage inequity and introducinga
guaranteed annual income should be key features
of the poverty reduction plan. Key philanthropic
leaders co-conveningthe plan’s development
vetoedtheidea. It wasalleged that such measures
were unlikely to gain widespread supportina
community that celebrates “pulling yourself up by
your bootstraps.” Moreover, they risked alienating
several of the funder’s generous conservative
contributors. In Hamilton, onthe otherhand, the
chair of the poverty roundtable declared that
poverty was a publichealth crisis on the scale of
SARS. A guaranteed annual income and living wage
policies, he said, wereas key to poverty reduction
inthe 21st century as the abolition of slavery and
child labourwere inthe 19th century. Ratherthan
alienate local leaders, the call to action has
inspired them. The municipality, the Chamber of
Commerce and local school board have signed on
as livingwage employers.

Mainstream leaders are right to heed the interests
of the organizationthey are paid to operate. But
we believethat broad, deep, and durable changes
incommunities are more likely when Cl
participants embrace a movement-building rather
than a managerial approach totheirwork. By
approaching Clin the same way you would a
movement, we are far more likely to “shift
boundariesforwhatissocially acceptable and
politically expected.” *

UPGRADING THE FIVE CONDITIONS

In their2010 article, Kaniaand Krameridentify
five conditions that communities must fulfill in
orderto get fromisolated impact (where
organizations operate independently and scale is
achievedthrough the growth of individual
organizations) to collective impact. These are:
agreement ona common agenda; the
development of a shared measurementapproach;
leveraging resources through mutually reinforcing
activities; building continuous communications;
and a backbone structure to mobilize the collective
effort.
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Although we reaffirm that these conditions are
“roughlyright,” we believethey are too narrowly
framed to capture how successful Cl actually
operates, particularly efforts that are explicitly
embeddedinamovement-buildingapproach to
community change. The following section
describes how we would upgrade each of the five
conditionsand why.

FROM CONTINUOUS COMMUNICATION TO
AUTHENTIC COMMUNITY ENGAGEMENT

One of the biggest critiques of the earlierversion
of the Cl frameworkisitsapparentfailure to put
community atthe centre of the change process.
While FSGin noway setout to diminish the role of
communityinthe work, there appearstobe a
strong emphasis on “CEO-level cross-sector
leaders” insome of the early articles. *

The case for authenticand inclusiveinvolvement
of a broad spectrum of system stakeholders,
particularly those most affected by complexissues,
isoverwhelming. Itallows participantstodraw on
“360-degree insight” into the nature of the
problems and how they might be addressed. It
createsa broader constituency forchange —so
criticalinany efforttodisruptand change systems.
It cultivates broad ownership and long-term
commitmentto the change process whichis
essential when the initial excitement beginsto flag
and the going getstough. Most importantly, the
ideathat those most affected by anissue should
participate fully in attemptstoaddressit (aka
“Nothingabout us withoutus!”)isa fundamental
democraticand moral principle.

Robust community engagementis back-breaking
work. It takes time to map out which stakeholders
to invite tothe table, skill to create good
opportunities to engage peopleat each stage of
the change process, and confidence and humility
to navigate the inevitable conflicts between
participants who differintheirvalues, interests,
and power. Tamarack has beenworkingon the
craft of community engagement forovera decade.
Some of that experience is capturedin Paul Born’s
books, Community Conversations (2012) and
Deepening Community (2014). As central as
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community buildingis, we stillfeellike we are
merely scratchingits surface.

The FSG team has since more than made up for
thisinitial omission. In 2015, Kaniaand Kramer’s
fourtharticleinthe Cl seriesfocused onthe
importance of equity and argued thatinclusionin
the change process of the people most affected by
an issueis “imperative.” ™ More recently, of their
Eight Collective Impact Principles of Practice, three
concern equity, the inclusion of community
members, and relationship, trust, and respect. FSG
isworking with organizations that have along
historyinthese issuesto promote these principles
to Cl efforts across the world.

The original article on Cl identified “continuous
communication” as a condition for mobilizing
stakeholders, building trust, and structuring
meaningful meetings and work. Somehow,
“continuous communication” hardly seems to
convey all the work that is involved. Why notcall a
spade a spade? Authenticand inclusive community
engagementis, withoutadoubt, a condition for
transformational impactand thereforeacondition
for Cl3.0.

FROM COMMON AGENDA TO SHARED
ASPIRATION

Jay Connorisfond of quotingan exchange
between ajournalistand Francis Ford Coppola, the
movie directorfamed for The Godfather and other
hits. When asked to explain the difference
between what made agood movie versus abad
one, Coppolaresponded, “Inagood movie,
everyone is making the same movie.” ®ii

Kaniaand Kramer quite rightly point out that many
participants who profess to be workingon a
common problem are in fact working with
different perspectives on the nature and root
causes of that problem and how it mightbe
resolved. Sothe resultsthey generate are likely to
be fragmented, not collective. Atrue common
agendarequiresleadershipto bringkey
stakeholderstogether; toreview the key data
whichinformsthe problemorissue;todevelopa
sharedvision forchange;and to determine the
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core pathways and strategies that will drive the
change forward. Thisis more thana simple
planning exercise. Indeed, it requires would-be
collaboratorstofind (orcreate) common ground
despite theirvery differentvalues, interests, and
positions.

As much as we believe thistobe true, afocus ona
community aspiration can have an even more
powerfulimpact when creatingabroader
movementforchange. Thisrequires participants to
develop outcomes that are based on community
values sufficiently ambitious thatthey cannot be
realized through business as usual. Asolid
community aspiration can also create the kind of
“bigtent” underwhich a wide range of participants
can pursue the interdependent challenges
underlyingtoughissues. (See sidebar on Perverse
Consequences).

Take, for example, the Hamilton Roundtable for
Poverty Reduction. Formedin 2002, itdrew
members from the city’s business, government,
and voluntary sectors, and community leaders with
the lived experience of poverty. After extensive
consultationsinthe broader community,
Roundtable leaders concluded that “poverty
reduction” would not mobilize the energies of a
large and diverse network of people. Instead, they
called forthe effortto embrace a bolder
aspiration: “Make Hamilton the Best Place to Raise
a Child.” They consequently organized a
framework around five critical points of
investment (from early learning and parenting to
employment) that engaged dozens of networks
and organizations.

The aspiration was contagious. In October 2005,
Hamilton’s major paper, the Spectator, announced
that itwould make poverty coverage apriority. It
published afront page that was blank exceptfor
one statement: “The stories have been removed
from this page to remind us that nearly 100,000
children, womenand menlive in povertyin
Hamilton, peoplewhose stories rarely make the
front page. We’re going to change that.” ** Soon
afterwards, city council embedded the words “Best
Place to Raise a Child” in Hamilton’s mission
statementand a local marketing expert praised the
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aspiration forits ability toinspire community-wide
action.™ By 2011, a Nanossurvey reportedthat
80 percent of respondentsfeltthat municipal
investmentin poverty reduction should be the
city’snumberone priority. [t was a result that
startled the veteran pollsteradministering the
survey. “There are very few issues that you get 80
percentof anybody to agree on,” he remarkedin
surprise.

THE PERVERSE CONSEQUENCES OF NARROWLY
FRAMEDAGENDAS

Focusing on one slice of a complex problem may
make the challenge less overwhelming and improve
the chances of developing a shared agenda. It may
also have some perverse consequences.

Take, for example, the efforts to reduce malaria and
HIV, two leading causes of child mortality in the
developing world. Spearheaded by the generous
support and relentless leadership of the Bill and
Melinda Gates Foundation, international donors for
the last decade have focused on developing and
deploying high-impact vaccinations. While their
efforts have saved millions of lives, they have created
other problems. Funders, governments, and health
organizations have diverted so many human and
financial resources from other types of medical care,
nutrition, and education that there has been a sharp
jump in more common ailments, such as birth sepsis,
diarrhoea, and asphyxia. One report described how
some patients walked nine hours to clinics to get their
HIV and malaria medications, only to vomit them
back up due to hunger and fatigue. In some countries,
malaria and HIV rates have begun to climb again.

In response, many international funders have
adjusted their effort to focus on a bigger aspiration,
“broader, integrated child survival,” and have
broadened their strategies to focus on prevention and
treatment of diseases and on strengthening the entire
health care delivery system. *i

FROM SHARED MEASUREMENT TO STRATEGIC
LEARNING

“Developingashared measurement system
isessential to collective impact. Agreement
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on acommonagendais illusory without
agreementon the ways success will be
measured and reported. Collecting dataand
measuring results consistently onashort list
of indicators atthe community level and
across all participating organizations not only
ensuresthatall effortsremainaligned, italso
enablesthe participantsto hold each other
accountable and learn from each other’s
successes and failures.” i

This sums up one of the most popular conditions of
Cl. It has generated the greatest experimentation
across Cl initiatives.

Five yearslater, we’ve discovered agreat deal
about the mechanics of developing shared
measurement systems, and have concluded we
still have alongway to go.*" One of the biggest of
these insightsis that Cl participants have more
success with shared measurementif they treat
them as one part of a larger system of learningand
evaluation.

Consider, forinstance, the different measurement
approachestaken by General Motors and Toyota in
the 1980s and 1990s. General Motors was a data-
heavy and report-heavy organization. It employed
sophisticated systemsto gather, analyze, and
developthick reports forsenior managers. Toyota,
on the otherhand, emphasized management
practices that were data-light and learning-heavy.
It chose to focus on a few select measures, real-
time feedback loops, and floor-level decision
making. ™ While the performance gap between
the companies hasrecentlyclosed (dueinparttoa
worrisome decline in Toyota’s once-vaunted
quality control), researchers and business leaders
creditthe different evaluation and measurement
processes for Toyota’s consistently better
outcomesinearlieryears.

A robustlearningand evaluation processiseven
more critical incommunity-wide change efforts.
Unlike the relatively routinized nature of an
automotive production line, social innovators are
tryingto change the dynamicand complex systems
that underlie social problems. They want
measurement systemsthat (a) provide real-time
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feedback on the multiple outcomes expressedin
theirtheory of change or strategy; (b) are
manageable; (c) have robust processesforsense-
making and decision-making; and (d) can co-evolve
with theirever-changing strategies. Cl participants
are known sometimesto rush rightinto shared
measurement with the question, “What should
and could we measure together?” Unfortunately,
withoutfirst havinglaid the foundations for
strategiclearning, they find themselves wrapped
up in messy, frustrating, tail-chasing processes
with slim prospects for producing useful data.

The experiences of the many 10-year plansto end
community homelessnessillustrate the point.
These initiatives are able to employ relatively
sophisticated homelessness management
information systems (HMIS). Thisisdueinpartto a
well-developed “Housing First” philosophy that
identifies the key outcomes whose measurement
deserves extraattention. Most of the groups have
alsodeveloped good processes for using the data
to inform decisions about their overall strategy.
Notonly have these resulted in adaptations to the
Housing First model, they have prompted many to
recognize theirneedto develop entirely new
modelsforthe prevention of homelessness.
Community-based initiatives to end homelessness
are exemplarsinstrategiclearning and data use.

A formal shiftto a strategiclearningapproach,
whichincludes shared measurementasa
component ratherthana central feature of the
process, should be straightforward. It willappeal
to more experienced community builders to know
that measures are only part of learning. Italso will
be welcomed by evaluators who wantto build
measures foroutcomes that matter— social
innovators will use the feedback, ratherthan
consignitto the shelf.

Happily, much of the groundwork foradoptinga
strategiclearningstance in Clinitiatives has
already been laid. The Atlantic Philanthropies and
the Centerfor Evaluation Innovation, the pioneers
of the approach, feature multiple tools and
examplesontheirwebsites. FSGhas produceda
comprehensive, easy-to-use, and solid resource on
building strategiclearning systems. The next
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generation of Cl practitioners would dowellto
adoptand adapt these frameworks.

FROM MUTUALLY REINFORCING ACTIVITIES TO
A FOCUS ON HIGH-LEVERAGE AND
LOOSE/TIGHT WORKING RELATIONSHIPS

Of the five conditions, “mutually reinforcing
activities” is ourfavourite. It so elegantlycaptures
the need of Cl to add up to more than the sum of
its parts.

Yet, as elegantasit is, the focus on mutually
reinforcing activities has two limitations. The first
isthat it may unintentionallyencourage Cl
participantstofocus on areas that offer great
opportunities for cooperation ratherthanthe
greatest opportunities forresults. Thisis nicely
captured by two practitioners, Peter Boumgarden
and John Branch. Intheirarticle, “Collective Impact
or Collective Blindness,” they remark:

“While we do not doubt the benefits of
collaboration, we argue that ‘collective
impact’ overand above competition often
resultsin coordinated but misdirected
effort.” xwi

Cl participants must see beyond collaboration and
instead focus on strategies thatfocus on “high
leverage” opportunities for change. They must
committo a systemicreading of the complex
systems they are trying to change, and to makinga
realisticassessment of where local actors have the
knowledge, networks, and resources to make a
difference. i Finding this “sweet spot” where
these twointersectis noteasy.

Justask the thousands of Cl participants working
hard to replace fragmented programs for
vulnerable families with more holistic,
coordinated, and accessible services. The two most
typical strategies, co-locating of services and case
management methods, offer excellent prospects
for cooperation:they are relativelyeasy to
implement and “don’trequire co-locators to give
up funds, authority or turf”. ®* It turns out that
theyare alsolow leverage: whilefamilies benefit
from havingservicesin one place and an advocate
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willingto help them navigatethem, the majority of
programs still operate with inflexible eligibility
criteria, offer cookie-cutter supports, and are so
poorly coordinated thataccessingthemisa full-
time job. With few exceptions, these strategies
have not resulted in better outcomes for struggling
families. The higherleverage strategyis for policy
makers and funders to decentralize responsibility
for program designto regional and local
organizations and hold them accountable for
broad —rather than discrete —outcomes. While
these measures are more far more likely tolead to
comprehensive, flexible, and quality services, along
with betterresults forfamilies, theyconsistently
meetwith resistance from people within the
systems because they are messy and require shifts
in powerand resources. **

The second limitation of astrongemphasis on
mutually reinforcing activitiesisthatitseemsto
exclude the periodicnecessity to allow participants
to pursue independent—even competing —
pathwaysto a commongoal. In the case of
Tillamook County, Oregon, for example, health
organizations, education groups, and faith-based
organizations settled onacommon aspirationto
eliminateteen pregnancy. But they could not
agree on a common strategy. As a result, each
pursuedits own unique path. Publichealth
advocates promoted safe sex. Educators focused
on increasingliteracy on sexuality. Faith-based
organizations preached abstinence. The
cumulative result of their effortswasa 75 percent
reductioninteen pregnancyin 10 years. * Why?
Because different strategies triggered different
outcomesfordifferent groups of vulnerable
familiesandteens.

Pursuing different pathways is particularly
productive whensocial innovators are unclear
aboutthe nature of the problemtheyare tryingto
address. Inthese situations, it makes good sense
for people tofanoutand try differentapproaches.
In the case of Opportunities 2000, a pioneeringCl
efforttoreduce Waterloo Region’s poverty levels
to the lowestin Canada, non-profit organizations
workedtogethertoadvocate the creationofa
fundto investininnovative waystoreduce
poverty. They then applied to access the fund
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through competitive bidding, with many non-
profits participatingin multiple proposals. This not
onlyresultedinarange of innovative responses,
including Canada’s first head-hunting service for
working poorimmigrants and the country’s first
Individual Development Accounts, butalsoan
increase inthe monthlyincome of nearly 1,600
low-income families.

The late Brenda Zimmerman, aworld experton
managing complex systems, concluded that one of
the key attributes of successful social innovators
was theirability to know when and how to “mix
cooperation with competition.” *i This fliesin the
face of conventional wisdom, which suggests that
collaborationisalways the bestresponse. Soit
may well be that conventional wisdomisabarrier
to whatappearsto be a critical condition of
Collectivelmpact 3.0: a focus on high-leverage
strategies, and permission to participants that they
work as loosely or as tightly as the situation
requires.

FROM BACKBONE SUPPORT TO A CONTAINER
FOR CHANGE

Backbone support, Cl’s fifth condition, was warmly
received by veteran community builders and
changemakers.

“Creatingand managing collective impact
requires aseparate organization and staff
with a very specificset of skillstoserve as
the backbone forthe entire initiative.
Coordination takestime, and none of the
participating organizations has any to spare.
The expectation that collaboration can occur
without a supportinginfrastructure is one of
the most frequent reasons why it fails.” v

This simple statement reaffirms what community
builders have been saying since the 1960s: work on
community change across organizational and
sectoral boundaries must be placed firmlyinthe
centre —rather than on the side — of participants’
desks. It warrants an investment of extra resources
inan intermediary or coordinating body whosejob
itisto see to the day-to-day work of collaboration.
Even Cl’s outspoken critics acknowledge how the
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framework has encouraged practitionersand
funderstoinvestgreatertime, energy, and
financial resourcesinto ensuring this supportisin
place. ™

The renewed emphasis on backbone support has
alsoledto a much betterunderstanding of the
infrastructure required forcommunity change. This
includesan elaboration of the various roles that
the backbone group can play (e.g., guidingthe
creation of a vision and strategy, mobilizing
funding, and advancing policy) as well as the
governance structures, funding models, and
leadership styles required to support them. ¥V
These insights represent significant steps forward
in practice infive shortyears.

PLENTY OF MISTAKES, TOO

Cl practitioners have made plenty of mistakes in our
newfound exuberance for backbone supports.

In many instances, people have been confused by
what backbone support involves. It simply means to
appoint one or more organizations to fulfill various
essential functions, sometimes with extra financial
resources. Instead, the term has been taken for a
recommendation to create specialized organizations
from scratch. This may lead to investing substantial
time and energy in creating and managing a new
legal body. It also increases the risk that leading
organizations feel less ownership and responsibility
for the change effort. They let the “the new
organization” run the show.

In other cases, well-meaning Cl leaders working on
different challenges (including poverty, homelessness
and early childhood development) have created their
own boutique backbone groups. This has spread thin
what few human and financial resources are
available for backbone work. It has also served to
strengthen silos and impede joint action across the
boundaries of such artificial domains.

Tamarack staff will explore these — and other —
missteps in backbone practices in a future article on
Cl 3.0.

While these capture the “outergame” of change,
the next generation of Cl practitioners needs to
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turn its attentionto creatinga “strong container”
to assist Cl participants with the inner game of
personal change. Putsimply, astrong containeris
where social innovators can:

“... transform theirunderstandings [of the
systemthey are tryingto change], the
relationships [with othersinthe systems]
and theirintentions [to act]. The boundaries
of this containerare setso that the
participants feel enough protection and
safety, aswell asenough pressure and
friction, tobe able to do theirchallenging
WO rk." XXXVii

Buildingastrong containerrequires paying
attention toa variety of dimensions of backbone
stewardship. Some of the more importantones are
the following:

e The mobilization of adiverse group of
funders, backbone sponsors, and
stewardship arrangements that
demonstrate cross-sectoral leadership
on theissue.

e Thefacilitation of the participants’ inner
journey of change, including the
discovery and letting go of theirown
mental models and cultural/emotional
biases, required forthemtobe opento
fundamentally new ways of doing things.

e Processestocultivate trustand empathy
amongst participants so they can freely
share perspectives, engage infierce
conversations, and navigate differences
inpower.

e Usingthe manydilemmasand paradoxes
of community change —such as the need
to achieve short-term wins while
involvedinthe longer-term work of
system change —as creative tensions to
drive people toseek new approachesto
vexing challenges without overwhelming
them.

-10
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e Timelynudgestosustainaprocess of
self-refueling change that can sustain
multiple cycles of learning and periodic
dropsin momentum and morale.

Itis difficultto overestimate the importance of
creatinga containerforchange.Some argue that it
ismore important than “charismaticleadership,
technical expertise, oreven funding.” *ii Others
argue that the critical “soft stuff” is more difficult
to manage than the “hard stuff” of research,
planning, and program design. Peter Senge notes:

You cannot force commitment. Whatyou
can doisnudge a little here, inspire alittle
there, and provide arole model. Your
primary influenceisthe environmentyou
create. X

The Energy Futures Labin Albertademonstrates
the value of creating that kind of environment. It’s
an effortto help actors inthe province’s export-
oriented, oil-and gas-dominated energy sectorto
“accelerate the transition to a carbon-constrained
future” that is economically vibrant, socially
equitable, and environmentally sustainable. The
designteaminvested significanttime and energy
laying the effort’s foundations:

e Aformal commitmentto create a radical
middle positioninthe polarized
mainstream debate overthe energy
system (e.g., “economy versus the
environment,” “resource development
versus community well-being”).

e The creation of a backbone group
comprising five diverse organizations —
an energy company, akey government
department, two well-respected
environmental non-governmental
organizations, and an outstanding
leadership developmentinstitute with
growingexpertise in Aboriginal
leadership.

e Therecruitmentofa “whole system
team” of participantswhoarea
microcosm of the diverse values,
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interests, and perspectives of the energy
system’s current stakeholders,and the
engagement of their organizations,
networks, and the broader public.

