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King Fahd University

Managing and Developing the Nonprofit
Organizations Annual Workshop

November 17, 2012

There Are Three Different Types of Problems

Complicated

Sending a Rocket Raising a Child
to the Moon

Source: Adapted from “Gelting fo Maybe® o2012F8G
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Traditional Approaches Are Not Solving Our Toughest —
Often Complex — Challenges

» Funders select individual grantees

+ Organizations work separately and

compete Isolated
+ Evaluation attempts to isolate a Impact

particular organization’s impact

» Large scale change is assumed to
depend on scaling organizations

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

0201253

Imagine a Different Approach — Multiple Players
Working Together to Solve Complex Issues
.+ All working toward the same goal and measuring the
same things

+ Cross-sector alignment with government, nonprofit,
philanthropic and corporate sectors as partners

+ Organizations actively coordinating their action and
sharing lessons learned
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Achieving Large-Scale Change through Collective
Impact Involves Five Key Elements

» Common understanding of the problem
+ Shared vision for.change

g : + Collecting data and measuring results
L ELCL RN EE ST T g+ Focus on performance management
G - Shared accountability

Mutually Reinforcin + Differentiated approaches
Azﬁvities Sl . Willingness to adapt individual activities
+ Coordination through joint plan of action

Continuous | . Consistent and open communication
oy LI LT+ Focus on building trust

i e e e e

. i ) * Separate organization(s) with staff
. Backbone Support * Resources and skills to convene and
G R coordinate participating organizations

Source: Channeling Change: Making Collective Impact Work, 2012; FSG Interviews
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The Collective Impact Approach Can Apply to Solving
Many Complex Social Issues

Education Healthcare Homelessness
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Malnutrition Is a Global Issue that Affects Billions, Both through
Undernutrition and Overnutrition

" 925 M undemourished today: 1/7 of global
population doi’t get enough food to be
healthy, lead active life

Accounts for 11% of global burden of
disease; #1 gichal health risk

- Kills 3.5 M chlldren under five annually
Implicated in'40% of 11 M deaths of
children under five in déveloping countries -

<+~ Countries may lose 2-3% of GDP as result
of iron, ioding, and zinc deficlencies: ]

it

Undernutrition indicates a lack of necessary enerqy, protein or micronutrients

Source: FSG Interviews; Global Alliance for Improved Nutrition; world.edy; The 7

Hunger and Undemutrition Biog 02012 F5G

The Global Alliance for Improved Nutrition Was Formed in 2002 in Order
to Better Coordinate Work Around Ending Global Malnutrition

Forming the Alliance: 2002

ks Created:within the, UN.in 2002 s kil o siiarivns oo
+ Redesigned as a Swiss foupdation in 2005
+ Headquarters in Geneva, Switzerland
Donors from North America, Europe, Middle East

+ Board level Partners
+ Country-level Partners
+ National Stakeholder Alliances

The Alliance helped fo align partners in converting political momentum into
concrete policies and strategies to end malnutrition

Source: FSG Interviews; Global Alllance for Improved Nutsition ©2012F3G
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GAIN Operates Through Four Main “Program Areas” Which Are
Then Further Split Into “Groups”

Program Areas

Group —_—_— Group
Nationalfortification I : Business partnerships -
:’c:tgra;n ™ — l X ; [Brismess)  |..: GAIN.Business Alllance

el L - AL RS Developmen Ry Institutional partnetships
Infant and young.child ! o G L dilTeverage)
nutrition yonee : %) Lo - Innovatlye finance [
[ GAIN premix facilty |
. Communications |

Performance measurement
| 1ools and systems. o e, i

Global advocacy

[Evaluationand research Nationalregional advocacy

" Donor relations

Resource mobilization

“Group” membership is comprised of either Afliance partners or Alliance
Secretariat staff, depending on its function

Saurce; FSG Interviews; Global Alliance for Improved Nutrition

©W12FSC

Over the Past 9 Years, GAIN Has Been Able to Reach Almost 400 Million
People with Nutritionally Enhanced Food Products

Target . Progress

‘ Reach: 1 billion Individuals consuming fortified foods . , >> 380 million

Coverage: 5§00 Million individuals {i.e. women and children).consuming >> i
fortified foods . ) 205 million

‘Cost-per-téfgétInd'ividual reached <US$035 . ... > US $0,23

| 30% minimum reduction in prevalence of micronutrient deficiencies > 11-30% reductions

VA VAVAVAVAVANVANY,

| Cost-perDALY saved < US $35 : - ' >> Uss§16

| US §700 M In additional private sector investment 4 _ >> US$364 million
| US $50:M in additional donor investment in GAIN e > US$73.5 million
l Total overhead Costs as % of disbursement < 15% max > 1.4 %