Having laid this groundwork, the backbone team
worked diligently to create space for Lab
participantsto learn more about the energy
system, themselves, and other participants. They
carried out “deepinterviews” with Fellows to
surface theirhopes, aspirations, and fears of
energy transition; facilitated structured
conversations aboutsocial and political narratives
that shape people’s perspectives on tough issues
and how to empathize with alternative viewpoints;
sponsored learning journeys to explore different
parts of the energy system fromaworm’s-eye
view, and systems-mapping sessions to look at the
same systems from a bird’s-eyeview; and
facilitated methods fordialoguethat allowed
people to have unspeakable conversations (e.g.,
can Albertans really maintain this standard of living
ina carbon constrained future?).*

The commitmentto buildingastrong containerhas
paid off. The participants signed theirnamesto an
op-ed piece inamajor newspaperthatadvocated
cross-sectoral leadership to shape —ratherthan
endure —the energy transition already in progress.
They crafted a vision document with 11 “pathways
to energy systeminnovation” that theyintendto
upgrade once it has beentested with scores of
networks and organizations across the province.
There are nearlyadozenteamsdeveloping
prototypestotest breakthrough technologies,
policies, and business models that comprise the
Lab’s portfolio of promisinginitiatives. As one
veteran of sustainability activism commented:
“The commitmentand the progress of thisdiverse
group have been simply remarkable.” ¥

Bill O’Brien, awell-regarded business leader,
noted: “The success of an intervention depends on
the inner conditions of the intervenor.” ¥i In the
same vein, the success of the next generation of Cl
initiatives depends on the ability of backbone
teamsto create the strong containers for change
that support participants to digdeep when tackling
stubbornsocial challenges.
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CONCLUSION

The jury isstill out on the ability of Cl efforts to
generate deep, wide, and sustained impacton
tough societal challenges. Intheirstudy of 20 years
of comprehensive community initiatives, the top-
drawerresearchers of the Aspen Institute’s
Roundtable on Community Change concluded that
while there have been animpressive number of
successful changesin policy and system changes,
alongwithinnovative programs, “fewif any
[initiatives] were ableto demonstrate widespread
changesinchild and family well-being or
reductionsinthe neighbourhood poverty rate.” *ii

The Cl framework has breathed new lifeinto the
weary efforts of many long-standing community
change initiatives. It has also dramatically
increased the numberof new and aspiring
changemakers. Forall that, the exemplary stories
of impact (like Medicine Hat’s successin
eliminating homelessness, orthe slow but steady
improvement of academicoutcomesinthe
environs of Cincinnati) are still the exception
rather thantherule.

The success of this next generation of community
change efforts depends, in part, on the willingness
of Cl participants not to settle for marginal
improvements to the original version of the Cl
framework. Instead, they must take onthe
challenge to continually upgrade the approach
based on ongoinglearning of whatittakesto
transform communities. The Clapproachis —and
always will be —unfinished business.

In thisarticle, we’ve laid out what we feel are
foundational elements of a Cl 3.0 framework. Our
core argumentisthat Cl efforts are more likely to
be effective when their participants operatefroma
movement-building paradigm. Itisimpossible fora
leadership table compromised of 20to 40 leaders
—no matter how committed andinfluential —to
tackle issues and make deep and durable change
on theirown. Itrequires the engagement,
commitment, and investment of an entire
community striving to be the bestit can be and
willing to make whatever changes to community
systems—and its own behaviours —that are
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necessary to build safe, prosperous, inclusive, and
sustainable communities.

Thisis only the beginning. In subsequentarticles
we planto weighinonother elements of the
approach, namely:

e PreconditionsforCl

e PhasesofCl

e Principlesof practice forCl

e Aselectionof key practices (e.g.
governance, shared measurement).

We encourage othersto do the same. While there
isno sure-fire recipeforcommunity change, there
are patterns of effectiveideas and practices that
can improve the probabilities of success. Inaworld
that seemsabit more fragile, disruptive, and
anxiousthan normal, we need all handson deck to
uncover, frame, and share those patterns. It'll
make it easierto create newspaper headlines like
those now appearinginthe local papers of
Medicine Hat.
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Collective Impact Principles of Practice

We have been inspired watching the field of collective impact progress over the past five years, as thousands of
practitioners, funders, and policymakers around the world employ the approach to help solve complex social
problems at a large scale. The field’s understanding of what it takes to put the collective impact approach into
practice continues to evolve through the contributions of many who are undertaking the deep work of
collaborative social change, and their successes build on decades of work around effective cross-sector
collaboration. Accomplished practitioners of collective impact continue to affirm the critical importance of
achieving population-level change in the five conditions of collective impact that John Kania and Mark Kramer
originally identified in the Stanford Social Innovation Review in winter 2011. (For an explanation of the conditions,
see the end of this document.) Many practitioners tell us that the framework developed in the original article has
helped to provide the field with a shared definition and useful language to describe core elements of a rigorous
and disciplined, yet flexible and organic, approach to addressing complex problems at scale.

Successful collective impact practitioners also observe, however, that while the five conditions Kania and Kramer
initially identified are necessary, they are not sufficient to achieve impact at the population level. Informed by
lessons shared among those who are implementing the approach in the field, this document outlines additional
principles of practice that we believe can guide practitioners about how to successfully put collective impact
into action. While many of these principles are not unique to collective impact, we have seen that the
combination of the five conditions and these practices contributes to meaningful population-level change. We
hope that these principles help funders, practitioners, and policymakers consider what it takes to apply the
collective impact approach, and that they will bolster existing efforts to overcome challenges and roadblocks in
their work. We also hope these principles can help guide those who aspire toward collective impact, but may not
yet be implementing the approach fully, to identify possible changes that might increase their odds of success. As
we continue to apply the conditions and principles of collective impact, we fully expect that, over time, our shared
understanding of what constitutes good practice will evolve further.

1. Design and implement the initiative with a priority placed on equity. For collective impact initiatives to
achieve sustainable improvements in communities, it is critical that these initiatives address the systemic
structures and practices that create barriers to equitable outcomes for all populations, particularly along
the lines of race and class. To that end, collective impact initiatives must be intentional in their design
from the very outset to ensure that an equity lens is prominent throughout their governance, planning,
implementation, and evaluation. In designing and implementing collective impact with a focus on equity,
practitioners must disaggregate data and develop strategies that focus on improving outcomes for
affected populations.

2. Include community members in the collaborative. Members of the community—those whose lives are
most directly and deeply affected by the problem addressed by the initiative—must be meaningfully
engaged in the initiative’s governance, planning, implementation, and evaluation. Community members



can bring crucial (and sometimes overlooked) perspectives to governance bodies and decision-making
tables, can contribute to refining the collective impact initiative’s evolving goals, strategies, and
indicators, can help co-create and implement solutions that are rooted in lived experience and have the
potential for significant uptake, can participate in building communities’ capacity to lead and sustain
change, and can participate in data interpretation and continuous learning processes. Sometimes,
decision-makers or other stakeholders may inadvertently face power dynamics or other structural barriers
that can hinder particular partners from participating candidly and fully; true inclusion requires
intentional examination of group needs and processes to ensure that all stakeholders have full
opportunity to contribute to the process. Engaging community in these ways helps collective impact
efforts address the issues most important to those most directly affected, builds capacity and enables
community participation in and ownership of solutions, and helps embed the work in the community so
that it will be more effective and sustainable.

Recruit and co-create with cross-sector partners. Collective impact collaboratives are created by and
composed of actors from across sectors and parts of the community, including nonprofits, government,
private sector, philanthropy, and residents. While not all initiatives will engage all sectors actively at the
same time, collaboratives made up of only one or two types of actors (e.g., all nonprofits, all funders) do
not have the diversity of actors required to create the systems-level view that contributes to a robust
collective impact initiative. These cross-sector partners, who all have a role to play in the solution, share
in co-creating the common agenda, identifying shared measures, and implementing the work required to
achieve the effort’s goals.

Use data to continuously learn, adapt, and improve. Collective impact is not a solution, but rather a
collaborative problem-solving process. This process requires partners to remain aware of changes in
context, to collect and learn from data, to openly share information and observations with others, and to
adapt their strategies quickly in response to an evolving environment. To accomplish this, initiatives
should have clear learning priorities, build strong structures and processes for learning, and create a
learning culture that enables the group to use meaningful, credible, and useful qualitative and
guantitative data for continuous learning and strategic refinement. Many initiatives find it valuable to use
a disciplined and formalized process to guide their use of data.

Cultivate leaders with unique system leadership skills. For collective impact initiatives to achieve
transformational change, leaders must possess strong facilitation, management, and convening skills.
They must be able to create a holding space for people to come together and work out their disparate
viewpoints, they must possess the capacity to foster shared meaning and shared aspirations among
participants, they must be able to help participants understand the complexity and non-linearity of
system-level change, they must be dedicated to the health of the whole and willing to change their own
organizations in service of the group’s agenda, and they must be adept at building relationships and trust
among collaborators. These system leadership skills are essential for the backbone, and also other leaders
in the collaborative such as steering committee members, community leaders, and action team leaders.



6. Focus on program and system strategies. The mutually reinforcing activities that the initiative takes on to
achieve its goals should focus on collective program and system change strategies rather than individual
programs or organizations. System strategies include strategies that increase communication and
coordination across organizations, change the practices and behavior of professionals and beneficiaries,
shift social and cultural norms, improve services system wide (by spreading techniques that already work
within the community across organizations, or by bringing a new evidence-based practice into the
community), and change policies.

7. Build a culture that fosters relationships, trust, and respect across participants. Collective impact
partnerships require participants to come to a common understanding of the problem and shared goals,
to work together and align work in new ways, and to learn from each other. Authentic interpersonal
relationships, trust, respect, and inclusion are key elements of the culture that is required for this difficult
work to occur. The backbone and other initiative leaders must be proactive in their efforts to create this
culture.

8. Customize for local context. While the five conditions are consistent across collective impact initiatives,
and initiatives benefit a great deal by learning from each other, customizing the initiative for the local
context is essential. Initiatives can do their best work when they deeply understand the problem they are
trying to solve locally—both from the data and input from the community and from understanding the
existing work and coalitions that may be working on similar issues. Customizing the work to fit the local
community context enables the coalition to honor, build on, and/or align with existing work and pursue
system and program strategies that are most relevant to local needs.

These principles of practice were identified based on the work of the field of practitioners by the Collective Impact
Forum in partnership with the Aspen Institute Forum for Community Solutions, FSG, the Forum for Youth
Investment, Grantmakers for Effective Organizations, Living Cities, PolicyLink, the Tamarack Institute, and United
Way Worldwide.

Five Conditions of Collective Impact

While our understanding of how to put collective impact into practice has deepened and expanded, the five
conditions outlined in the original article Collective Impact remain the core of the approach.

e Common Agenda: All participants have a shared vision for change that includes a common understanding
of the problem and a joint approach to solving the problem through agreed-upon actions.

e Shared Measurement: Agreement on the ways success will be measured and reported, with a short list of
common indicators identified and used across all participating organizations for learning and
improvement.

e Mutually Reinforcing Activities: Engagement of a diverse set of stakeholders, typically across sectors,
coordinating a set of differentiated activities through a mutually reinforcing plan of action.



Continuous Communication: Frequent and structured open communication across the many players to
build trust, assure mutual objectives, and create common motivation.

Backbone Support: Ongoing support by independent, funded staff dedicated to the initiative, including
guiding the initiative’s vision and strategy, supporting aligned activities, establishing shared measurement
practices, building public will, advancing policy, and mobilizing funding. Backbone staff can all sit within a
single organization, or they can have different roles housed in multiple organizations.
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Collective impact efforts are upending conventional wisdom about the manner in

which we achieve social progress.

rganizations around the

world have begun to see col-

lective impact as a new and

more effective process for
social change. They have grasped the
difference our past articles emphasized
between the isolated impact of working
for change through a single organization
versus a highly structured cross-sector
coalition.! Yet, even as practitioners work
toward the five conditions of collective
impact we described earlier, many par-
ticipants are becoming frustrated in their
efforts to move the needle on their chosen
issues. (See “The Five Conditions of Col-
lective Impact” to right.)

Collective impact poses many chal-
lenges, of course: the difficulty of bring-
ing together people who have never col-
laborated before, the competition and
mistrust among funders and grantees,
the struggle of agreeing on shared met-
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rics, the risk of multiple self-anointed
backbone organizations, and the peren-
nial obstacles of local politics. We believe,
however, that the greatest obstacle to
success is that practitioners embark on
the collective impact process expecting
the wrong kind of solutions.

The solutions we have come to expect
in the social sector often involve discrete
programs that address a social problem
through a carefully worked out theory of
change, relying on incremental resources
from funders, and ideally supported by
an evaluation that attributes to the pro-
gram the impact achieved. Once proven,

these solutions can scale up by spreading
to other organizations.

The problem is that such predeter-
mined solutions rarely work under condi-
tions of complexity—conditions that ap-
ply to most major social problems—when
the unpredictable interactions of multiple
players determine the outcomes. And
even when successful interventions are
found, adoption spreads very gradually,
if it spreads at all.

Collective impact works differently.
The process and results of collective
impact are emergent rather than prede-
termined, the necessary resources and

The Five Conditions of Collective Impact

Common Agenda

Shared Measurement

Mutually Reinforcing
Activities

Continuous Communi-
cation

Backhone Support
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All participants have a shared vision for change including a
common understanding of the problem and a joint approach to
solving it through agreed upon actions.

Collecting data and measuring results consistently across all
participants ensures efforts remain aligned and participants hold
each other accountable.

Participant activities must be differentiated while still being
coordinated through a mutually reinforcing plan of action.

Consistent and open communication is needed across the
many players to build trust, assure mutual objectives, and create
common motivation.

Creating and managing collective impact requires a separate
organization(s) with staff and a specific set of skills to serve as
the backbone for the entire initiative and coordinate participat-
ing organizations and agencies.
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innovations often already exist but have
not yet been recognized, learning is con-
tinuous, and adoption happens simultane-
ously among many different organizations.

In other words, collective impact is
not merely a new process that supports
the same social sector solutions but an
entirely different model of social prog-
ress. The power of collective impact lies
in the heightened vigilance that comes
from multiple organizations looking for
resources and innovations through the
same lens, the rapid learning that comes
from continuous feedback loops, and the
immediacy of action that comes from
a unified and simultaneous response
among all participants.

Under conditions of complexity, prede-
termined solutions can neither be reliably
ascertained nor implemented. Instead,
the rules of interaction that govern collec-
tive impact lead to changes in individual
and organizational behavior that create
an ongoing progression of alignment,
discovery, learning, and emergence. In
many instances, this progression greatly
accelerates social change without requir-
ing breakthrough innovations or vastly
increased funding. Previously unnoticed
solutions and resources from inside or
outside the community are identified and
adopted. Existing organizations find new
ways of working together that produce
better outcomes.

Leaders of successful collective im-
pact initiatives have come to recognize
and accept this continual unfolding of
newly identified opportunities for greater
impact, along with the setbacks that in-
evitably accompany any process of trial
and error, as the powerful but unpredict-
able way that collective impact works.
They have embraced a new way of seeing,
learning, and doing that marries emer-
gent solutions with intentional outcomes.

COMPLEXITY AND EMERGENCE
It would be hard to deny that most large-
scale social problems are complex. Issues

such as poverty, health, education, and
the environment, to name just a few, in-
volve many different interdependent
actors and factors. There is no single
solution to these problems, and evenifa
solution were known, no one individual
or organization is in a position to compel
all the players involved to adopt it. Im-
portant variables that influence the out-
come are not and often cannot be known
or predicted in advance.? Under these
conditions of complexity, predetermined
solutions rarely succeed.
Predetermined solutions work best
when technical expertise is required,
the consequences of actions are predict-
able, the material factors are known in
advance, and a central authority is in a

as the outcome of elections—cannot be
known in advance. Furthermore, any solu-
tion requires the participation of countless
government, private sector, and nonproﬁt
organizations, as well as a multitude of in-
dividual citizens. In these circumstances,
emergent solutions will be more likely to
succeed than predetermined ones.
Taken from the field of complexity sci-
ence, “emergence” is a term that is used
to describe events that are unpredictable,
which seem to result from the interac-
tions between elements, and which no
one organization or individual can con-
trol. The process of evolution exemplifies
emergence. As one animal successfully
adapts to its environment, others mutate
in ways that overcome the advantages

Leaders of succesful collective impact
initiatives have embraced a new way of seeing,
learning, and doing that marries emergent
solutions with intentional outcomes.

position to ensure that all necessary ac-
tions are taken by the appropriate par-
ties. Administering the right medicine
to a patient, for example, generally gives
predetermined results: the medicine has
been proven to work, the benefits are
predictable, the disease is well under-
stood, and the doctor can administer
the treatment. Much of the work of the
nonprofit and public sectors is driven by
the attempt to identify such predeter-
mined solutions. In part, this is due to
the expectations of funders and legisla-
tors who understandably want to know
what their money will buy and predict
how the discrete projects they fund will
lead to the impacts they seek.

Unlike curing a patient, problems such
as reforming the US health care system
cannot be accomplished through prede-
termined solutions. No proven solution
exists, the consequences of actions are
unpredictable, and many variables—such
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the first animal has developed. There is
no ultimate “solution” beyond the pro-
cess of continual adaptation within an
ever-changing environment.

To say that a solution is emergent, how-
ever, is not to abandon all plans and struc-
tures.® Rather than deriving outcomes by
rigid adherence to preconceived strategies,
a key tenet of addressing complex prob-
lems is to focus on creating effective rules
for interaction. These rules ensure align-
ment among participants that increases
the likelihood of emergent solutions lead-
ing to the intended goal. Consider, for
example, how flocks of birds are able to
demonstrate such amazing coordination
and alignment, with thousands of inde-
pendent bodies that move as one, react-
ing together in nanoseconds to changes
in geography, topography, wind currents,
and potential predators.* Scientists have
discovered that just three simple rules
govern their interaction: maintain a mini-
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mum distance from your neighbor; fly at
the same speed as your neighbor; and
always turn towards the center. All three
rules are essential for flocking. When they
are in place, it is as if all birds collectively
“see” what each bird sees and “respond” as
each bird responds.®
The five conditions for collective
impact similarly serve as rules for in-
teraction that lead to synchronized and
emergent results. A common agenda,
if authentic, creates intentionality and
enables all participating organizations
to “see” solutions and resources through
similar eyes. Shared measurement, mutu-
ally reinforcing activities, and continuous
communication enable participants to
learn and react consistently with the com-
mon agenda to emerging problems and
opportunities. Meanwhile, the backbone
organization supports fidelity by the
various cross-sector players to both the
common agenda and rules for interaction.
When properly put into motion, the
process of collective impact generates
emergent solutions toward the intended
outcomes under continually changing
circumstances. As with evolution, this
process isitself the solution. And, as with
aflock of birds, effective collective impact
efforts experience a heightened level of
vigilance that enables participants to col-
lectively see and respond to opportunities
that would otherwise have been missed.

COLLECTIVE VIGILANCE
Itis commonplace to bemoan the insuffi-
ciency of resources and solutions needed
to address the world’s most challenging
problems. As successful collective impact
efforts around the world are discovering,
however, the problem is not necessarily
alack of resources and solutions, but our
inability to accurately see the resources
and solutions that best fit our situation.
When each organization views the
availability of resources and the range
of solutions through the lens of its own
particular agenda, the resulting kaleido-

scope conceals many opportunities. Col-
lective impact efforts, however, sharpen

a community’s collective vision. Having

a shared understanding of the problem

and an appropriately framed common

agenda increases the likelihood that com-
munities will see relevant opportunities

as they emerge. The novelty of working

with people from different sectors brings

a fresh perspective that encourages cre-
ativity and intensifies effort. This, in turn,
can motivate more generous support

from both participants and outsiders. The

rules for interaction from collective im-
pact create an alignment within complex

relationships and sets of activities which,
when combined with shared intentional-
ity, causes previously invisible solutions

and resources to emerge.

In 2008, for example, the city of Mem-
phis, Tenn., and Shelby County initiated
a multi-pronged collective impact initia-
tive called Memphis Fast Forward that
includes a focus on improving public
safety called Operation: Safe Community.
After three years, cross-sector stakehold-
ers looked at data regarding progress in
public safety and concluded they were
making good headway on two of three
priority thrusts: policing and prosecution.
Unfortunately, they saw little progress in
the third area of violence prevention. The
parties agreed to double down their ef-
forts and re-tool the plan for prevention.
Three months later, the U.S. Department
of Justice announced the formation of the
National Forum on Youth Violence Pre-
vention, with federal support available
to communities aspiring to higher levels
of performance in prevention activities.
Memphis Fast Forward quickly jumped
into action and, three months later, was
one of six communities nationwide to be
selected for funding.

The leaders of Memphis Fast Forward
could not have anticipated and planned
for the new resources that came from the
Department of Justice. Had the partici-
pating organizations been acting in iso-
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lation, they most likely would not have
been aware of the new program, and even
if one or two solitary nonprofits knew of
the potential funding, it is unlikely that
they could have mobilized a sufficient
community-wide effort in time to win the
grant. Collective impact enabled them to
see and obtain existing resources that
they otherwise would have missed.

The vigilance inspired by collective
impact can lead to emergent solutions
as well as resources. In 2003, stakehold-
ers in Franklin County, a rural county in
western Massachusetts, initiated an ef-
fort called Communities that Care that fo-
cused on reducing teen substance abuse
by 50 percent. A key goal in the common
agenda was to improve the attitudes and
practices of families. The initial plan was
to “train the trainers” by working with a
cadre of parents to learn and then teach
other parents. Unfortunately, in 2006 and
2009, the data showed no improvement
in parental behaviors.

The initiative then decided to try some-
thing new: a public will-building cam-
paign designed to reach all parents of 7th
through 12th grade students. The initiative
worked with schools to send postcards
home, and with businesses to get mes-
sages on pizza boxes, grocery bags, paper
napkins, in fortune cookies, in windows,
on banners, on billboards, and on the ra-
dio. The initiative had also come across
an outside research study showing that
children who have regular family dinners
are at lower risk for substance use, so they
included that message as well.

Leaders of the effort were paying
close attention to the campaign to de-
termine which messages had any im-
pact. Through surveys and focus groups
the initiative discovered that the family
dinner message resonated strongly with
local parents, in part because it built on
momentum from the local food move-
ment, the childhood anti-obesity move-
ment, and even the poor economy that
encouraged families to save money by
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eating at home. Armed with this evidence,
the initiative went further, capitalizing

on national Family Day to get free ma-
terials and press coverage to promote

the family dinner message. As a result,
the percentage of youth having dinner
with their families increased 11 percent

and, for the first time since the effort was

initiated seven years earlier, Franklin

County saw significant improvements

in key parental risk factors.®

The Franklin County example demon-
strates how collective impact marries the
power of intentionality with the unpredict-
ability of emergence in a way that enables
communities to identify and capitalize on
impactful new solutions. In this case, the
failure to make progress against an in-
tended goal prompted both a new strategy
(switching from parental train-the-trainer
groups to a public awareness campaign)
and a search outside the community for
new evidence based practices (family din-
ners) that supported their goal of reducing
parental risk factors. This clarity of vision
also enabled the initiative to capitalize on
unrelated and unanticipated trends in food,
obesity, and the economy that emerged
during the course of the work and ampli-
fied their message.

Inboth of these examples, the ongoing
vigilance of multiple organizations with
a shared intention, operating under the
rules for interaction of the collective im-
pact structure, empowered all stakehold-
ers together—flexibly and quickly—to see
and act on emerging opportunities. The
intentions never changed, but the plans
did. And in both cases, the resources and
solutions that proved most helpful might
have been overlooked as irrelevant had
the stakeholders adhered to their origi-
nal plans.

It may seem that these two examples
were just “lucky” in coming upon the re-
sources and solutions they needed. But we
have seen many such collective impact ef-
forts in which the consistent unfolding of
unforeseen opportunities is precisely what

drives social impact. This is the solution
that collective impact offers.

COLLECTIVE LEARNING

The leaders of both the Memphis and
Franklin County collective impact initia-
tives learned that they were not making
progress on one dimension of their strat-
egies. Of course, nonprofits and funders
learn that they have unsuccessful strate-
gies all the time. What was different in
these casesis that the rules for interaction
established by collective impact created a
continuous feedback loop that led to the
collective identification and adoption of
new resources and solutions.

Continuous feedback depends on a vi-
sion of evaluation that is fundamentally
different than the episodic evaluation that
is the norm today in the nonprofit sector.
Episodic evaluation is usually retrospec-
tive and intended to assess the impact of
a discrete initiative. One alternative ap-
proach is known as “developmental evalu-
ation,”” and it is particularly well suited to
dealing with complexity and emergence.?

Developmental evaluation focuses
on the relationships between people and
organizations over time, and the prob-
lems or solutions that arise from those
relationships. Rather than render defini-
tive judgments of success or failure, the
goal of developmental evaluation is to
provide an on-going feedback loop for
decision making by uncovering newly
changing relationships and conditions
that affect potential solutions and re-
sources. This often requires reports on
a weekly or biweekly basis compared to
the more usual annual or semi-annual
evaluation timeline.

The Vibrant Communities poverty re-
duction initiative in Canada has success-
fully employed developmental evaluation
within their collective impact efforts to
help identify emergent solutions and re-
sources. Facilitated by the Tamarack Insti-
tute, which serves as a national backbone
to this multi-community effort, Vibrant
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Communities began 11 years ago with
a traditional approach to accounting for
results based on developing a logic model
and predetermined theory of change
against which they would measure prog-
ress. They quickly discovered that very
few groups could develop an authentic
and robust theory of change in a reason-
able period of time. Often the logic model
became an empty exercise that did not
fully reflect the complex interactions un-
derlying change. Tamarack then shifted
to a more flexible model that embodied
the principles of developmental evalu-
ation. They began to revise their goals
and strategies continuously in response
to an ongoing analysis of the changes
in key indicators of progress, as well as
changes in the broader environment, the
systems of interaction, and the capacities
of participants. Although it sounds compli-
cated, such a process can be surprisingly
straightforward. The Vibrant Communi-
ties initiative in Hamilton, Ontario, for
example, developed a simple two-page
weekly “outcomes diary” to track changes
inimpact on individuals, working relation-
ships within the community, and system
level policy changes.

Vibrant Communities’ rapid feedback
loops and openness to unanticipated
changes that would have fallen outside a
predetermined logic model enabled them
to identify patterns as they emerged, pin-
pointing new sources of energy and op-
portunity that helped to generate quick
wins and build greater momentum. This
approach has provided critical insights—
for individual communities and the ini-
tiative as a whole—into how interlock-
ing strategies and systems combine to
advance or impede progress against a
problem as complex as poverty reduction.

We have earlier emphasized the im-
portance of shared measurement sys-
tems in collective impact efforts, and
they are indeed essential for marking
milestones of progress over time. Be-
cause most shared measurement systems
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focus primarily on tracking longitudi-
nal quantitative indicators of success,
however, the systems are not typically
designed to capture emergent dynam-
ics within the collective impact effort—
dynamics which are multi-dimensional
and change in real time. As a result, de-
velopmental evaluation can provide an
important complement to the “what” of
shared measurement systems by provid-
ing the critical “how” and “why.”

In its Postsecondary Success (PSS)
program area, the Bill & Melinda Gates
Foundation is also using developmental
evaluation to better understand emergent
opportunities in the context of complex-
ity. While the PSS is not fully engaging in
collective impact, its Communities Learn-
ing in Partnership (CLIP) is instilled with
the same spirit and many of the requisite
conditions for collective impact. The initia-
tive engages diverse stakeholders, includ-
ing the K-12 educational system, higher
education, the business community, po-
litical, civic, and community leaders, and
social service providers with the goal of
increasing post-secondary completion
rates among low-income young adults.

The general framework for change
for the CLIP work provides guideposts,
but is not overly prescriptive. In seek-

ing to improve post-secondary comple-
tion rates among low-income youth,
grantee communities have been asked
to focus on four broad-based levers for
change: developing partnerships, using
data to inform their strategies, building
commitment among stakeholders, and
tackling policy and practice change.
Yet it is entirely up to the communities,
armed with deep knowledge about their
local context, to make sense of these
four levers and to identify and pursue
emergent opportunities for themselves.

The Gates Foundation has retained the
OMG Center to perform developmental
evaluation to gain greater insight into
emerging solutions and to understand
what it takes for a community to coalesce
around a postsecondary completion goal.
This requires near-constant contact. The
OMG evaluation team speaks with the
technical assistance providers and the
foundation program officer every two
weeks and reviews documents and data
from the grantee sites on a rolling basis.
In most cases, OMG has ready access to
document sharing websites that grantees
have set up to support the partnership.
OMG structures interviews to build off
of previous conversations and produces
a running narrative that documents in
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detail how the work is unfolding. OMG
also connects directly with the grantees
and their partners through interviews
and site visits every three to four months.

Following every major data collec-
tion point, OMG shares a rapid feedback
memo with the site, the technical assis-
tants, and the foundation team contain-
ing their observations and questions for
consideration. OMG shares new analysis
and insights nearly every eight weeks,
and pairs on-going assessments with a
debriefing call or a reflection meeting.
They also hold an annual meeting to
review the program’s theory of change,
enabling the evaluation, foundation, and
technical assistance partners torevise it
as emergent opportunities are identified.

This developmental evaluation has
allowed the Gates Foundation, OMG,
and grantee communities to capture
and synthesize an unprecedented level
of nuance about how change happens in
a particular community—who needs to
drive the agenda, who needs to support
it, how they can get on board, and what
structures are needed to support the ef-
fort. The developmental evaluation has
also helped unearth the habitual and
cultural practices and beliefs that exert
enormous influence on how important or-
ganizations and leaders—such as school
districts, higher education institutions,
and municipal leaders—operate. These
informal systems could have been easily
overlooked in a more traditional forma-
tive evaluation with a more structured
framework of analysis.?

Asvigilant as participating members
of a collective impact initiative may be,
efforts to identify improvements can be
helped by a “second set of eyes” focused
on identifying emergent patterns. In the
case of CLIP, the added vision afforded
through developmental evaluation re-
sulted in significantly improved learn-
ing around opportunities and resources,
leading to important changes in the ac-
tions of key stakeholders.
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COLLECTIVE ACTION
Capturing learnings is one thing, act-
ing on them is another. The traditional
model of social change assumes that each
organization learns its own lessons and
finds its own solutions which are then
diffused over time throughout the sector.
In effective collective impact initiatives,
however, learning happens nearly simul-
taneously among all relevant stakehold-
ers and, as a result, many organizations
develop and respond to new knowledge
atthe same time. This has two important
consequences: first, new solutions are
discovered that bridge the needs of mul-
tiple organizations or are only feasible
when organizations work together, and
second, all participating organizations
adopt the new solution at the same time.
We described the key to this coordinated
response in our previous article, “Chan-
neling Change: Making Collective Im-
pact Work,” published in Stanford Social
Innovation Review in January 2012, as
“cascading levels of linked collaboration.”
This structure is currently being used in
the majority of effective collective impact
efforts we have researched. (See “Cas-
cading Levels of Collaboration” to right.)

When supported by an effective back-
bone and shared measurement system,
the cascading levels of collaboration cre-
ates a high degree of transparency among
all organizations and levels involved in the
work. As the illustration suggests, infor-
mation flows both from the top down and
from the bottom up. Vision and oversight
are centralized through a steering com-
mittee, but also decentralized through
multiple working groups that focus on
different levers for change.

Our research indicates that these work-
ing groups are most successful when they
constitute a representative sample of the
stakeholders. This leads to emergent and
anticipatory problem solving that is rigor-
ous and disciplined and, at the same time,
flexible and organic. Structuring efforts
in this way also increases the odds that a

collective impact initiative will find emer-
gent solutions that simultaneously meet
the needs of all relevant constituents, re-
sulting in a much more effective feedback
loop that enables different organizations
to respond in a coordinated and immedi-
ate way to new information. Similar to the
birds in a flock, all organizations are bet-
ter able to learn what each organization
learns, enabling a more aligned, immedi-
ate, and coordinated response.

Consider Tackling Youth Substance
Abuse (TYSA), a teen substance abuse
prevention initiative in Staten Island, New
York. The overall goal of this collective
impact effort, launched in May of 2011, is
to decrease youth prescription drug and
alcohol abuse in Staten Island, a commu-
nity of nearly 500,000 people. The effort
is coordinated through a steering com-
mittee and one-person backbone organi-
zation. There are four working groups: a
social norms group focused on changing
attitudes and behaviors of youth and par-
ents, a retail and marketplace availability
group focused on policies that limit inap-
propriate purchasing of prescription drugs
and alcohol, a continuum of care group
focused on developing and coordinating
high quality approaches to screening-
referral-treatment-and-recovery, and a
policy and advocacy group focused on
creating a policy platform regarding fac-
ets of teen substance abuse.

Stakeholders in the continuum of care
working group include representatives
from those who treat youth substance
abuse disorders (such as hospitals, and
mental health and substance abuse pro-
viders), those who work with youth who
might have or be at significant risk of
developing a substance abuse disorder
(such as the New York City Department
of Probation and drug treatment court),
those who work on health protocols (such
as the Department of Health) and those
who provide counsel to youth (such as
the YMCA and Department of Education

substance abuse prevention counsel-
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ors). A key finding emerging from this
group’s initial stages of work was that,
among treatment providers on Staten
Island, there was no consistent screening
tool for substance abuse disorders. Fur-
ther investigation yielded the fact that a
number of organizations working with
youth at significant risk of developing a
substance abuse disorder, such as pro-
bation, did not use a screening tool at
all. Remarkably, pediatricians were also
among the population of providers who
had no consistent protocol for substance
abuse screening and referral.

This led the continuum of care work-
group to identify an evidence-based
screening tool approved by the local
and state health agencies that quickly
assesses the severity of adolescent sub-
stance use and identifies the appropriate
level of treatment. The workgroup felt
that this tool, called the CRAFFT, if used
on Staten Island more widely, would lead
to more system wide early intervention
and referrals for assessments and treat-
ment services for youth with substance
use disorders, as well as those at risk of
developing disorders.

At the same time, the social norms
group was looking for a way that coaches,
parents, and other people who came in
contact with youth outside of formalized
systems could better assess substance
abuse. Through the cascading collabora-
tive structure, the backbone organization
and steering committee had a window
into the activity of all work groups, en-
abling each of them to understand the
needs of the others. Although there was a
universal need to improve screening and
referral, the diverse populations required
different approaches. Specifically, youth
counselors in both work groups agreed
that the CRAFFT tool was too techni-
cal for use by non-clinicians. As a result,
TYSA is moving forward by having the
continuum of care workgroup roll out the
use of CRAFFT with all professionals, in-
cluding probation officers, pediatricians,
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adult and family doctors, school counsel-
ors, hospitals and emergency rooms, and
child welfare providers.

Simultaneously, the social norms group
is rolling out an evidence-based training
program that educates coaches, parents,
and other people who are in constant con-
tact with youth in how to recognize the
signs and symptoms of substance abuse
and problem behavior, what questions
to ask when having a conversation with
youth about their drug or alecohol use, and
arms them with the available resources
to refer someone who they feel may be
displaying such behaviors. The solution
reached in this case was not one antici-
pated at the outset by TYSA steering com-
mittee members of the initiative. The rules
for interaction, however, ensured that all
participants were able to see each other’s
needs and act together, simultaneously
agreeing on a pair of emergent solutions
that serves the community far better than
existing approaches implemented by any
one organization or individual.

This process of collective seeing, learn-
ing, and doing is aptly described by noted
author, Atul Gawande, in his book The
Checklist Manifesto. Gawande investigated
how the construction industry deals with
complexity and uncertainty in building
skyscrapers. He was amazed to find that
the software they use does not itself pro-
vide the solution to unexpected problems
that arise during construction. Instead,
the software merely summons the right
people together to collectively solve the
problem. For example, if the problem in-
volves electricity, the software notifies the
electrician; if the problem is in plumbing,
it notifies the plumber; and so on—each
person needed to resolve the problem is
brought together by the software, but the
people themselves figure out the solution.

In his book, Gawande remarks on the
irony that the solution does not come
from the computer or a single person in
authority: “In the face of the unknown—
the always nagging uncertainty about

whether, under complex circumstances,
things will really be OK—the builders
trusted in the power of communica-
tion. They didn’t believe in the wisdom
of the single individual, or even an expe-
rienced engineer. They believed in the
wisdom of making sure that multiple
pairs of eyes were on a problem, and then
letting the watchers decide what to do.”

Although the construction industry’s
approach has not been foolproof, its re-
cord of success in relying on emergent
solutions has been astonishing: building
failures in the United States amount to
only 2 in 10 million. While complex so-
cial and environmental problems are
very different than complex construction
projects, Gawande’s investigation illus-
trates the pragmatic power in relying on
emergent solutions.

WHEN THE PROCESS

BECOMES THE SOLUTION

We have found in both our research and

consulting that those who hope to launch

collective impact efforts often expect that

the process begins by finding solutions

that a collective set of actors can agree

upon. They assume that developing a

common agenda involves gaining broad

agreement at the outset about which pre-
determined solutions to implement. In

fact, developing a common agenda is not

about creating solutions at all, but about

achieving a common understanding of

the problem, agreeing to joint goals to

address the problem, and arriving at com-
mon indicators to which the collective set

of involved actors will hold themselves

accountable in making progress. It is the

process that comes after the development

of the common agenda in which solutions

and resources are uncovered, agreed upon,
and collectively taken up. Those solutions

and resources are quite often not known

in advance. They are typically emergent,
arising over time through collective vigi-
lance, learning, and action that result from

careful structuring of the effort. If the
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structure-specific steps we have discussed
here are thoughtfully implemented, we
believe that there is a high likelihood that
effective solutions will emerge, though the
exact timing and nature cannot be pre-
dicted with any degree of certainty. This,
of course, is a very uncomfortable state of
being for many stakeholders.

And yet staying with this discomfort
brings many rewards. The collective
impact efforts we have researched are
achieving positive and consistent prog-
ress on complex problems at scale, in
most cases without the need to invent
dramatically new practices or find vast
new sources of funding. Instead we are
seeing three types of emergent opportu-
nities repeatedly capitalized on in collec-
tive impact efforts:

m A previously unnoticed evidence-
based practice, movement, or re-
source from outside the community
is identified and applied locally.

m Local individuals or organizations
begin to work together differently
than before and therefore find and
adopt new solutions.

m A successful strategy that is already
working locally, but is not systemat-
ically or broadly practiced, is identi-
fied and spread more widely.*°

In each of these cases, collective vigi-
lance, learning, and action most often un-
covers existing solutions and resources
that have not been previously employed.
In a world where breakthrough innova-
tions are uncommon and resources are
scarce, the opportunity to achieve greater
social progress at a large scale with the
tools already available is well worth the
discomfort of shifting from predeter-
mined to emergent solutions.

Effective collective impact efforts
serve one other important function as
well: providing a unified voice for policy
change. Vibrant Communities reports
that numerous changes in government
policies related to housing, transporta-
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tion, tax policy, child care, food security,
and the like have resulted from the power
of alignment across sectors that results
from the disciplined, yet fluid structuring,
of collective impact efforts. In our own
experience working with the Juvenile
Justice system for the State of New York,
a twelve-month collective impact effort to
establish an initial common agenda was
able to produce clear policy recommen-
dations that have since been signed into
law. As our political system increasingly
responds to isolated special interests, the
power of collective impact to give political
voice to the needs of a community is one
of its most important dimensions.

SHIFTING MINDSETS
To be successful in collective impact ef-
forts we must live with the paradox of
combining intentionality (that comes
with the development of a common
agenda) and emergence (that unfolds
through collective seeing, learning, and
doing). For funders this shift requires a
different model of strategic philanthropy
in which grants support processes to de-
termine common outcomes and rules for
interaction that lead to the development
of emergent solutions, rather than just
funding the solutions themselves. This
also requires funders to support evalu-
ative processes, such as developmental
evaluation, which prioritize open-ended
inquiry into emergent activities, relation-
ships, and solutions, rather than testing
the attribution of predetermined solu-
tions through retrospective evaluations.
Such a shift may seem implausible, yet
some examples exist. We earlier men-
tioned that the Gates Foundation is us-
ing developmental evaluation to support
an effort that provides broad latitude for
grantee communities to identify emer-
gent strategies. The Gates Foundation’s
Pacific Northwest Division has made
a similar shift by supporting the infra-
structure for collective impact education
reform in nine south Seattle communities.