GAIN is well on its way to meeting its targets as it continues to expand the

Alliance and to implement jts collective work
16

Source; FSG Interviews; Global Alllance for Jmproved Nutrition ©2012F56
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The Roll Back Malaria Partnership, Comprised of 500 Coordinated
Stakeholders, Represents the Global Movement to Stop Malaria

Shared Measurement

1)
mmon

co on Agenda ROLL H@ Implementing strategies
+ The RBM Partnership launched in ﬁ&ﬁ&& of the Global Malaria
1998 to provide a coordinated Actlon Plan (GMAF)
global response to malaria. In 2005, 2
RBM wrote the Global Malaria
Action Plan with common goals of
malaria control: (7} scaling-up for
impact (SUF}) of preventive and
therapeutic interventions, (2)
sustaining control over time 4

I
. e

Capturing data happens at the
country-level, as this Is effective way
to measure progress, This datajs
reported out by the WHO

» RBM Monitoring and Evaluation
workgroup discusses country-level
work based on WHO data

+ WHOdata and other monitoring tools
alse flow Into other & working groups
to influence their decisions and work

Continuous 27 Backbone Support
Communication Organization
Mutually Reinforcing Activities + RBM Parinership Forum

I

+ RBM “Secretfanat,” works to

. is an assembly of all facilitate policy coordination at
- 500 partners from 8 constituencies, constituencies of 500+ a global level; it produces
form intq Working Groups which use partners, occurring action plans, budgets,
;Qg;';a:;’é‘ ;‘; ;z:k;é’hrde,:’ge“trsg 0 biannually monthly report, tracks
oa - Worki
how to scale evidence-based orking groups meet progress

several times during the

1 v " + RBM's Board, made up of 21
mtervre ntions . year to discuss progress; voting stakeholders seF:ves as
+ Working Groups include: (1} many alsc meet a decision making body
advocacy, (2) monitoring & “informally”
evaluation, (3) supply management,
along with four others n

©2012¥56

Shape Up Somerville Uses Collective Impact
to Address Childhood Obesity

1 2
Common Agenda Shared Measurement
+ Problem Definition: In 2003 44% of p * Measures: After community-
Somerville, MA youth overweight or - %
obese,
- Solution: Increase daily physical

wide discussions, the following
were agreed upon to be
measured:

activity, healthy eating through fol Smarl. Plav Hard

programs, infrastructure

improvements, and policy work.

>hope Up Somervitie

- Increase in energy
expenditure s(EE) beyond

Increase dally physleal activity . .
(A increases in EE and energy

Intrease healthy eating

[al o

through programs - BMI z-score and weight
3, Infrastructure Improvements,
and poliey work
Contmuous Backbone Support
» 11 taskforces created around 3 Focus Groups: During pilot - Organizational Structure:
activities: phase focus groups were Since 2002, 3 positions
1. Increasing healthy nutrition formed and community within city government to
(in restaurants, at home, meetings organized to talk support the work:
school) about issue and gather 1. Part-time planner
2. Healthy transportation input on solutions 2. Full-time Coordinator
(walking, biking) » Steering Commitiee of 25 3. Full-time Director.
3. Healthy habitats in school stakeholders meets monthly
{physical exercise, efc.) to discuss activities and
opportunities

©M2FIG
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Memphis Fast Forward Aims For Economic Prosperity
and Quality of Life Through Coordinated Collaboration

L) 2)
Common Agenda ” Shared Measurement

+ Roadmap and public / private + Each initiative has own metrics
partnership to make progress - Public data and data submitted
in four connected initlatives: (1) from partners are used to inform
economic development, (2) strategies and make course
education, (3) public safety, corrections
and (4) government efficiency Dashboard for each initiative

plus aggregate “macro-

dashboard”

‘

emph|s Fast Forward

A s AFE Making communities
Somaar JRG
WEYPESED, Economic development
Ensuring efficlent
(Y PUKS ) government
Increasing college
attalnment

* Mutually Reinforcing Activities Continuous 5 Backbone Support
Communication

1.Education: K-20 education pipeline Organization

.