And the Greater Cincinnati Foundation, a

key initial champion of the Strive “cradle

to career” collective impact education ef-
fort in Cincinnati and Northern Kentucky,
is now supporting the development of
shared community outcomes and back-
bone organizations in four additional

program areas: workforce development,
early childhood, community development,
and economic development.

CURIOSITY IS WHAT WE NEED
At its core, collective impact is about
creating and implementing coordinated
strategy among aligned stakeholders.
Many speak of strategy as a journey,
whether referring to an organization, a
career, or even raising a family. But we
need to more fully confront what hap-
pens on the journey. Some days we will
move quickly as planned, other days we
may find our way forward unexpectedly
blocked. We will meet new people and de-
velop new ideas about our purpose, and
even the coordinates of our destination.
Going on ajourney is a complex undertak-
ing. Often, the best course of action is to
make sure we are closely watching what’s
happening at each stage of the way. As
Brazilian author Paulo Coelho remarked
“When you are moving towards an objec-
tive, itis very important to pay attention
to the road. It is the road that teaches us
the best way to get there, and the road en-
riches us as we walk its length.” *
Complexity theorists believe that what
defines successful leaders in situations of
great complexity is not the quality of de-
cisiveness, but the quality of inquiry. As
organizational behavior guru Margaret
Wheatley puts it, “we live in a complex
world, we often don’t know what is going
on, and we won't be able to understand
its complexity unless we spend more
time not knowing... Curiosity is what we
need.”?? Collective impact success favors
those who embrace the uncertainty of
the journey, even as they remain clear
eyed about their destination. If you em-
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bark on the path to collective impact, be
intentional in your efforts and curious in
your convictions. ¢

»

1 John Kania and Mark Kramer, “Collective Impact,
Stanford Social Innovation Review, Winter 2011.
Fay Hanleybrown, John Kania, and Mark Kramer,

“Channeling Change: Making Collective Impact
Work,” Stanford Social Innovation Review,
January 2012.

2 We first wrote about uncertain and unpredict-
able situations involving multiple stakeholders, in
which there is no known answer for the problem at
hand, in “Leading Boldly,” by Ronald Heifetz, John
Kania, and Mark Kramer in Stanford Social Inno-
vation Review, Winter 2004. We referred to these
situations as adaptive problems. Co-author Ronald
Heifetz coined the term “adaptive problems” in
his seminal body of work on “adaptive leadership.”
Complex problems and adaptive problems are es-
sentially different terms describing similar condi-
tions, sometimes also referred to as wicked prob-
lems, and all three terms have their foundation in
complexity science and its twin discipline, chaos
theory. Our own experience, and that of several
leading practitioners, has shown that the princi-
ples of adaptive leadership are extremely useful in
guiding the collective impact process.

3 Even in the world of business where business
plans are taken for granted, leading strategists
such as McGill University professor Henry Mint-
zberg, have conducted extensive research that
demonstrates most corporate strategies are emer-
gent. Companies begin with plans, to be sure, but
learn their way into successful business models
through trial and error, reshaping their strategies
in response to changing conditions, and accumu-
lated experience.

4 If you want to be re-inspired by this sight, go to
You Tube and search for “Starlings at Ot Moor”
in the UK.

5 From Frances Westley, Brenda Zimmerman, and
Michael Patton, Getting to Maybe: How the World
is Changed, Random House Canada, 2006.

6 The risk factor of Poor Family Management
dropped by 19 percent and Parental Attitudes
Favorable to Substance Use decreased 12 percent.
See FSG blog by Kat Allen, co-chair, Communities
That Care Coalition of Franklin County and the
North Quabbin.

7 Developmental evaluation is a term coined by the
organizational consultant and program evaluator
Michael Quinn Patton in the early 1990s.

8 Hallie Preskill and Tanya Beer, Evaluating Social
Innovation, Center for Evaluation Innovation.

9 Preskill and Beer, Evaluating Social Innovation.

10 The notion of capitalizing on emergent solutions
that come from within has been compellingly de-
picted by authors Richard Pascale, Jerry Sternin,
and Monique Sternin in their book, The Power of
Positive Deviance, Harvard Business Review Press,
2010. The authors share provocative examples of

“positive deviants” who live and work under the
same constraints as everyone else, yet find a way
to succeed against all odds. Because the solutions
have been developed under existing constraints,
they can be applied more broadly by others living
and working in the same community without the
need for incremental resources.

11 Quote appeared in Charles Foster,’s The Sacred
Journey, Thomas Nelson, 2010. Taken from the
character Petrus, Paulo Coelho’s fictitious guide
on the road to Santiago de Compostela, in Paulo
Coelho’s book, The Pilgrimage.

12 Margaret J. Wheatley, Turning to One Another;
Simple Conversations to Restore Hope to the Fu-
ture, Berrett-Koehler Publishers, 2002, pp. 38-42.




TRIZ: Stop Counterproductive Activities and Behaviors to

Make Space for Innovation

Step 1

Make a list of all the
things you can do to
make sure that you
achieve the worst
result imaginable with
a community
engagement process in
collective impact

» Reflect individually
(2 min)

» Share your list with a
partner (3 min)

» Discuss as a table
(5 min)

After 10 minutes,
proceed to step 2

Step 2

Go down this list, item
by item, and ask, “Is
there anything that |
am currently doing
that resembles this
item?” Be brutally
honest to make a
second list of all your
counterproductive
activities

» Reflect individually
(2 min)

» Share your list with a
new partner (3 min)

« Discuss as a table
(5 min)

After 10 minutes,
proceed to step 3

Source: Facilitation approach adapted from Liberating Structures: “Making Space with TRIZ”

Step 3

Go through the items on
your second list and
decide what steps will
help you stop what
you know creates
undesirable results

» Reflect individually
(2 min)

» Share your list with a
new partner (3 min)

» Discuss as a table
(5 min)

After 10 minutes, we
will debrief as a group

Step 4

Using the flip chart
provided, draw a
picture that best
depicts your group’s
conversation

» Use the final minutes
to draw your group’s
picture

* You will be
asked to
share your
picture back
with the
full group when we
return from our break

Walk around to view
other small groups’
pictures, and then
reconvene as a full

group
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Aligning Collective
Impact Initiatives

Communities can suffer from too many initiatives,
creating overlap, inefficiency, and frustration.

BY MERITA IRBY & PATRICK BOYLE

Northern Kentucky was a hotbed of collective
impact initiatives long before anyone called
them “collective impact.” For decades, the
region’s government and civic leaders have
tackled thorny social issues through partner-
ships to create avision for the region’s future
and to implement plans to fulfill that vision.
“We were doing collective impact,” says the
vice president of one such effort. “We just
didn’t have those words.”

When it came to education initiatives,
however, Northern Kentucky had too much of
agood thing. Initiatives were created to foster
collaboration among educators, among edu-
cators and businesses, and among educators,
businesses, government, and civic organiza-
tions. Countless other organizationshad a
hand in education as part of their missions to
help children and families. “Youwould sitin
these meetings and hear lots of good ideas,”
recalls Patricia Nagelkirk, director of com-
munity impact for education at the United
Way of Greater Cincinnati. “But there was no

coordinator or game plan to carry them out.”
As collective impact initiatives blossom
around the country, Northern Kentucky pro-
vides a case study in handling a dilemma that
can spring from that growth: When multiple

initiatives develop overlapping missions,
members, and audiences, how can you reduce
competition and increase impact?

Today, Northern Kentucky’s education
initiatives are aligned through abackbone
organization that aims to improve all youth
supports, from birth to career. To achieve that
goal, local leaders grappled with issues like:
‘Which existing groups can deliver backbone
supports? Howis backbone support funded?
Whatdo theinitiatives do about areas where
their work overlaps? Do any existing initiatives
need to fold? Finding the answers took two
years and alot of analysis, negotiation, and, as
Northern Kentuckyleaders note, some frank
and “uncomfortable” conversations. (See
“Keys to Successful Alignment” below.)

MOTIVATION TO ALIGN

The dilemma was born of abundance. Through
the 1990s and early 2000s, several partner-
ships and initiatives were launched to improve
educational services in Northern Kentucky
(an area defined as anywhere from four to nine
counties south of the Ohio border). The Coun-
cil of Partners in Education sought to improve
collaboration among secondary and post-sec-
ondary institutions. The Northern Kentucky

Keys to Successful Alignment

GUIDELINE

Start with a focus on the out-
comes you want to achieve

Draw a picture big enough so
that existing efforts see how
they can connect and why

Identify where there is more
efficiency and power in working
together than alone

Clarify the lines of communica-
tion and accountability

WHY IT’S IMPORTANT

Focusing on outcomes galvanizes people around goals that are harder or
more complex than those they’ve tried to tackle alone, and it prevents getting
stuck on existing strategies that might not be best for those outcomes.

A big picture reinforces the idea that complex challenges need intercon-
nected solutions and prevents the “edifice complex,” which assumes that
solutions revolve around certain institutions, such as schools.

Analysis of synergies creates energy for leaders to take onissues that are too
big to handle alone and to scale up solutions they didn’t know they were pur-

suing separately. It also prevents development of agendas that are too big or
piecemeal to make a difference.

Clarification focuses committed partners on the routinization of their rela-
tionships and prevents “task force syndrome,” in which partners sign on to
recommendations without assuming responsibility to implement them.

Merita Irby is co-founder and chief operating officer of the Forum
for Youth Investment. She is aresearcher, author, and former
classroom teacher.

Patrick Boyleis senior director of communications for the Forum for
Youth Investment.He s an author and former editor of Youth Today.

Education Alliance, a venture of the Chamber
of Commerce, worked to increase cooperation
between schools and businesses. Vision 2015,
which fostered cross-sector collaboration to
improve economic and social conditions, had
an Education Implementation Team. Some
people were involved in all of these efforts and
raninto each other ateverymeeting. “In any
given week,” recalls educator Polly Lusk Page,
“you could go to three meetings and hear the
samereport three times.”

The initiatives competed for resources
and attention from the same audiences.
Although theyworked together to varying
degrees, they had no overarching strategy, and
efforts to collaborate were complicated by a
challenge that’s typical in rural and suburban
areas: the presence of dozens of jurisdictions
coveringalarge region.

Lusk Page recalls the frustration ex-
pressed by Vision 2015’s leaders: “We have too
much going on. We have alot of duplication of
effort, and the business community is saying,
‘Too many people are coming to us with too
many asks.”” Vision 2015 posited an idea:
“What would it look like if we realigned?”

Finding the answer took two years of
research and discussions. Because several
organizations felt qualified to lead the new
structure, these processes were facilitated
primarily by neutral organizations.

Two processes somewhat overlapped.

In 2008, Vision 2015 launched a series of
discussions with education stakehold-
ersaboutaligning their efforts under one
umbrella. (Vision 2015 harbored no desire to
be the umbrella; its agenda extended beyond
education.) Then in 2009, the United Way of
Greater Cincinnati (which covers North-
ern Kentucky) signed on with our national
nonprofit organization, the Forum for Youth
Investment, to facilitate the implementa-
tion of Ready by 21—a set of collective impact
strategies to help communities get young
people “ready for college, work, and life”

by strengthening partnerships, developing
shared goals, and measuring progress.

Kara Williams, Vision 2015’s vice presi-
dent of communication and strategic initia-
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tives, says that among the keys for success
were “having the right people in the room”
who could make decisions for their organiza-
tions, and having motivated leaders. “They
felt the confusion, the pain” of unaligned
work. “They felt that together they could be
doing more than they were doing separately.”

GIVE AND TAKE

The Council of Partners in Education emerged
asacandidate for the backbone role because
of its strong connections to school districts
and education leaders. The Council set out to
become “the overarching organization for the
alignment of education initiatives” in the re-
gion;itrenamed itselfthe Northern Kentucky
Education Council NKYEC).

But although everyone was grateful to Vi-
sion 2015 for launching the alignment project,
enthusiasm for alignment was tempered by
uncertainty over whether the NKYEC would
intrude on ground staked out by others. “We
were dealing with multiple organizations,
and understandably, some leaders had turf
issues,” said Lusk Page, now executive direc-
tor of the NKYEC. “Everyone was invested”
in their community change work and “some
didn’t want to give up what they were doing.”

They didn’t have to. The NKYEC preferred
to coordinate with existing initiatives rather
than start new ones; it found ways for other
organizations to align their work with its
priorities. That alignment was eased by the
NKYEC’s creation of six “action teams,” each
focused on an objective (such as “college and
career readiness” and “educator excellence”)
and composed of representatives from organi-
zations thatbelong to the NKYEC. The teams
allow the organizations to both sync with and
influence the NKYEC, because the teams help
to steer and implement its mission.

Some initiatives did disappear, but their
work did not. Members of the Education Al-
liance (the Chamber of Commerce initiative)
ran the action team on Business Involvement
and Service Learning. That rendered the Alli-
ance moot; it dissolved. So too did Vision 2015’s
Education Implementation Team, because the
NKYEC crafted new bylaws to promote Vision
2015’s educational goals. “We funneled all of
thoseresources [for the education team] into
the Council,” Williams said. Integrating people
and resources among organizations facilitated
the alignment’s success.

GETTING AMBITIOUS

Even while this process settled questions,
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the renovations continued. The Ready by 21
staff, working through the United Way, led an
examination of the region’s goals for young
people, the available resources, and the steps
needed to achieve the goals. That examina-
tion pushed stakeholders to expand their
vision in two ways: to focus on specific youth
outcomes and to extend beyond education.
One of Ready by 21’s fundamental con-
ceptsis the “Insulated Education Pipeline,”
which says communities must ensure a full
array of cradle-to-career supports beyond
academics, in such areas as early child-
hood, health, safety, social connections, and
jobskills. “That pipeline,” says Lusk Page,
“helped people understand in a way that we
never understood before that we can work on
the academic pipeline all we want, but until
we broaden our scope and think about these
wrap-around supports that our families and
youth need, thisisn’t going to work.”
Building an insulated pipeline of supports
meant creating and strengthening partner-
ships between education organizations and
others that provide everything from after-
school activities to job training. The umbrella
question arose again: Could one group coordi-
nate these stakeholders? The NKYEC united
local education efforts, but the United Way
was thelead partner in Ready by 21, which
brought funding and technical assistance.
The NKYEC and United Way had not worked
together much, and their geographic coverage
in Northern Kentucky did not exactly match.
“There were some very candid conver-
sationsin ourinitial meetings” about what
organization should lead the broader work,
Lusk Page recalls. The United Way grew
convinced that the NKYEC was up to the task,
buteach party needed assurances about re-
sponsibilities and resources. Those were laid
outina2010 memorandum of understand-
ing between the United Way, NKYEC, and
Vision 2015. They agreed, for the purpose of
the broader work, to adopt the NKYEC’s geo-
graphic footprint (6 counties, 37 municipali-
ties, and 18 school districts), and that Vision
2015 would pay for a part-time staff member
for the NKYEC to carry out the work.
Thus the NKYEC stretched further.
Its desired outcomes now include not just
academic achievement but the overall well-
being of young people. It advocates birth-to-
career supports, adding early childhood on
the younger end, for example, and workforce
development for older youths. And its bylaws
mandate equal seats for education, business,

and community leaders (such as nonprofit
service providers) on its board of directors.

RESULTS

Leaders of the NKYEC effort are cautious
about drawing connections just yet between
the collective impact strategies and popula-
tion-level outcomes. Nonetheless, Lusk Page
says, “the needle’s starting to move” on some
indicators, such as reading levels, graduation
rates, and measures of college and career
readiness. More visible are the on-the-ground
changes in the services and supports that
young people receive, thanks largely to the
work of the action teams.

m Education and business groups launched
initiatives to prepare more high school
students for college and careers, such as
increasing enrollments in dual-credit
courses, mappinglocal career readiness
resources, and training teachers to inte-
grate 21st-century skills development in
their classrooms.

m More than 80 schools administered an
enhanced version of the Gallup Student
Poll, which measures hope, engagement,
and well-being. Schools combine the find-
ings with data about grades and atten-
dance, using the results to steer students
to school supports (such as life skills
courses) and to increase after-school op-
portunities (such as leadership develop-
ment programs).

m The NKYEC, the United Way, and the
Strive Partnership launched aliteracy
campaign with more than 70 partners.

Realignmentresolved the problem that
leaders set out to solve: Northern Kentucky has
moved from having “no coordinator or game
plan” and disparate collective impact initiatives
toembracing a highly coordinated system.

The leaders of these efforts feel that they
are poised to accomplish changes that they
could not have imagined before. The NKYEC,
for example, is working with the Forum for
Youth Investment and SAS (abusiness analyt-
ics software and services company) to pilot
adiagnostic system to link efforts to impact.
The system will gather and display data from
multiple sources and show howresource
allocation and community supports affect out-
comes for children and youths. “For the first
time, we will have the power to see our impact
and make adjustments,” says Lusk Page. “We’ll
really know if we are making a difference.” @

%


https://www.nkyec.org/
https://www.nkyec.org/
http://www.readyby21.org/
http://www.gallupstudentpoll.com/home.aspx
http://www.gallupstudentpoll.com/home.aspx
http://www.sas.com/en_us/home.html
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Danielle Evennou, Senior Policy Associate

Don’t Stop Collaborating -
Just Stop Creating New Collaboratives

This paper builds on

one of the 14 standards
established in Ready

by 21®: “Aligned

Coalitions, Networks and
Intermediaries.” Ready by
21 is a set of innovative
strategies developed

by the Forum for Youth
Investment that helps states

and communities improve
the odds that all children
and youth will be ready for
college, work and life. Ready
by 21 offers a range of tools
to help communities align
the work of collaboratives.

To learn more,
visit www.readyby21.org.

Have you ever felt collaboration fatigue?

We understand. When an issue emerges involving children and youth, policy leaders often
respond by creating a task force or collaboration to address it. The intention is good and
the action is logical, because children and youth issues cannot usually be addressed by
just one institution or government agency.

But let’s admit it: In some places, the explosion of task forces, partnerships and councils
has gone too far. Many states and communities now sport a multitude of collaboratives
working on overlapping youth issues, from bullying to pregnancy to dropouts. It's no wonder
that at the Forum for Youth Investment, we often hear this lament from state and local
policy makers:

“l used to have to attend meetings with 17 different departments; now I have to
participate in 17 different coalitions.”

Having too many uncoordinated collaborations isn't just burdensome to the stakeholders
who go to all those meetings; it’s inefficient and ineffective. We routinely find multiple
collaboratives duplicating each other’s efforts and not sharing each other’s work.
Sometimes, they even work on the same issues in isolation from each other.

For example: In one state, we identified several collaboratives addressing childhood
obesity - separately. One intergovernmental collaborative worked within public agencies
to identify all the funds that could be used to address obesity, then built its own advisory
group of local stakeholders. Meanwhile, the education sector held a series of public
discussions on child nutrition and physical activity. Yet another group, led by the public
health sector, was looking at how to address obesity through public health programs.

The Forum has identified seven ways to help reduce the inefficiency and burden of
having disconnected collaboratives:

e Use existing collaboratives

Movements to create new collaboratives and task forces - including legislation that
requires it - often don’t take into account that the issue at hand can be addressed by
one or more existing groups. So before launching a new collaborative, look around. If
appropriate collaborations exist, legislation and policies should be written to assign the
tasks to those groups. If you are aware of existing entities that might be able to do the job,
alert policy makers.

For example: The 2007 Head Start Act’ mandates the creation of an Early Childhood
Advisory Council in each state but allows a governor to designate an existing entity to meet
that requirement. Several states have done so. Georgia created a new subcommittee in an
existing collaborative (the Georgia’s Children’s Cabinet) to address early childhood issues;
that saved time and money.

Another example: The Reengaging Americans in Serious Education by Uniting Programs
Act' (H.R. 3982/S. 1608, known as RAISE UP and introduced in the 111th Congress),
would give grants to local partnerships that help disadvantaged young people graduate
from high school, attain a postsecondary credential and earn a family-supporting wage.
Existing partnerships would be eligible for this grant. The policy simply requires all
collaboratives that serve as “eligible entities” to have representation from specific groups
and institutions, such as the local head of government, leader of the local education
agency, and young people in disadvantaged situations.



Identify and publicize existing
collaboratives

New collaboratives are often created because not enough
people know about existing efforts. That's why stakeholders in
child and youth policy and practice should designate someone
to map out the array of collaboratives and share the findings.
This process works at the federal, state and community levels.

For example: In Texas, the Council on Children and Families
worked with the Taskforce for Children with Special Needs to
put together a graphic that displays all the state collaboratives
that work on kids'’ issues. (See Figure 1, “The Landscape of
Children & Youth State Interagency Committees.”)

This kind of landscape can guide decision-making. Now, if an
issue arises around children’s health care, state policy makers
can identify and reach out to collaboratives already working on
such issues. Of course you may want to map out the private/
nonprofit sector efforts as well.

¥

THE LANDSCAPE OF CHILDREN &
YOUTH STATE INTERAGENCY COMMITTEES

Figure 1: Created by the Department of Assistive and Rehabilitative Services
Media for the Texas Council on Children and Families
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e Compare collaboratives side-by-side

Once the collaboratives have been identified, create a
“crosswalk” to compare them all. This helps everyone
understand where they are the same, where they differ and
how they might work together.

For example: The Florida Children and Youth Cabinet created
a matrix, or crosswalk', that compares its strategic plan

to those of various state commissions, councils, and task
forces". This document allows leaders to identify areas of
overlap, and areas that can be made more efficient by having
the entities work together on shared strategies.

A crosswalk also enables the state to identify gaps in services,
which helps it prioritize the collaboratives’ work based on
unfulfilled needs.

LONG-TERM
COMMUNITY-BASED
SERVICES & SUPPORT

>




0 Connect related efforts

Building upon such a matrix or crosswalk, states and
communities can make sure that collaborations that are
working on similar issues are connected - and that if a new
collaboration is created, it is connected to related groups.

For example: The Keeping Maine’s Children Connected
initiative, led by the Maine Governor’s Children’s Cabinet,

was the go-to place for engaging schools in tracking and
supporting “ youth in transition” between school and other
institutions. When the Maine Shared Youth Vision partnership
was developed to address school dropout rates and related
issues, it coordinated its work with that of Keeping Maine’s
Children Connected. This way, Shared Youth Vision was

not starting from scratch and the valuable work of Keeping
Maine’s Children Connected was not lost.

Develop common language and
complementary goals

After identifying the various collaboratives, councils and

task forces, strive to develop common language and
complementary goals among them. Whether working across
sectors (such as health, education and labor) or across levels
of government (such as county and state), sharing a set of
language and goals to describe child and youth policy issues
can help the different groups unite to improve child and youth
outcomes overall. This doesn’t mean the groups focus on all
of the goals, but they know where their own goals fit within the
larger set of community goals for children and youth.

For example: In New York, a group of state agencies worked
with county coordinating bodies to align their goals and
priorities so that funding streams could more easily be used
for what kids in each county needed the most.

Are collaboratives with broad mandates as effective as collaboratives with narrow mandates?

In 20086, the Center for the Study of Social Policy (CSSP) conducted a study to determine whether collaboratives that
focused on fewer issues were more effective in improving child-well being outcomes than were collaboratives that worked
toward a broader set of outcomes. The study found “the number of issues that were a focus of a CDM [community decision
making] entity’s work did not appear to impact their ability to be successful.” CSSP identified successful collaboratives that

were addressing as many as 50 indicators.’

4
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o Look to broad coordinating bodies

So far, these steps presume that there is at least one existing
collaborative that is willing and able to take on this new charge
of coordinating the coordinating bodies. In many states,
Children’s Cabinets fill this need.

Typically, Children’s Cabinets are made up of the heads of
state agencies that focus on children, youth and family issues.
The cabinets meet on a regular basis to coordinate services,
agree on a common set of outcomes, and develop and
implement plans to help young people. Because Children’s
Cabinets can streamline and integrate government programs
that serve kids, they can improve efficiency, save money and
create better outcomes.

If a state does not have a Children’s Cabinet and seems
unlikely to create one, you can form an umbrella group that
assembles all of the child and youth related collaboratives in
a community or state. Yes, this adds yet another group - but
it can be low-maintenance. The idea is to create a way for the
collaboratives to be aware of the goals, ideas and resources
of the other groups, so they can share strengths as well as
identify gaps and overlaps in services.

O Consolidate existing collaboratives

If duplicative or overlapping collaboratives exist, try to
eliminate or combine some. Given the tightness of government
budgets, it's wise to consolidate redundant efforts in order to
use limited public resources for children in the most efficient
and effective way possible.

For example: Local policy makers suggested this when New
York State implemented an initiative to better align state
planning requirements with local needs. In the final report
for the project, key players in youth policy and services

Endnotes

talked about the “burden of belonging to a large number

of collaborative efforts” and sought “any way possible to
consolidate these efforts.” The report, issued by the New
York State Office of Children and Family Services, reiterated
that these local collaboratives were “established to eliminate
duplicative activities and inefficiencies in service provision.”"

To address this problem, each county could identify all of
the collaboratives working on child and youth issues, then
compare the goals of each collaborative side-by-side (see
suggestion #3) to determine what entities can be combined
or aligned.

The Payoff

By aligning the work of child and youth collaboratives, you will
create more effective and efficient services and supports for
kids and families. Aligning all the collaboratives and initiatives
that address children’s issues can also generate new funding
opportunities.

Pat Landrum, former Executive Director of the Healthy
Community Consortium, and facilitator of the Petaluma Youth
Network in Petaluma, Calif., reports that the consortium’s
work to align the collaboratives and initiatives in that city put
it in a good position to apply for new funds. Subsequently,
the Healthy Community Consortium was awarded $52,000
to continue its work to improve the social atmosphere of
Petaluma’s schools, and was awarded a Federal Drug Free
Communities grant of $650,000 over five years.

For more information about technical assistance to align
the work of collaboratives in your state or community,
contact Danielle Evennou, Senior Policy Associate,
Forum for Youth Investment, at danielle@forumfyi.org.

' Improving Head Start for School Readiness Act of 2007. H.R. 1429. http://www.govtrack.us/congress/billtext.xpd?bill=h110-1429
I Reengaging Americans in Serious Education by Uniting Programs Act (RAISE UP). H.R. 3982. http://www.gpo.gov/fdsys/pkg/BILLS-111hr3982ih/pdf/BILLS-111hr3982ih.pdf
I"(March 2008). Florida Commissions, Councils and Task Forces Overview of Report Recommendations for Children and Youth Services. Tallahassee, FL: Florida’s Children and Youth

Cabinet.
¥ The crosswalk brought together work of the Florida Children and Youth Cabinet along with the following efforts:
. Department of Juvenile Justice Blueprint Commission
. Florida Child Abuse Death Review 2007
. Florida Child Abuse Prevention and Permanency Plan: January 2009 through June 2010
. Task Force on Child Protection 2007
. Five Year State Plan (2010-2015) for the Prevention of Child Abuse, Abandonment, and Neglect
. Inclusion Now Strategic Action Plan 2007
. Challenges & Opportunities: An Analysis of the Current Florida System of Service for Persons with Disabilities & Future Directions for System Change
. Florida Policy Matters - Early Childhood Systems Analysis

v (2006). Working Together to Improve Results: Reviewing the Effectiveness of Community Decision-Making Entities. Washington, DC: Center for the Study of Social Policy, p 22.
http://www.cssp.org/publications/constituents-co-invested-in-change/community-decision-making/working_together_to_improve_results-final.pdf

Y Greene, R. & McCormick, L, (May 2005). Integrating the Human Service System: Final Evaluation of the New York State Integrated County Planning Initiative. Albany, NY: New York
State Office of Children and Family Services. http://www.ocfs.state.ny.us/main/reports/2005%20Integrating%20County%20Planning%20Initiative.pdf

© Forum for Youth Investment, January 2011
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the PICTUREAPPROACH

After more than a decade of work with state and local leaders committed to improving population-level outcomes, the Forum for Youth Investment
created a short list of the basics that are found behind every successful effort. Whether they are starting a planning process or making mid-course
corrections, leadership groups that pay attention to these fundamentals go farther faster. The chart below introduces you to the standards we belisve
every community and state should hold themselves to if they are serious about getting the highest return on their investments. Take the quiz. Talk to
your colleagues and partners. Do you have all the horsepower you need to improve the odds for children and youth?

INSTRUCTIONS: HOW HOI;/:/EIVI\\IIELL
Using the columns on the right, please rate each of the below categories/change components from 1 to 5 | IMPORTANT? | o )
on how important you feel it is and how well it is currently being done in your community? 1(lo)=5 (hi) |, (10) - 5 (hi)

Build an Overarching Leadership Council —Has any entity taken on the task of “adding it up” — figuring out how to
bring the pieces together and keep the work coordinated? Does that organization have the capacity, motivation and
authority to align resources? Is there a strong backbone support organization undergirding the effort?

Align and strengthen coalitions, commissions and intermediaries — Are the current coalitions and coordinating bodies
concerned with related issues intentionally linked? Are there ongoing mechanisms for mapping, aligning and coordinating
their efforts? As new initiatives are started, are they brought to a common table?

Engage key stakeholders - Is there a broad base of stakeholders — public, private and nonprofit — who have the
capacity, motivation and resources to affect change? Are stakeholders from all systems and settings connected and
committed? Are all levels of leadership involved, from top-level to frontline, from policymakers to families and young
people?

Establish a balanced set of goals and indicators for your target populations- that reflect what we know about how
people develop and thrive. Do the goals span all relevant age groups? Do they address key outcome areas (e.g.,
cognitive, health, social, civic) and the needs of special populations? Do they focus on reducing problems and promoting
preparation and leadership?

Define supports that the full community must provide - to achieve goals. Are there supports (e.g., supportive
relationships, safe environments, challenging experiences) that are widely seen as essential? Are all systems, settings
and programs asked to speak to these community goals in their plans?

Create a big picture, goal oriented action plan - Do you have an action plan that establishes strategies to reach your
goals? That establishes stakeholder commitments? And ongoing accountability mechanisms?

Define common terms and communicate core messages — Are your population-level goals linked to core messages
which are marketable to the public and to key stakeholders? Are your goals connected to planning/decision-making
frameworks and used for reporting progress?

Collect complete data about population-level outcomes, community context and leadership capacity — Is data
collected across a range of outcomes and a range of ages? Does it reflect what the community wants to promote as well
as what it wants to prevent? Do you collect data on what supports are being offered and what actions leaders are taking?
Are data gaps identified and addressed and agendas developed to improve data collection?

Align and connect data for decision-making - Can you provide data on goals across programs and systems? Are the
various sources for data and information aligned and linked horizontally (across systems and settings) as well as vertically
(individual to aggregate)?

Use the best information about what works— Are improvements in everything, from programmatic supports to
community engagement, informed by the best of what is known about promising and proven practices? Is there a focus on
continuous improvement?

Improve systems and settings — Are significant efforts underway to improve alignment and coordination of services
within the various systems and settings? Are efforts underway that improve the quality of these services, supports and
opportunities?

Align policies and resources - Are there efforts to review and improve policies? Are policies aligned so that they are
more consistent and effective? Are resources assessed and reassigned to maximize the return on investment? Are clear
sustainability plans in place and activated?

Increase Demand - Is there strong demand for change from young people, families, providers, business leaders, funders,
advocates and policy makers? Are there ways to assess public and political will? Is there an effective communications
strategy in place?

Engage youth, families and community members in solutions- Are young people, families and community members
involved in meaningful ways? Are they involved in decision making? Trained in policy and data analysis? Are there
mechanisms for them to collectively identify and represent the perspectives of their peers?

© The Forum for Youth Investment
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READY BY 21

COMMUNITY CATALYSTS™

Three-Gear Capacity

Survey
Harnessing a Community’s

Leadership Horsepower

Which of these challenges feels more daunting: Orchestrating change throughout a business, or orchestrating change
throughout a community or state?

Conquering the first challenge is difficult; conquering the second is virtually heroic. Because in communities and states, the
relationships between key players working on behalf of youth are not always clear and their interests are not always aligned.
Advocates pursue different priorities; programs report to multiple funders; coalitions share overlapping goals; families present
different needs. The result: Dozens of plans that spring from different visions and compete for resources.

To achieve significant, long-lasting change for youth, communities need all their stakeholders to:

¢ Affirm common goals and objectives.
* Determine how well they meet those goals and objectives.
* Connect the dots between leadership capacity, program performance and youth well-being.

Leaders can bring these stakeholders together to increase their collective impact. The Three-Gear Capacity Survey creates new
data and facilitates community conversations to get leaders moving toward shared goals.

What is the Three-Gear Capacity Survey?

The Three-Gear Capacity Survey package provides tools and technical assistance to gather data, analyze results and frame
conversations that aim for solutions. The process starts with a survey that assesses a community’s readiness to achieve
collective impact across the “Three Gears” that drive change: leaders, community supports and youth. Leaders will:

* Rate the importance, for their community, of
each objective under the Three Gears.

* Rate their community’s readiness to achieve
each objective.

* Review the “capacity” profile that the Forum
creates from the survey, showing how well
leaders believe they are meeting their most
important objectives for preparing young people.

CHILDREN
& YOUTH

FAMILY,
COMMUNITY
& SCHOOL

This process gives leaders an unprecedented set of
data to balance the youth outcome statistics - about
academic performance, risky behaviors, etc.- that
dominate public debate. Leaders then work with the
Forum to launch conversations about the

Leaders Taking Shared
Accountability for:
- Broad Partnerships
- Big Goals
- Better Data
+ Bold Actions

Children & Youth who are:
- Developmentally on Track

Systems & Settings that are:
+ Coordinated

funqlamental changes they need to make in order to - Aocessible - Productive
achieve long-term impact. - Well-attended - Connected
+ High Quality + Healthy & Safe

© Forum for Youth Investment
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Offering community leaders data on all Three Gears shifts the conversation from “Why aren’t our kids doing well?” to “How can
leaders work together better to improve the odds for our kids?” The profiles, coupled with facilitated community conversations,
drive demand for action.

Step 1: Identify a lead organization or community coalition. This is usually a partnership, coalition or group of stakeholders that
has the capacity to negotiate, plan, convene and communicate.

Step 2: Commit to assessing capacity and engaging stakeholders. ldentify and create a list of key stakeholders that who will be
invited to participate in the survey, and to build interest in the project and public demand for the findings.

Step 3: Collect data. Survey participation is by invitation. The survey is typically administered for two weeks and can be
completed in less than 30 minutes. The Forum manages survey administration and leads data analysis and reporting.

Step 4: Generate readiness profiles. The Forum analyzes the survey data and develops capacity profiles for the objectives under
each of the Three Gears. It works with the lead organization
to analyze the findings and recommend areas of focus.

Step 5: Host community conversations. The lead organization schedules one or more community conversations to discuss the
findings, generate a mandate for action and define next steps. The Forum provides tools and personal support (through
coaching sessions, webinars, etc.) to help design meetings, develop presentation materials and facilitate discussion.

5: Prioritize and act. The new data give community leaders
a baseline to galvanize a vision. Now they can build the

infrastructure for action, create action plans and priorities, 5
compile better data continuously to drive decision making, 45
and establish ways to document efforts and monitor 3‘5‘
progress. 3
25
For example: In Georgetown Divide area of 2
California, leaders used a capacity survey to help l'i
bring together a wide range of organizations to 05
improve services for youth. As a result of 0 S e b
H . o N & & &0 XN @ D @
thecommunity conversations, more than 100 éc,@‘? & P & & & & ‘\0& &S E @\%ﬁ
people - representing schools, service providers, Q@é‘“ ° V@' ¥ @ & \x@“

churches, businesses, parents and youth - went to
work on specific tasks to develop and carry out
improvement plans. Those include boosting

youths’ workforce skills, implementing positive youth
development principles in afterschool programs and
increasing training to promote research-based practices.

How leaders in one community rated the importance of these objectives.

How those same leaders related how well their community is does on those objectives.

Rob Schamberg, then superintendent of the local Black Oak Mine United School District, noted that
“broadening our thinking about who the stakeholders are made us realize we have all the horsepower
we need.”

Join the movement to get all young people Ready by 21. Let’s talk about how your community can launch a Community Catalyst.
Contact us at (202) 207-3333 or info@forumfyi.org.

The Forum for Youth Investment is a nonprofit, nonpartisan action tank dedicated to helping communities and the nation make sure all young
people are ready by 21 - ready for college, work and life. www.forumfyi.org. Ready by 21 is a set of innovative strategies developed by the
Forum for Youth Investment to make a measurable difference in the lives of children and youth. www.readyby21.org.
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Aligning a Community’s Moving Trains

Imagine...

In your community, all the groups working on youth issues coordinate their efforts.

Most places have a fragmented and overlapping array of well-intentioned coalitions, networks, partnerships
and task forces - each aimed at shaping polices and securing resources for specific youth issues or
demographic groups. These are your moving trains: they leave different stations for different places along
different routes, serving both distinct and shared customers - with no common schedule, no station masters
and no railroad system.

To change the way your community does business for children and youth, its leaders need to know:

What does each partnership focus on?
Who are the members?
What are they trying to achieve?

You can strengthen your community’s capacity to improve youth services and supports by aligning the efforts of
these groups along a shared set of goals. Mapping Moving Trains helps you pull these moving trains together
by collecting and organizing new information and using that information to launch community conversations
that enable you to build the railroad.

What is Mapping Moving Trains?

The Mapping Moving Trains suite of training and tools enables communities to:

Identify and describe their moving trains in detail.
Map the relationships among the groups.

Find gaps and overlaps in areas of focus.

Align and coordinate their efforts.

The chart on the bottom right shows the connections among groups that work on youth and family issues in
one city.

The chart on the left shows how a city used the Mapping Moving Trains Survey to create a clear picture of
groups that work on youth and family issues. The names of organizations are in green boxes, while the
columns and rows show the areas they cover and the gaps.
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How Does Mapping Moving Trains Work?

The Forum provides the tools for data collection and compiles the data, then delivers the technical assistance to
turn that data into a catalyst for change. Our services include data analysis and visualizations, consultations
about collaboration and facilitation of community conversations that lead to strategic improvement.

Step 1: Identify the moving trains. These are the coalitions, networks, task forces and partnerships that
coordinate, advocate for, fund or improve services and opportunities for children and youth. You can start big,
with a systematic scan across all age groups and issues, or start small, with a focus on entities focused on one
group (such as school-aged youth).

Step 2: Decide how much detail to collect in the first
round. This can be basic information about each
group’s primary goals, strategies and types of
members or details on specific members, capacities, Metro Gity Safe Strects Metro Teen P Coaliti
. etro LI are reg etro leen regnancy oaliton
resources and success metrlCS. = Adequate lighting * Sexuality Education (home, school,
* Reclaimed vacant lots faith)
= Landlerd Controls * School Based Clinics
Sl'ep 3’ CO//ectandanalee data. The Forum = Liguor zoning restrictions * Meighborhood Clinics
H H . = Community pelicing * School week curfews
conducts online surveys based on your choices in - Active Tip lines - Posr to Peat Gounseling
Step 2. * Neighborhcod Patrols + 211and Teen HetLines
= Afterzchool/Teen Clubs * College and Caresr Awareness
= Youth Jobs Program *  Afterschool/Teen Oubs
- A7 = Community Rec. Centers * Youth Jobs Program
Step 4: Create pre//m/r_)ao/cﬁarts and maps. The Lo e Gty o oniers
Forum creates customized visual resources for your * School Safety Tones * Service Learning/Youth Engagement
. . . = Mentoring * School Safely Zornes
core team to review. This includes a series of - DrugCourts . Mentoring
dashboards showing the alignment of goals and * Familycounseling
intervention strategies.

Step 5: Report findings and recommendations. The Forum produces a report and next step
recommendations for you to share with the participating groups.

Step 6: Hold community conversations. These conversations are designed to generate action on specific
findings from the survey process. The Forum helps you design meetings, develop presentation materials and
facilitate discussions.

This chart above compares two partnerships according to the interventions in which each is involved. The blue
text shows areas of overlap - areas ripe for better coordination, streamlining and sharing of resources.

How Does Mapping Moving Drive Change?

Step 7: Initiate change. The path from fragmentation to a coherent management structure that includes all
major “moving trains” requires commitment and can take more than a year.

For example: Leaders in Metropolitan Atlanta mapped the region’s Moving Trains, then used that map to
explore how the region’s many coalitions and networks could be linked to produce a more child-centered effort.
The result: a robust, organized network that includes more partnerships with clear lines of collaboration;
partnership clusters built around issues such as school readiness, youth obesity and teen pregnancy; and an
expanded leadership council composed of local and state organizations spanning all issues and levels -
government, business, education, nonprofits and philanthropy.

“The alignment helped us establish shared outcomes to achieve,” says Jean Walker, vice president of the
United Way of Metropolitan Atlanta. “Now we’re selecting priority areas and implementing key strategies -
together.”

Join the movement to get all young people Ready by 21. Let’s talk about how your community can launch a
Community Catalyst. Contact us at (202) 207-3333 or info@forumfyi.org.

The Cady-Lee House | 7064 Eastern Avenue, NW | Washington, DC 20012 | Phone: 202.207.3333 | Fax: 202.207.3329 | www.forumfyi.org
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READY BY 21

COMMUNITY CATALYSTS™

Ready Communities

Imagine...

Mapping the Landscape of
Programs for Young People

In your community, young people get all the supports they need to succeed.

Research shows that most young people don’t. Although communities have plenty of services and supports targeted at specific
causes and populations, those efforts are usually fragmented and uncoordinated. Leaders need to know not just about schools,
but about afterschool sites, libraries, sports leagues and faith-based programs:

What do these places offer?
Who can use them?
Do they connect with schools?

That means taking stock of all the places where youth engagement and learning happens, and using that new data to make
informed changes. Ready Communities provides powerful mapping technology and facilitation tools to make that happen.

What is Ready Communities?

The Ready Communities suite of tools gives education
and out-of-school time leaders unprecedented
information about their local youth development
resources. The package targets three areas:

Settings for youth: What programs and settings
are available outside of school? What are the
features of those settings? What types of
services do they offer (e.g., sports, pregnancy
prevention)?

Access: Which settings are geared toward
specific youth (such as by age groups, gender
or neighborhood)? Do factors such as
transportation affect participation?

The youth-serving network: How do programs
and organizations that have spaces for youth
communicate with each other and with
schools to coordinate expectations and
delivery of supports?
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The Ready Communities survey pinpoints schools and other
resources for youth, and allows users to easily get information about
specific sites.

Ready Communities gives you a clear picture of the places where youth spend their time. It produces in-depth data
presentations that are both compelling and easy to use. That data drives a series of community conversations about resources
for youth - leading to targeted and effective action to improve your community’s youth-serving spaces.

all youth ready for college work & life
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How Does Ready Communities Work?

The Forum provides the tools for data collection and compiles the data, then delivers the technical assistance to turn that data
into a catalyst for change. Our services include data analysis and visualizations, consultations about collaboration, and
facilitation of community conversations that lead to strategic improvement.

Step 1: Define what to study. The Forum provides tools and resources to help you make choices about what to include in your
report and customized map. You consider geographic boundaries, audiences, etc., and identify goals and which organizations to
survey.

Step 2: Collect and analyze data. The data collection begins with information about settings where young people spend their
time. The Forum produces a series of visuals to tell the story of the services, supports and opportunities for youth in your
community. Relevant survey data is also entered into an online mapping system, along with other information that you select
(such as the location of bus stops).

Step 3: Hold community conversations. These conversations are designed to generate action on specific findings from the
survey process. The Forum helps you design meetings, develop presentation materials and facilitate discussions.

More than maps: Ready
Communities data is used to OST Funding Sources (in thousands) Access
produce communitywide

analyses. For example: funding

W Served W Capacity

450
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OST programs (left), and the . F21ccc zgg
capacity of OST programs to 80 _ " Grants 250
serve youth in specific age Donations 200

groups compared with the actual mreebased | |1o0 | N | I J
numbers that they serve (right). Other 50 i -

0
' Elementary  Middle  High (15-18)  Post-HS Older
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How Does Ready Communities Drive Change?

Step 4: Make changes based on areas of concern. The Ready Communities process empowers leaders to act with more
intention about the experiences they want to make available for children and youth; provides ways to engage providers, funders
and community members in those planning discussions; and establishes links between schools and communities to coordinate
their actions.

You might tackle specific community issues, such as a lack of high-quality programs in a particular neighborhood or increasing
workforce development services across the community.

For example: In Austin, Texas, leaders used landscape mapping to create a state-of-the-art online tool to map and track
youth services.

“Austin had all of these different groups working on different things. We had no real way to organize even basic
information,” says Suzanne Hershey, founder of the Austin Ready by 21 Coalition. “Now we’re building
consensus around outcomes and indicators that are focused on youth.” Find out how in this Austin case study.

Join the movement to get all young people Ready by 21. Let’s talk about how your community can launch a Community Catalyst.
Contact us at (202) 207-3333 or info@forumfyi.org.

The Forum for Youth Investment is a nonprofit, nonpartisan action tank dedicated to helping communities and the nation make sure all young
people are ready by 21 - ready for college, work and life. www.forumfyi.org. Ready by 21 is a set of innovative strategies developed by the
Forum for Youth Investment to make a measurable difference in the lives of children and youth. www.readyby21.org.

all youth ready for college work & life
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Data-driven and evidence-based practices present new opportunities for public and social sector

leaders to increase impact while reducing inefficiency. But in adopting such approaches, leaders must
avoid the temptation to act in a top-down manner. Instead, they should design and implement programs in
ways that engage community members directly in the work of social change.

Community
—Ngagement

Vatters
(Now More

Christie and Booker had adopted a top-down approach because they
thought that the messy work of forging a consensus among local
stakeholders might undermine the reform effort.! They created an
ambitious timeline, installed a board of philanthropists from outside
Newark to oversee the initiative, and hired a leader from outside
Newark to serve as the city’s superintendent of schools.

The story of school reform in Newark has become a widely cited
object lesson in how not to undertake a social change project. Even
in the highly charged realm of education reform, the Newark initia-
tive stands out for the high level of tension that it created. Instead of
generating excitement among Newark residents about an opportunity
to improve results for their kids, the reform plan that emerged from
the 2010 announcement sparked a massive public outcry. At public
meetings, community members protested vigorously against the plan.
In 2014, 77 local ministers pleaded with the governor to drop the ini-
tiative because of the toxic environment it had created. Ras Baraka,
who succeeded Booker as mayor of Newark, made opposition to the

_\/e r ) BY MELODY BARNES & PAUL SCHMITZ

n October 2010, three men—Chris Christie, governor of New Jersey;
Cory Booker, who was then mayor of Newark, N.J.; and Mark Zuckerberg,
founder and CEO of Facebook—appeared together on The Oprah Winfrey
Show to announce an ambitious reform plan for Newark Public Schools.
On the show, Zuckerberg pledged a $100 million matching grant to sup-
port the goal of making Newark a model for how to turn around a failing
school system. This announcement was the first time that most Newark

residents heard about the initiative. And that wasn’t an accident.

reform plan a central part of his election campaign. The money that
Zuckerberg and others contributed to support the reform plan is now
gone, and the initiative faces an uncertain future.

“When Booker and Christie decided to do this without the com-
munity, that was their biggest mistake,” says Howard Fuller, former
superintendent of the Milwaukee Public Schools and a prominent
school reform leader. Instead of unifying Newark residents behind
a shared goal, the Booker-Christie initiative polarized the city.

Zuckerberg, for his part, seems to have learned a lesson. In May
2014, he and his wife, Priscilla Chan, announced a $120 million
commitment to support schools in the San Francisco Bay Area. In

e — —
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doing so, they emphasized their intention to “[listen] to the needs
of local educators and community leaders so that we understand
the needs of students that others miss.”?

Another project launched in Newark in 2010—the Strong Healthy
Communities Initiative (SHCI)—has had a much less contentious

path. Both Booker and Baraka have championed it. Sponsored
by Living Cities (a consortium of 22 large foundations and finan-
cial institutions that funds urban revitalization projects), SHCI
operates with a clear theory of change: To achieve better educational
outcomes for children, policymakers and community leaders must
address the environmental conditions that help or hinder learning.

If kids are hungry, sick, tired, or under stress, their ability to
learn will suffer. According to an impressive array of research, such
conditions lie at the forefront of parents’ and kids’ minds, and they
strongly affect kids’ chances of success in school. Inspired by this
research, SHCI leaders have taken steps to eliminate blighted housing
conditions, to build health centers in schools, and to increase access
to high-quality food for low-income families.

SHCI began as an effort led by philanthropists and city leaders,
but since then it has shifted its orientation to engage a broader cross-
section of community stakeholders. Over time, those in charge of
the initiative have built partnerships with leaders from communi-
ties and organizations throughout Newark. “We avoid a top-down
approach as much as possible,” says Monique Baptiste-Good, director
of SHCI. “We start with community and then engage established
leaders. When we started, a critical decision was to operate like a
campaign and not institutionalize as an organization. We fall to
the background and push our partners’ capacity forward. Change
happens at the pace people can adapt.”

Challenges related to housing and health may seem to be less
controversial than school reform, but these issues generate con-
siderable heat as well. (Consider, for example, the controversy that
surrounds efforts by the Obama administration to change nutrition
standards for children.) In any event, the crucial lesson here is one
that spans a wide range of issue areas: How policymakers and other
social change leaders pursue initiatives will determine whether
those efforts succeed. If they approach such efforts in a top-down
manner, they are likely to meet with failure. (We define a top-down
approach as one in which elected officials, philanthropists, and
leaders of other large institutions launch and implement programs
and services without the full engagement of community leaders and
intended beneficiaries.)

This lesson has become more acutely relevant in recent years.
Disparities in education, health, economic opportunity, and access
to justice continue to increase, and the resources available to con-
front those challenges have not kept pace with expanding needs.
As a consequence, leaders in the public and nonprofit sectors are
looking for better ways to invest those resources. At the same
time, the increasing use of data-driven practices raises the hope
that leaders can make progress on this front. These practices
include, most notably, evidence-based programs in which there is
a proven correlation between a given intervention and a specific
impact. But they also include collective impact initiatives and
other efforts that employ data to design and evaluate solutions.
(In this article, we will use the term “data-driven” to refer to the
full range of such practices.)

MELODY BARNES is a senior fellow at Disclosure: Results for America, where Melody
Results for America and chair of the Aspen Barnes is a senior fellow and where Paul

Forum for Community Solutions. Previously, she  Schmitz serves as an advisor, sponsored the
was the director of the White House Domestic  research for this paper. Paul Schmitz is a

Policy Council under President Barack Obama.  faculty member of the Asset-Based Community

) _ ) Development Institute. He also serves on
PAUL SCHMITZ is CEO of Leading Inside Out, the United Way of Greater Milwaukee and

a consulting firm that enables inclusive and Waukesha County board of directors and on

collaborative leadE(ship. Heis al§° an a-dvisor the Lifecourse Initiative for Healthy Families
to Results for America and a senior advisor to steering committee.

the Collective Impact Forum.

In rolling out programs that draw on such research, however,
leaders must not neglect other vitally important aspects of social
change. As the recent efforts in Newark demonstrate, data-driven
solutions will be feasible and sustainable only if leaders create and
implement those solutions with the active participation of people
in the communities that they target.

THE PROMISE OF DATA
Under the sponsorship of an organization called Results for America,

we recently undertook a research project that focused on howleaders
canand should pursue data-driven social change efforts. For the proj-
ect, we interviewed roughly 30 city administrators, philanthropists,
nonprofit leaders, researchers, and community builders from across
the United States. We began this research with a simple premise: Social
change leaders now have an unprecedented ability to draw on data-
driven insight about which programs actually lead to better results.

Leaders today know that babies born to mothers enrolled in
certain home visiting programs have healthier birth outcomes. (The
Nurse-Family Partnership, which matches first-time mothers with
registered nurses, is a prime example of this type of intervention.?)
They know that students in certain reading programs reach higher

literacy levels. (Reading Partners, for instance, has shown impressive
results with a program that provides one-on-one reading instruc-
tion to struggling elementary school students.*) They know that
criminal offenders who enter job-training and support programs
when they leave prison are less likely to re-offend and more likely
to succeed in gaining employment. (The Center for Employment
Opportunities has achieved such outcomes by offering life-skills
education, short-term paid transitional employment, full-time job
placement, and post-placement services.5)

Results for America, which launched in 2012, seeks to enable

governments at all levels to apply data-driven approaches to issues
related to education, health, and economic opportunity. In 2014, the
organization published a book called Moneyball for Government. (The

title is a nod to Moneyball, a book by Michael Lewis that details how
the Oakland A’s baseball club used data analytics to build champion-
ship teams despite having a limited budget for player salaries.)
The book features contributions by a wide range of policymakers
and thought leaders (including Melody Barnes, a co-author of this
article). The editors of Moneyball for Government, Jim Nussle and
Peter Orszag, outline three principles that public officials should
follow as they pursue social change:

m “Build evidence about the practices, policies, and programs
that will achieve the most effective and efficient results so that
policymakers can make better decisions.
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http://ceoworks.org
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m “Invest limited taxpayer dollars in practices, policies, and
programs that use data, evidence, and evaluation to demon-
strate they work.

m “Direct funds away from practices, policies, and programs that
consistently fail to achieve measurable outcomes.”®

These concepts sound simple. Indeed, they have the ring of
common sense. Yet they do not correspond to the current norms
of practice in the public and nonprofit sectors. According to one
estimate, less than 1 percent of federal nondefense discretionary
spending goes toward programs that are backed by evidence.” In a
2014 report, Lisbeth Schorr and Frank Farrow note that the influ-
ence of evidence on decision-making—*“especially when compared
to the influence of ideology, politics, history, and even anecdotes”—
has been weak among policymakers and social service providers.®
(Schorr is a senior fellow at the Center for the Study of Social Policy,
and Farrow is director of the center.)

That needs to change. There is both an economic and a moral

imperative for adopting data-driven approaches. Given persistently
limited budgets, public and nonprofit leaders must direct funds to
programs and initiatives that use data to show that they are achiev-
ing impact. Even if unlimited funds were available, moreover, lead-
ers would have a responsibility to design programs that will deliver
the best results for beneficiaries.

THE NEED FOR “PATIENT URGENCY”
The inclination to move fast in creating and implementing data-driven
programs and practices is understandable. After all, the problems
that communities face today are serious and immediate. People’s
lives are at stake. If there is evidence that a particular intervention
can (for example) help more children get a healthy start in life—
or help them read at grade level, or help them develop marketable
skills—then setting that intervention in motion is pressingly urgent.
But acting too quickly in this arena entails a significant risk. All too
easily, the urge to initiate programs expeditiously translates into a pref-
erence for top-down forms of management. Leaders, not unreasonably,
are apt to assume that bottom-up methods will only slow the imple-
mentation of programs that have a record of delivering positive results.
A former director of data and analytics for a US city offers a cau-
tionary tale that illustrates this idea. “We thought if we got better
results for people, they would demand more of it,” she explains.
“Our mayor communicated in a paternal way: ‘I know better than
you what you need. I will make things better for you. Trust me.
The problem is that they didn’t trust us. Relationships matter. Not
enough was done to ask people what they wanted, to honor what
they see and experience. Many of our initiatives died—not because
they didn’t work but because they didn’t have community support.”
To win such support, policymakers and other leaders must treat
community members as active partners. “Doing to us, not with us, is
arecipe for failure,” says Fuller, who has deep experience in building
community-led coalitions. “If we engage communities, then we have
a solution and we have the leadership necessary to demand that so-
lution and hold people accountable for it.” Engaging a community is
not an activity that leaders can check off on a list. It’s a continuous
process that aims to generate the support necessary for long-term
change. The goal is to encourage intended beneficiaries not just

to participate in a social change initiative but also to champion it.

“This work takes patient urgency,” Fuller argues. “If you aren’t
patient, you only get illusory change. Lasting change is not possible
without community. You may be gone in 5 or 10 years, but the commu-
nity will still be there. You need a sense of urgency to push the process
forward and maintain momentum.” The tension between urgency and
patience is a productive tension. Navigating that tension allows lead-
ers and community members to achieve the right level of engagement.

The core finding of our research is that impatient, top-down
efforts—including efforts that involve implementing data-driven
initiatives—will not produce lasting results. To achieve positive
and enduring change, public and nonprofit leaders must create com-
munity engagement strategies that are as robust as the data-driven
solutions they hope to pursue.

Rich Harwood, president of the Harwood Institute for Public

Innovation, makes this point in a post on his website: “Understand-

ing and strengthening a community’s civic culture is as important
to collective efforts as using data, metrics and measuring outcomes.
... Aweak civic culture undermines the best intentions and the most
rigorous of analyses and plans. For change to happen, trust and
community ownership must form, people need to engage with one
another, and we need to create the right underlying conditions and
capabilities for change to take root and spread.”®

FACTORS OF ENGAGEMENT

We have identified six factors that are essential to building community
support for data-driven solutions. These factors are complementary.
Social change initiatives that incorporate each factor will tend to
have a greater chance of success.

Organizing for ownership | In many cases, efforts to engage affected
communities take place after leaders have designed and launched
data-driven initiatives. But engagement should begin earlier so that
community members will have an incentive to support the initiative.

One of the biggest mistakes that social change leaders make is
failing to differentiate between mobilizing and organizing. Mobiliz-
ing is about recruiting people to support a vision, cause, or program.
In this model, a leader or an organization is the subject that makes
decisions, and community members are the passive object of those
decisions. Organizing, on the other hand, is about cultivating leaders,
identifying their interests, and enabling them to lead change. Here,
community members are the subject of the work: They collaborate
on making decisions. At its best, community engagement involves
working with a variety of leaders—those at the grass tops and those
at the grass roots—to ensure that an effort has the support neces-
sary for long-term success.

The International Association for Public Participation has devel-
oped a spectrum that encompasses various forms of engagement.1®
(See “The Spectrum of Community Engagement” on page 36.) At
one end of the spectrum is informing, which might take the form
of a mailing or a town-hall meeting in which professional leaders
describe a new change effort (and perhaps ask for feedback about
it). At the other end of the spectrum is empowerment, which sup-
ports true self-determination for participants. One organization
that practices empowerment is the Family Independence Initiative
(FII) in Oakland, Calif. Instead of focusing on delivery of social ser-

vices, FII invests in supporting the capacity and ingenuity of poor
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families. (Through an extensive data-collection process at six pilot
sites, FII has demonstrated that participating families can achieve
significant economic and social mobility.)

The further an initiative moves toward the empowerment end
of the spectrum, the more community members will feel a sense
of ownership over it, and the more inclined they will be to advo-
cate for it. Of course, it’s not always possible to operate at the level
of full empowerment. But initiative leaders need to be clear about
where they are in the spectrum, and they need to deliver the level
of engagement they promise.

John McKnight and Jody Kretzmann, co-directors of the Asset-
Based Community Development Institute at Northwestern University

and authors of the classic community-building guide Building
Communities From the Inside Out, argue that too often “experts” un-
dermine the natural leadership and the sense of connectedness that
exist in communities as assets for solving problems. At a recent inter-
national conference of community builders, McKnight and Kretzmann
suggested that when providers work with communities they should ask
these questions: “What can community members do best for themselves

and each other? What can community members do best if they receive
some support from organizations? What can organizations do best for
communities that people can’t do for themselves?”

It’s important, in other words, to view community members as
producers of outcomes, not just as recipients of outcomes. Professional
leaders must recognize and respect the assets that community members
can bring to an initiative. If the goal is to help children to read at grade
level or to help mothers to have healthy birth outcomes, then leaders
should consider the roles that family members, friends, and neighbors
can play in that effort. A mother who watches kids from her neighbor-
hood after school is a kind of youth worker. The elder who checks in
on a young mother is a kind of community health worker. Supporting
these community members—not just for their voice but also for their
ability to produce results—is crucial to the pursuit of lasting change.

Engaging grassroots leaders requires intention and attention. “If
we commit to engaging community members, we have to set them
up for success. We have to orient them to our world and engage in
theirs,” says Angela Frusciante, knowledge development officer at the
William Caspar Graustein Memorial Fund. “We need to work with

leaders to make meaning out of the data about their communities:
Where do they see their own
stories in the data? How do

“plugand play”asolution, leaders should consider the cultural contextin
which people will implement that solution. They should develop adeep
connection to the communities they serve and a deep understanding
of the many constituencies that can affect the success of their efforts.

One pitfall of data-driven social change work is that it some-
times provides little scope for complexity—for the way that multiple
factors are intertwined in peoples’ lives. Evidence-based approaches
can “[privilege] single-level programmatic interventions,” Schorr and
Farrow note. “These [programs] are most likely to pass the ‘what
works?’ test within the controlled conditions of the experimental
evaluation. Reliance on this hierarchy also risks neglecting or dis-
couraging interventions that cannot be understood through this
methodology and sidelining complex, multi-level systemic solutions
that may be very effective but require evidence-gathering methods
that rank lower in the evidence hierarchy.” 2 Those who implement
data-driven practices, therefore, need to treat them not as miracle
cures but as important elements within a larger ecosystem.

The need to reckon with complexity is one reason that the col-
lective impact model has gained popularity in many communities.!3
In a collective impact initiative, organizations and community
members work together at a systemic level to achieve a complex
community-wide goal. They work to connect each intervention to
other programs, organizations, and systems (including family and
neighborhood systems) that influence the lives of beneficiaries. It’s
not likely that a single intervention, pursued in isolation, will cre-
ate lasting change. Delivering an evidence-based reading program
for children in elementary school may have a positive impact on
literacy outcomes, for example, but the long-term sustainability of
that intervention will depend on the health, safety, home environ-
ment, and economic well-being of those children.

Working with local institutions | Often the pursuit of a data-driven
strategy involves shifting funds away from work that isn’t demon-
strating success. Taking that step is sometimes necessary, but when
leaders shift funds, they must be careful not to harm the commu-
nity they aim to help. Such harm can occur, for example, when they
underfund programs with deep community connections, when
they eliminate vital services for which there is no good alternative,
or when they import programs from outside the community that
destabilize existing providers.

they interpret what they see?

Remember, data is information

about people’s lives.”
Allowing for complexity |

The Spectrum of Community Engagement

INCREASING IMPACT ON DECISION-MAKING

m CONSULTING INVOLVING COLLABORATING m

Leaders must adapt to the Providing balanced Inviting feedback on Working with com- Enabling community Giving community
complex system of influences and objective infor- alternatives, analyses, | munity members members to partici- members sole
mation about new and decisions related to ensure that their patein every aspect of | decision-making
that bear on the success of any programs or services, | tonew programs or aspirations and con- planning and decision- | authority over new
data-driven solution. Patrick and about thereasons | services. Letting people | cerns are consideredat | making for new programs or services,
McCarthy, president of the fc_)r_choosing them.l Pro-| know hovy their feed- | every stz_:\g_e of plar_ming programs or services. and allowing profes-
viding updates during | back has influenced and decision-making. sionals to serve only
Annie E. Casey Foundation, implementation. program decisions. Letting people know in consultative and
made this point forcefully at how their involve- supportive roles.
A . ment has influenced
a 2014 forum: “An inhospita- program decisions.

ble system will trump a good
program—every time, all the
time.”!! Instead of trying to

Adapted from the IAP2 Public Participation Spectrum, developed by the International Association for Public Participation.

Note: Engagement activities can include community surveys, neighborhood outreach projects, partnerships with grassroots organizations, public meetings, and
efforts to select community representatives
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A decision to shift funds can also generate otherwise avoidable
resistance from natural allies. An official from a local foundation
recounts an episode that happened in her city: “Our mayor got ex-
cited about a college access program that he visited in another city
and raised money to bring it here. The existing college access pro-
grams had trouble raising money once the mayor was competing
with them to raise funds, and they started going out of business.
The new initiative never gained community support.” According to
this official, the mayor’s actions were ultimately counterproductive.
“There is now less happening for the people served,” she says.

In some cases, moreover, local organizations have built up social
capital that creates an enabling environment for data-driven inter-
ventions to succeed. A community center that has fostered active
participation among parents, for example, might be an important
asset for a data-driven effort to improve third-grade reading scores

For these reasons, it’s often better to encourage existing grantees
to adopt data-driven practices than to defund those groups. Carol
Emig, president of Child Trends, a nonprofit research organization
that focuses on issues related to children and families, argues for
this approach: “Instead of telling a city or foundation official that
they have to defund their current grantees because they are not
evidence-based, funders can tell long-standing grantees that future
funding will be tied at least in part to retooling existing programs
and services so that they have more of the elements of successful
programs.”* The mayor who brought an outside college access pro-
gram to his city, for example, might have had more success if he had
worked with local providers to implement a variation of the program.

Collaborating with local groups takes effort. Funders must start
by assessing whether a grantee has a solid grounding in the commu-
nity, experience in the relevant issue area, and a willingness to alter
its practice. Nicole Angresano, vice president of community impact
at the United Way of Greater Milwaukee and Waukesha County,
explains how her organization works with grantees to improve per-
formance: “We assess the state of the organization’s relationships.”
Her group looks in particular at the level of trust that grantees have
earned within their community. “If that [trust] is high, we’ll build
capacity and partner with them to improve results,” she says.

Applying an equity lens | Jim Collins, in his management strategy
book Good to Great, argues that effective leaders “first [get] the right
people on the bus ... and the right people in the right seats—and
then they [figure] out where to drive it.” % Too often, social change
efforts don’t engage the right mix of people. When leaders seek to
bring data-driven solutions to low-income communities and com-

munities of color, they must take care to apply an equity lens to this
work. Members of those communities not only should be “at the
table”; they should hold leadership positions as well.

Many groups apply an equity lens to their initiatives downstream:
They analyze disaggregated data to identify disparities, and then
they adopt strategies to reduce those disparities. That’s important,
but it’s even more important to apply an equity lens upstream—
in the places where people make critical decisions about an initia-
tive. The ranks of board members, staff members, advisors, and
partners must include members of the beneficiary community.
“Some leaders just want black and brown people to carry signs,”
says Fuller. “They don’t want them to actually lead, to have a voice,
to have self-determination.”

It’s not enough to bring a diverse set of leaders together. Creat-
ing a culture in which those leaders can collaborate effectively is
also necessary. Applying an equity lens involves working to build
trust among participants and working to ensure that all of them
can engage fully in an initiative. Achieving equitable participation,
moreover, requires a commitment to hearing all voices, valuing all
perspectives, and taking swift action to correct disparities of repre-
sentation. And although this process cannot eliminate power dynam-
ics, leaders should strive to mitigate the effects of power differences.

Leaders should also apply an equity lens to the selection of orga-
nizations that will receive funding to implement data-driven work.
One way to do so is to establish a continuum of eligibility that allows
groups—those that are ready to implement data-driven practices as
well as those that will require capacity-building support to reach
that level—to apply for funding at different stages of an initiative.
That approach can enable the inclusion of small organizations that
are led by people of color or by other under-represented members
of a community.

Building momentum | The work of engaging communities, as we
noted earlier, requires a sense of patient urgency. According to people
we interviewed for our project, it often takes one to two years to
complete the core planning and relationship building that are nec-
essary to launch an initiative that features substantial community
engagement. That is all the more true when the initiative incorpo-
rates data-driven approaches.

For this reason, achieving significant results within a typical two-
to-three-year foundation grant cycle can be challenging. Similarly,
it can be difficult to pursue lasting change within a time frame that
suits the needs of public sector leaders. Government agencies usu-
ally operate in one-year budget cycles, and elected officials want to
see results within a four-year election cycle. So when public agen-
cies take the lead on an initiative, it’s incumbent on philanthropic
funders and other partners to create external pressure that will lend
staying power to the initiative.

Another solution to this problem is to build momentum up front
by achieving quick wins—early examples of demonstrated progress.
Quick wins will encourage grantmakers to invest in an initiative
and will help meet the political needs of public officials. In addition,
quick wins will keep resistance from building. If an initiative hasn’t
shown any results for two to three years, the forces of the status
quo will reassert themselves, and opponents will eagerly claim that
the initiative is failing.

Early wins will also help a community build a narrative of suc-
cess that can replace existing narratives that dwell on the apparent
intractability of social problems. Likewise, quick wins will enable
community members to see that their engagement matters. As a
result, they will be more likely to embrace ambitious goals for social
change. “You have to give folks who are ready to run work that will
keep them energized, and [you have to] give others time to absorb
change and build trust in the process,” Baptiste-Good says. “It takes
patience and relationships to make it work.”

Managing constituencies through change | Leaders who shift to a
new data-driven framework need to manage how various constitu-
encies react to that change. A good way to start is by distinguishing

between technical challenges and adaptive challenges. In The Practice

of Adaptive Leadership, Ronald A. Heifetz, Alexander Grashow, and
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Marty Linsky explain that distinction: “Technical
problems ... can be resolved through the applica-
tion of authoritative expertise and through the
organization’s current structures, procedures,
and ways of doing things. Adaptive challenges can
only be addressed through changes in people’s
priorities, beliefs, habits, and loyalties.” ¢ For
leaders, it’s tempting to focus on straightfor-
ward technical challenges (such as developing
criteria for funding a data-driven intervention)
and to neglect pressing adaptive challenges
(such as dealing with changes in relationships
and behaviors that staff members, partners,
and service recipients will experience with the
rollout of that intervention).

Multiple constituencies will feel the effects of
a shift in strategy. There are existing partners,
who will need to change their ways of operating
and who may lose funding. There are potential
new providers, who must gear up to help imple-
ment the new strategy. There are intended ben-
eficiaries, who may need to alter or discontinue
their relationships with trusted service providers.
There are grant officers, who may need to jettison
grantee relationships that they have cultivated
over many years. And so on. To build community
engagement around adoption of a new framework,
leaders must prepare all of these constituencies
for the adaptive changes they will have to make.

Communication is paramount, and it should
begin early in the change process. In particular,
leaders should take these steps:

Resources for Community Engagement

Social change leaders can tap into a global network of organizations that provide
insight and guidance on how to engage communities in data-driven programs.

A global network of people who work

to build local assets that will enable
residents to solve community problems.
www.abcdinstitute.org

Aregistry (funded by the Annie E. Casey
Foundation) of evidence-based
programs that promote the health

and well-being of young people.
www.blueprintsprograms.com

An online resource center and learning
network for people around the world
who are implementing collective
impact efforts.
www.collectiveimpactforum.org

An organization that teaches and
inspires leaders to change how people
work together in communities.
www.theharwoodinstitute.org

An organization that provides training,
facilitation, and network building to com-
munities, organizations, and movements.
www.interactioninstitute.org

An organization that works with leaders
in multiple sectors to develop urban
practices that will improve the economic
well-being of low-income people.
www.livingcities.org

An intermediary that works with local
and national groups to respond to
community needs, advance policy
solutions, and build leadership.
www.movementbuilding.movement

strategy.org

A research and advocacy group that works
with local residents and organizations to
advance economic and social equity.

www.policylink.org

A research and advocacy group that
works to shift public resources toward
evidence-based, results-driven solutions.
www.results4america.org

An organization that provides tools

and training that help people to collabo-
rate and to achieve collective impact on
complex community issues.
www.tamarackcommunity.ca

m Signal changes early so that stakeholders
can prepare for them.

m Focus less on expressing excitement about new practices than
on showing empathy for the concerns of each constituency.
(“Seek first to understand—and then to be understood” is
a good rule to follow.)

m Disclose how and why decisions were made, and who made them.

m Acknowledge that there will be trade-offs and losses, and
explain that they are a necessary consequence of adopting
a strategy that promises to improve results.

m Clearly describe the transition process for people and groups
that are willing and able to move toward the new framework.

Above all, leaders must focus on managing expectations for each
constituency each step of the way.

MODELS OF ENGAGEMENT
Community engagement is not easy work, but it is important work.
Here are two initiatives in which social change leaders are pursuing
a community engagement strategy as part of their effort to imple-
ment data-driven solutions.

A youth program in Providence | In 2012, the Annie E. Casey
Foundation launched an initiative in partnership with the Providence

Children and Youth Cabinet (CYC), an organization that was then

part of the mayor’s office in Providence, R.I. Working within the
foundation’s Evidence2Success framework, the CYC surveyed more
than 5,000 young people in the 6th, 8th, 10th, and 12th grades about
the root causes of personal and academic success—factors such as
social and emotional skills, relationships, and family support. The
CYC then convened community leaders and residents from two
neighborhoods to discuss the survey data and to create a set of
shared priorities. A diverse group of city, state, and neighborhood
leaders helped oversee that process.

These shared priorities—which cover outcomes related to truancy
and absenteeism, delinquent behavior, and emotional well-being—
became the central point of focus for the initiative. Implementation
teams, which included both residents and social service providers,
established improvement goals for each priority. The teams then used
Blueprints for Healthy Development, an online resource maintained

by the Annie E. Casey Foundation, to select six evidence-based pro-
grams that are designed to advance those goals. In addition, CYC
leaders conferred with residents about resources and forms of assis-
tance that the community will need to ensure the success of these
programs. Implementation of three of the six identified programs
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is now under way, and the CYC will measure progress toward the
improvement goals in future surveys.

From the start, CYC leaders worked to improve the power dy-
namics among stakeholders by communicating transparently about
their decision-making process. “We tailored information to different
groups to empower them,” says Rebecca Boxx, director of the CYC.
“We engaged everyone in a shared framework that was new to all. For
community residents, we said, “This data is you, your lives. You own
that” There was tremendous power in helping residents own their role.”
In effect, Boxx adds, the initiative has involved “flipping expertise”—
in other words, placing community members “on equal footing” with
public officials, social service providers, and the like. (To ensure that
the CYC would remain an independent voice for local communities—
one whose future would not depend on election results—CYC leaders
eventually moved the group outside the mayor’s office.)

CYC leaders spent about 18 months engaging with community
members and another 18 months implementing the initial set of
three evidence-based programs. “It will take three to four years to
start seeing community-level results,” says Jessie Wattrous, a senior
associate at the Annie E. Casey Foundation. “There is a win for [city
officials] in saying, ‘We are listening to our community and spend-
ing our dollars on programs that have been proven to work.” You
also have community leaders and residents speaking out about it.”
The foundation recently launched Evidence2Success partnerships
in Alabama and Utah that build on the lessons of the Providence
initiative to pursue evidence-based programs in those states.

A health program in Milwaukee | At one time, Milwaukee had
the highest African-American infant mortality rate in the United
States. To confront that problem, several partners—including the
United Way of Greater Milwaukee, the mayor of that city, and the
Wisconsin Partnership Program at the University of Wisconsin
School of Medicine and Public Health—launched the Lifecourse
Initiative for Healthy Families (LIHF) in 2012.

As part of the initiative, LIHF leaders invited researchers from
universities, nonprofit advocacy groups, and the City of Milwaukee
Health Department to share evidence about the causes of infant
mortality and ways to reduce it. Many LIHF participants initially
believed that unsafe sleeping conditions were the leading cause of in-
fant mortality. But data gathered by the city’s Fetal Infant Mortality
Review team showed that this factor accounted for only 15 percent
of deaths and that more than 60 percent of deaths were the result
of premature births. After researching evidence-based approaches
to reducing the incidence of premature birth, LIHF participants

agreed on a set of initiatives that focus on access to health services,
fatherhood involvement, and other social determinants of health.

Previously, the City of Milwaukee and the United Way had part-
nered on an initiative that reduced teen pregnancy by 57 percent in
seven years. (Milwaukee also once had the highest teen pregnancy
rate in the nation.) Lessons from that initiative left these partners
with a commitment to deep and inclusive community engagement.
In the case of LIHF, those who oversaw the initiative began with a
two-year planning process that involved convening more than 100
community leaders from all parts of the city.

In developing LIHF, leaders put special emphasis on achiev-
ing racial equity in the design and leadership composition of the
initiative. At a launch meeting for LIHF, a group of more than 70

community leaders and residents spent an hour discussing racism
and its impact on health among African-American women. Subse-
quent meetings have dealt explicitly with the role that racial equity
must play in reaching LIHF goals. An African-American woman
business leader cochairs the LIHF Steering Committee (the mayor
of Milwaukee is the other cochair), and an African-American com-
munity activist serves as director of the initiative. To gain residents’
input and support, LIHF leaders also hired six community organiz-
ers who live in targeted neighborhoods and placed two people from
those neighborhoods on the steering committee.

ENGAGING WITH DATA

Data-driven practices and programs hold great promise as a means
for making progress against seemingly intractable social problems.
But ultimately they will work only when community members are able
to engage in them as leaders and partners. Community engagement
has two significant benefits: It can achieve real change in people’s
lives—especially in the lives of the most vulnerable members of a
community—and it can instill a can-do spirit that extends across an
entire community.

As policymakers, elected officials, philanthropists, and nonprofit
leaders shift resources to data-driven programs, they must ensure
that community engagement becomes a critical element in that
shift. (See “Resources for Community Engagement” on page 38.)
Without such engagement, even the best programs—even programs
backed by the most robust data—will not yield positive results, let
alone lasting change.
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READY BY 21

COMMUNITY CATALYSTS™

Ready Communities

Imagine...

Mapping the Landscape of
Programs for Young People

In your community, young people get all the supports they need to succeed.

Research shows that most young people don’t. Although communities have plenty of services and supports targeted at specific
causes and populations, those efforts are usually fragmented and uncoordinated. Leaders need to know not just about schools,
but about afterschool sites, libraries, sports leagues and faith-based programs:

What do these places offer?
Who can use them?
Do they connect with schools?

That means taking stock of all the places where youth engagement and learning happens, and using that new data to make
informed changes. Ready Communities provides powerful mapping technology and facilitation tools to make that happen.

What is Ready Communities?

The Ready Communities suite of tools gives education
and out-of-school time leaders unprecedented
information about their local youth development
resources. The package targets three areas:

Settings for youth: What programs and settings
are available outside of school? What are the
features of those settings? What types of
services do they offer (e.g., sports, pregnancy
prevention)?

Access: Which settings are geared toward
specific youth (such as by age groups, gender
or neighborhood)? Do factors such as
transportation affect participation?

The youth-serving network: How do programs
and organizations that have spaces for youth
communicate with each other and with
schools to coordinate expectations and
delivery of supports?
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The Ready Communities survey pinpoints schools and other
resources for youth, and allows users to easily get information about
specific sites.

Ready Communities gives you a clear picture of the places where youth spend their time. It produces in-depth data
presentations that are both compelling and easy to use. That data drives a series of community conversations about resources
for youth - leading to targeted and effective action to improve your community’s youth-serving spaces.

all youth ready for college work & life



READY BY 21

COMMUNITY CATALYSTS™

How Does Ready Communities Work?

The Forum provides the tools for data collection and compiles the data, then delivers the technical assistance to turn that data
into a catalyst for change. Our services include data analysis and visualizations, consultations about collaboration, and
facilitation of community conversations that lead to strategic improvement.

Step 1: Define what to study. The Forum provides tools and resources to help you make choices about what to include in your
report and customized map. You consider geographic boundaries, audiences, etc., and identify goals and which organizations to
survey.

Step 2: Collect and analyze data. The data collection begins with information about settings where young people spend their
time. The Forum produces a series of visuals to tell the story of the services, supports and opportunities for youth in your
community. Relevant survey data is also entered into an online mapping system, along with other information that you select
(such as the location of bus stops).

Step 3: Hold community conversations. These conversations are designed to generate action on specific findings from the
survey process. The Forum helps you design meetings, develop presentation materials and facilitate discussions.

More than maps: Ready
Communities data is used to OST Funding Sources (in thousands) Access
produce communitywide

analyses. For example: funding
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How Does Ready Communities Drive Change?

Step 4: Make changes based on areas of concern. The Ready Communities process empowers leaders to act with more
intention about the experiences they want to make available for children and youth; provides ways to engage providers, funders
and community members in those planning discussions; and establishes links between schools and communities to coordinate
their actions.

You might tackle specific community issues, such as a lack of high-quality programs in a particular neighborhood or increasing
workforce development services across the community.

For example: In Austin, Texas, leaders used landscape mapping to create a state-of-the-art online tool to map and track
youth services.

“Austin had all of these different groups working on different things. We had no real way to organize even basic
information,” says Suzanne Hershey, founder of the Austin Ready by 21 Coalition. “Now we’re building
consensus around outcomes and indicators that are focused on youth.” Find out how in this Austin case study.

Join the movement to get all young people Ready by 21. Let’s talk about how your community can launch a Community Catalyst.
Contact us at (202) 207-3333 or info@forumfyi.org.

The Forum for Youth Investment is a nonprofit, nonpartisan action tank dedicated to helping communities and the nation make sure all young
people are ready by 21 - ready for college, work and life. www.forumfyi.org. Ready by 21 is a set of innovative strategies developed by the
Forum for Youth Investment to make a measurable difference in the lives of children and youth. www.readyby21.org.

all youth ready for college work & life
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There are multiple types of information that are needed to effectively translate goals into actions — the status of children and youth, programs,
policies and public and political will. Look at the list below of ways to “take stock” for children and youth. Think about your capacity to fund/call
for/participate in data collection projects that would create “taking stock” reports — whether it is for a single issue (e.g., youth employment) or the
full set of issues identified.

IMPORTANCE | AVAILABILITY

WAYS TO TAKE STOCK FOR

CHILDREN & YOUTH NOTES

Low Hi Low Hi

Demographics & Public Data - (e.g., Census Data, How is this collected?

Administrative Data)

Whom would | contact for more info?

Developmental Progress - (e.g., social, emotional, How is this collected?

learning indicators, internal assets)

Whom would | contact for more info?

External Assets & Supports - (e.g., 40 Assets, How is this collected?
America’s Promise Every Child, Every Promise O 0O o | oo o
Survey) Whom would | contact for more info?
Program Participation - (e.g., Program/System How is this collected?
Participation Reports, Tracking Individuals Across O oo | oo o
0 Programs) \Whom would | contact for more info?
- I(;-:)J Program Landscape - (e.g., Program and Offering How is this collected?
= = Inventories) e o
= 3 \Whom would | contact for more info?
S = How is this collected?
O 3 Program Quality — (e.g., Program Assessments) O oo | oo o
f E Whom would | contact for more info?
— i s
= System/Organizational/Program Effectiveness— How is this collected?
g (e.g., Performance Measure Reports, Fidelity Reports) N
@ 9. ports, yRep \Whom would | contact for more info?
Professional Workforce Capacity - (e.g., Youth How is this collected?
Work Workforce Survey, External Assessment O oo | oo o
Reports) Whom would | contact for more info?
How is this collected?
Resources/Investments-— (e.g., Fiscal Maps) O oo | oo o
\Whom would | contact for more info?

Leadership Actions - (e.g., Mapping Initiatives and How is this collected?

Task Forces)

Whom would | contact for more info?

Policy Priorities - (e.g., Policy Benchmarks, Cross How is this collected?

Plan Analysis)

\Whom would | contact for more info?

Public & Family Demand - (e.g., Polling, Focus How is this collected?

Groups, Key Informant Interviews, Surveys)

Whom would | contact for more info?

Financing & Sustainability - (e.g., Children’s How is this collected?

Budgets, Sustainability Plans)

LEADER COMMITMENTS

Whom would | contact for more info?

How is this collected?
Political Will - (e.g., Political Leadership Assessment) | O O O | O D

Whom would | contact for more info?

Use the “NOTES” section above to identify or give more information on the following:
a) The Availability of Information - Reports like this one are created regularly on some topic related to children and youth.
b) System-specific Information - To discriminate which systems (e.g., child welfare, education, etc.) these rating apply to.
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FOR YOUTH INVESTMENT Ready by 21 and the Ready by 21 Logo are registered trademarks of the Forum for Youth Investment.
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Learning in Action:
Evaluating Collective Impact

Successful collective impact initiatives embed evaluation in

their DNA and use it to make better decisions about the future.

BY MARCIE PARKHURST & HALLIE PRESKILL

Asleaders across the social sector adopt the
collective impact approach to problem solv-
ing, an important question looms in many
people’s minds: Given how complex and
unpredictable the work is, what is the best
way to evaluate a collective impact initiative’s
progress and success?

Traditionally, evaluations of specific
interventions have focused on their results
to determine whether or not (and how) they
have “worked.” But collective impact initia-
tives involve multiple activities, programs,
and initiatives, all of which operate in mutu-
ally reinforcing ways. Moreover, they aim to
change highly complex systems. As aresult,
merely taking a snapshot of a given interven-
tion’s effectiveness at one point does not tell

~

the whole story. To truly evaluate their ef-
fectiveness, collective impact leaders need to
see the bigger picture—the initiative’s many
different parts and the ways they interact
and evolve over time. For that, theyneed a
new way to approach evaluation. We believe
thateffectively evaluating collective impact
requires the following practices.

First, rather than attempting toisolate the
effects and impact of a single intervention, col-
lective impact partners should assess the prog-
ress and impact of the changemaking process
asawhole. This process includes the initiative’s
context; the quality and effectiveness of the
initiative’s structure and operations; the ways
inwhich systems thatinfluence the targeted
issue are changing; and the extent of progress

Marcie Parkhurst is an associate director at FSG. She was previ-
ously director of strategic initiatives at Capital Impact Partners.

Hallie Preskillis amanaging director at FSG. She was previously
aprofessor in the School of Behavioral Organizational Sciences at
Claremont Graduate University.

toward the initiative’s ultimate goal(s). To be
sure, the relative emphasis of evaluation will
shift as the collective impact initiative matures.
Forexample, an initial evaluation might assess
the strength of the initiative itself, and a subse-
quent evaluation might focus on the initiative’s
influence on targeted systems.

Second, rather than use performance
measurement and evaluation to determine
success or failure, collective impact partners
should use the information they provide to
make decisions about adapting and improving
theirinitiative. To that end, collective impact
partners should embed evaluation and learn-
inginto theirinitiative’s DNA, rather than
treating it as an annual (or quarterly) exercise.

Embracing this comprehensive, adaptive
approach to evaluating collective impact
requires leaders to do three things differently.
Aswe explain in the sections that follow, they
should “ask what,” “ask why,” and “ask often.”

ASK WHAT
First, collective impact partners should assess
the progress and effectiveness of the change-
making process as a whole. This exercise re-
quires examining four levels of the initiative:
theinitiative’s context, the initiative itself,
the systems that the initiative targets, and the
initiative’s ultimate outcomes.

The initiative’s context | Context refers
to everything that influences an initiative’s
design, implementation, and effectiveness. It
includes economic conditions, demographics,
mediafocus, political will, funding avail-
ability, leadership, and culture, among other
factors. Changes in context are inevitable
and often are important in supporting or
hindering an initiative’s success. For example,
justas Washington State’s Road Map Project
began to formin 2012, its leaders learned that
they could apply for a federal Race to the Top
districtaward. They successfully organized
themselves and won a $40 million award. The
influx of financial support significantly boost-
ed theinitiative’s capacity and accelerated the
implementation of its priority strategies.!

To see how changes in context can influ-
ence an initiative’s outcomes, consider the

Collective Insights on Collective Impact
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Assessing an Initiative’s Design and Implementation

SAMPLE OUTCOMES

The development of the common
agenda hasincluded a diverse
set of voices and perspectives
from multiple sectors

and activities.
An effective backbone

function has beenidentified
or established

Quality data on a set of mean-
ingful common indicatorsis
available to partnersin a timely
manner

example of the final evaluation for Shape Up
Somerville. This Massachusetts-based col-
lective impact initiative focused on reducing
citywide rates of obesity and included an
analysis of the city’s changing demographics.
Asitsleaders noted: “If acommunity becomes
more racially diverse over time, as is the case
in Somerville, obesity rates would be ex-
pected torise.”> Without taking into account
local demographic changes, the initiative’s
collaborators couldn’t fully understand the
effectiveness of its efforts.

The initiativeitself | For any collective
impact initiative, changing the way organiza-
tions and individuals interact with each other
and approach complex problem-solving is
an important, if often implicit, goal. The real
power of the collective impact approach lies
in the process—the ability to unite diverse
groups around acommon purpose, encourage
open discussion and ongoing communication,
support coordination and alignment of activi-
ties, and promote learning and continuous
improvement. For example, an evaluation of
Vibrant Communities, a pan-Canadian anti-

poverty initiative, found that the “multi-sec-
toral nature of Vibrant Communities helps
government move on [policy] change because
proposals are already vetted from multiple
interests in the community.”3

Similarly, Shape Up Somerville attributes
its success largely to its “multi-level ap-
proaches to promote active living and healthy
eating.”* The initiative engaged public
schools, city government leaders, academic
researchers, civic organizations, community
groups, businesses (including restaurants),
andresidents in an integrated approach to
problem solving that facilitated systems-
level change. Ultimately, the initiative suc-

Collective Insights on Collective Impact

SAMPLE INDICATORS
m The initiative’s steering committee (or other leadership structure)
includes voices from all relevant sectors and constituencies.
m Members of the target population help shape the common agenda.
m Community members are aware of the collective impact initiative’s goals

m Backbone staff effectively manage complex relationships.
m Backbone staff demonstrate commitment to the collective impact’s vision.
m Backbone staff are both neutral and inclusive.

m Partners commit to collecting the data as defined in the data plan.
m Partners have the capacity to collect and input quality data.
m Partners know how to use the shared measurement system.

m Partners contribute quality data on a common set of indicators in a timely
and consistent manner.

ceeded in decreasing childhood obesity rates
throughout the city of Somerville.5

Assessing the progress and effective-
ness of the collective impact changemaking
process as awhole requires an explicit focus
on theinitiative’s design and implementation.
(See “Assessing an Initiative’s Design and
Implementation” above.) Although collec-
tive impactleaders may question the value
of evaluating process, we urge them to pay
careful attention to the quality and strength
of their initiative itself, especially in its early
years. This is a time when critically important
decisions are made and learningis invaluable.

The systems that the initiative targets |
Most collective impact initiatives have hugely
ambitious goals: Not only do they seek to tackle
complex problems, but they also try to create
large-scale change. Achieving this level of
impact, in away that’s sustainable over time,
requires collective impact initiatives to make
significant changes in systems (by influencing
cultural norms, public policies, and funding
flows) as well as patterns of behavior (includ-
ing changes in professional practice or changes
inindividual behavior). These systems-level

changes create the conditions that allow col-
lective impactinitiatives to achieve their
ultimate objectives. (See “Assessing Systems-
Level Changes” below.) Shape Up Somerville,
for example, attributes part of its success to a
constellation of systems-level changes. These
included increased funding for anti-obesity
work; healthier menu offerings in public
schools and at more than 40 local restaurants;
new bicycle lanes and improvements to public
parkinfrastructure; improved nutritional
standards in schools and other publicinstitu-
tions; and improvements in physical education
equipment, facilities, and activities in schools
and after-school programs.

Theinitiative’s ultimate outcomes | As the
initiative matures, collective impact partners
should keep awatchful eye on their ultimate
goals. Itis normal forinitiatives to make slow
or minimal progress toward their goals in the
earlyyears, but collective impact partners
should expect to achieve meaningful, measur-
able change within three to four years. They
should track this progress over time using the
initiative’s shared measurement systemin ad-
dition to more robust evaluations.

ASK WHY
Collective impact partners should use the
results of their evaluative activities to make
smart decisions about adapting and improv-
ing the initiative. To make such decisions,
funders must complement performance
measurement activities (which focus on
determining what is happening) with other
types of evaluation aimed at understanding
how and why change is happening.
Collective impact partners can employ
three different approaches to evaluation at
different points in an initiative’s lifetime:
developmental evaluation, formative evalu-
ation, and summative evaluation. As “Three
Approaches to Evaluation” (to right) outlines,

Assessing Systems-Level Changes

SAMPLE OUTCOMES

The collective impact initiative is
influencing changes in attitudes

and beliefs toward the desired

behavior change change.

Philanthropic (or public) funding
inthe targeted issue area/system
isincreasingly aligned with the
goals of the collective impact

initiative

SAMPLE INDICATORS
m Individuals view the issues and goals of the collective impact initiative
with increased importance, relevance, and a sense of urgency.
m Individuals express attitudes or beliefs that support the desired behavior

m Overall funding for the targeted issue area or system has increased.

m Existing resources are directed toward evidence-based strategies in the
targeted issue area or system.

m New resources are committed to evidence-based strategies in the
targeted issue area or system.

m Funding is increasingly designed to allow for program innovation and
experimentation in the targeted issue area or system.

%
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each approach can help answer different
questions. (For more detail on the three ap-
proaches, see “Guide to Evaluating Collective
Impact,” available at www.fsg.org.)

These approaches to evaluation are
not mutually exclusive. Collective impact
partners can and should use a combination of
approaches over time. For example, Vibrant
Communities in Canada used developmental
evaluation to explore changes in context and
potential implications for the initiative, and
simultaneously used formative evaluation to
refine its existing efforts. Later, the initiative
used summative evaluation tolook back onits
effectiveness and overall impact.

ASK OFTEN

In the context of collective impact, the
purpose of performance measurement and
evaluation is to support learning, and the goal
is to enable continuous improvement. We
suggest that collective impact partners follow
these steps to effective evaluation:

Startearly | Even before an initiative’s
shared measurement system becomes opera-
tional, collective impact partners can monitor
aset of early performance indicators that
focus on the quality of the initiative’s design
and implementation. They can also use ele-
ments of developmental evaluation to provide
insightinto the effectiveness of the initiative’s
early efforts. For example, an infant mortality
initiative in rural Missouri uses developmental

evaluation to better understand how contextu-
al factors and cultural dynamics influence the
development of the strategy. The partners are
working with a team of evaluation coaches to
ask such questions as “What does the problem
of infant mortality look like from the perspec-
tive of different stakeholders in our region, and
what are the implications for the design of our
collective impact initiative?” ©

Embed learning into the initiative’s
DNA |To make learning aregular, active, and
applied process, collective impact partners
should establish clear learning structures and
processes. For example, they can create space
for group reflection at the start of meetings or
periodically survey participants to identify
pressingissues. These processes encourage
the partners to exchange information, ideas,
and questions and are thus critical to the
initiative’s continuous improvement.

Allocateresources appropriately | Because
learning s central to collective impact success,
ongoing investment in performance measure-
ment and evaluation is crucial. For many collec-

tive impact initiatives, ongoing measurement
requires dedicating a part-time or full-time
employee to organize, oversee, embed, and
applylessons learned across the initiative. For
others, it meanslooking for external supportin
the form of a coach, technical assistance pro-
vider, or professional evaluator. The majority of
collective impact initiatives will likely rely on a
combination of internal and external evalua-
tionresources at different times. Regardless

of the composition of the evaluation team, we
urge collective impact partners to plan care-
fully for the financial resources and personnel
theywill need to supportarobustapproach to
performance measurement and evaluation.
Afterall, as arecent report from Grantmakers
for Effective Organizations putit, “When you

look at evaluation as ameans of learning for im-
provement,... investments in evaluation seem
worthwhile because they can yield information
needed for smarter and faster decisions about
whatworks.””

CONCLUSION

Effective collective impact evaluation needs
to be multi-faceted, flexible, and adaptive, but
it does not need to be exhaustive or extremely
expensive. Evaluation efforts come in all
shapes and sizes—the scope and scale of any

individual evaluation will depend on the time,

capacity, and resources available. Moreover,

the focus of evaluation (including questions,

outcomes, and indicators) will change as the

initiative matures. The most effective collec-
tive impact initiatives will be those that seam-

lesslyintegrate learning and evaluation into

their work from the beginning, allow those

processes to evolve alongside their initiative,

and use them as a guide for the future. ®

This article isbased on FSG’s “Guide to Evaluating Col-
lective Impact,” available at www.fsg.org. We encourage

interested readers to refer to the guide for additional
information on how to focus, structure, and plan for
collective impact evaluation.

NOTES

1 Roap Map Region Race to the Top. http://
roadmapracetothetop.org/ Accessed June 16, 2014.

2 “A Decade of Shape Up Somerville: Assessing Child
Obesity Measures 2002-2011.” White paper,
Somerville, Mass.: City of Somerville Health
Department, 2013: vii, 1.

3 “Tamarack: An Institute for Community Engagement.
Evaluating Vibrant Communities 2002-2010.” White

paper, Waterloo, Ontario: Tamarack, 2010: 58.
4 “A Decade of Shape Up Somerville.” 2013: 6.
5 “A Decade of Shape Up Somerville.” 2013: 7.

6 For more information on the Missouri Foundation for
Health’s work on infant mortality, see “About MFH’s

Work in Infant Mortality” http://www.mfth.org/
content/741/infant-mortality.aspx.

7 Grantmakers for Effective Organizations. n.d. Four
Essentials for Evaluation. Washington, D.C.:
Grantmakers for Effective Organizations.

Three Approaches to Evaluation

DEVELOPMENTAL
EVALUATION

Stage of collective
impact
development

Collective impact initiative
is exploring andin
development.

What’s happening?

m Collective impact part-
ners are assembling the
core elements of their
initiative, developing
action plans, and exploring
different strategies and
activities.

m Thereis a degree of
uncertainty about what
will work and how.

m New questions,
challenges, and opportuni-
ties are emerging.

What needs to happen?

Strategic question

Sample evaluation
questions

m How arerelationships
developing among
collective impact partners?

m What seems to be work-
ing well and where is there
early progress?

m How should the collec-
tive impact initiative adapt
inresponse to changing
circumstances?

FORMATIVE
EVALUATION

Collective impact initiative
is evolving and being
refined.

m Theinitiative’s core
elements areinplace and
partners are implement-
ing agreed upon strategies
and activities.

m Outcomes are becoming
more predictable.

m Theinitiative’s context
isincreasingly well-known
and understood.

How well is it working?

m How canthe initiative
enhance what is working
well and improve what is
not?

m What effects or changes
are beginning to show up in
targeted systems?

® What factors are limiting
progress and how can they
be managed or addressed?

Collective Insights on Collective Impact

SUMMATIVE
EVALUATION

Collective impact initiative
isstableand
well-established.

m Theinitiative’s activities
are well-established.

m Implementers have
significant experience and
increasing certainty about
“what works.”

® The initiative is ready
for a determination of
impact, merit, value, or
significance.

What difference did it make?

m What difference(s) did
the collective impact
initiative make?

m What about the collective

impact process has been
most effective, for whom,
and why?

® What ripple effects did

the collective impact initia-

tive have on other parts of
the community or system?
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Figure:
A Framework for Performance Measurement and Evaluation of Collective Impact Efforts
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WHEN

COLLECTI\/E IMPACT

HAS AN IMPACT

SITE STUDY OF 25 TIATIVES

Overview

Twenty-five collective impact sites participated in a just released study from ORS Impact and Spark Policy Institute
“When Collective Impact has an Impact.” The study was philanthropically funded by multiple foundations based
in the U.S. and commissioned by the Collective Impact Forum to provide a balanced, independent assessment of
whether and how collective impact is contributing to population- and systems-level outcomes. The full report is
available for download at: bit.ly/collectiveimpactstudy.

Types of Changes Explored and Identified

EARLY

> BN SYSTEMS EEBSIPOPULATION

Changes Changes

Changes

Early changes include
changes to the
environment that lay the
foundation for systems
and policy changes, such
as increased partnership
quality, collaboration,
and awareness of the
issue.

Systems changes are
changes to core
institutions within the
initiative’s geographic
area (ex. schools, human
service systems, local
government, private
sector entities, and
community
organizations).

Population changes are
changes in the target
population of the
initiative, which may be
specific people within
specific systems,
geographic areas, or with
specific needs.

STUDY HIGHLIGHTS

For all 8 site visit sites, collective impact undoubtedly contributed to the desired population change.
Overall, 20 of the 25 sites showed evidence of population change.
Population change generally stemmed from changes in services, practices, and policies.

Barriers to population change include, establishing a Common Agenda, measuring impacts, and other
internal/external challenges such as staffing, leadership, competing initiatives, and political constraints.



Implications

Collective impact is a long-term
proposition; take the time to lay a strong
foundation

Many of the study sites achieving population-level
change have been around for more than a decade,
and none for fewer than three years. There are
specific steps initiatives can take up front to increase
their likelihood of success over the long-term
including:

*  Recognizing it is worth the time upfront to
clearly define the problem and target
population.

* Not rushing to get the five conditions in
place, but rather first investing thoughtfully
in the two that are most foundational:
backbone and common agenda.

Systems changes take many forms; be
iterative and intentional

The study found many different routes to driving
change:

* Informal partnerships and experiments that
lead to formal systems changes across
organizations;

*  Formal changes within a single organization
that lead to formal changes across
organizations; and

*  Changes within one system (e.g., education)
that lead to changes in other systems (e.g.,
health).

Some of the changes that occur may or may not be
directly tied to population-level change, and yet hold
value for other reasons (e.g., building will to keep
the work moving, creating greater visibility,
establishing partnerships, etc.).

)
Ko. Seark PoLicy INSTITUTE

sl ORSIMPACT

Equity is achieved through different
routes; be aware, intentional, and
adaptable

Stronger implementation of equity intent and
actions seems to lead to some achievement of
equitable systems and population changes, with
stronger results among those with the strongest
equity focus. Not surprisingly, those with no focus
typically see no equity outcomes. There are a few
exceptions among a few sites with narrowly defined
populations that are considered “high risk,” such as
veteran and chronic homelessness. However, equity,
as defined for this study, goes beyond simply
achieving outcomes for particular groups. Equity
implies other outcomes are equally as important,
such as shifting the power dynamic and empowering
communities to make decisions.

Collective impact initiatives take on
different roles in driving change; be open
to different routes to making a
difference.

The collective impact approach made a difference in
a diverse set of circumstances, sometimes as a driver
of change, sometimes leveraging existing regulations
and conditions and going further, and sometimes as
a meaningful support to other critical efforts
happening within communities.

A more explicit effort to identify the role that is the
right fit, given the environment the initiative is
implementing within could help strengthen its ability
to leverage and contribute to early and systems
changes needed to achieve population change. It
could also ultimately establish the initiative as an
important presence in the community, filling a
critical and problematic gap, rather than risking
replacement of otherwise effective structures and
voices.
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