to produce prepared workforce - Leads from each of 4 + Memphils Tomosrow provides
2.Economic Development: initiatives come staff and support
increasing industries to employ together regularly o <1 E-men:nber Steering
workforce share common Cc;mmltte? servis a “boa'r(d"
. . : : challenges, strategies role, monitoring data, making
3';[; rt::l:f ;ﬁi%uﬁf;cmg crime to and learn from one decisions, endorsing and
. . another advocating work, and partly
4,Government: creating a strategic . Each initlative has own funding groups
government system to support website to communicate - Each sub-initiative also has

education, new and existing

rogress and explain own sub-backbone
industries and safety work prog P

their work organization 13

©:12F50

Collective Impact Efforts Tend to Develop over Three
Key Phases

Components Phase |
for Success Initiate Action -

Phase Il Phase il
Organize for impact Sustain Action & Impact

13
Create infrastructure
Governance & H o
Infrastructure {backbone and Z Facilitate and refine
processes) i
Strategic Create common agenda | s(gsss:‘;:&lgzggﬁt:‘%n
Planning (goals, strategy) 'E strategies)
- i
Community Engage community and E Continue engagement,
Involvement bufid public will conduct advocacy
. Establish shared metrics l Collect, track, feport
‘/‘;::af:ite’f:ef{ (indicators, measurement, progress (process to
P and approach) learn and improve)

14
Euurce: Channeling Change: Making Collective Impact Work, 2012; FSG Interviews and Analysis o 212F8G
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Developing a Common Agenda Requires
Creating Boundaries for the Initiative

. “What’s in” and “What’s out”: Establlshlng boundaries for
what issues, players, and systemnis to engage in the pro_]eot is
essential to its successful execution

+ No Set Playbook: Determining boundaries is a situation- |
specific judgment call - : l
.+ Loosely-Defined and Malleable: Boundarles change over

time and subsequent analysis or actmty may draw in other
issues, players, or systems

« Apply to Geography: Discerning geographic boundanes
requires same type of judgment (e.g., city, state, or national
engagement)

15

©A12FSG

tSource: Channeling Change: Making Cotlective Impact Work, 2012

The Common Agenda Tells Us Where We Are Going;
the Strategic Action Framework
is the Roadmap for Getting There

A Description of A Portfolio of Key
the Problem Strategies to
(informed by l \ Drive Large Scale
Research) - Change

Clear Goal for

. .- Change
‘ \ l | An Approach to
Pfirﬁ;ispelgs fthat Evaluation that
" Guide the Frames Strategy

- for Receiving
and integrating
Feedback

Group’s Behavior

[Source: Cl ling Change: Making Collective [mpactWork. 2012; FSG Interviews

©2M2F350
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The Road Map for Education Results

The “Road Map Project” is a new collective impact initiative aimed at
getting dramatic improvement in student achievement — cradle through
college/career in South Seattle and South King County.

COMMLAT ¢
EDJCATICN

Overall, there are a wide array of stakeholders
participating in several groups to contribute to the project

r " ™~ L ™
%0"&';““2'2’ K-12 Superintendents
etwor Strategy Work Groups | & Community
Advocates Caucus Defining system buliding actions College Presidents
Supporting parents & community Connecting system leaders
Involvement Yy, \_ g
4 l TN f
Project Educa:;o:NResults
Sponsors . Networ
Providing strategic direction The Road Map metﬂnggﬁ gé:gj][;ul/dlng
- < Project N /
\ 4 N
Road Map Data
’Aligmfad Funder[s ~ Advisors Group
nvesting for greater system -
Impact CCER Backbone Ensuring it all adds up
N J

CCER

COMMUNIT) TYLTER o
EDVCATICH RESULTS,
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Collective Impact Is Best Structured with Cascading

Levels of Collaboration

Common Agenda Iﬁ

. Shared Measqréls. \

Governance,

_ Vision and Strategy \
Working Groups ‘ o -
D D mm Action Planning 7
Partners \\(/\

JUU00000000000  metementation ‘\
'8@%M€DDDDDDDDDDDDD\\*\
0000000000000000A00  Public Wil
000000000000000000

Lk -..//19

C2012FSG.

Shared Measurement is a Critical Piece of Pursuing a
Collective Impact Approach

Identifying common metrics for tracking progress toward a common agenda across
organizations, and providing scalable platforms to share data, discuss learnings,
and improve strategy and action

Benefits of Using Shared Measurement

* Improved Data Quality
= Tracking Progress Toward a Shared Goal
= Enabling Coordination and Collaboration

» Learning and Course Correction

= Catalyzing Action

20

Source: in Shared A and Soclal [mpact, FSG, 2008 ©2012F5G
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There are Three Phases to Developing a
Shared Measurement System

Developing a Shared Measurement System

Develop

« Shared vision for the
system and its relation to
broader goals, theory of
change or roadmap

« Development of web-
based platform and
data coliection tools

+  Learning forums and
continuous
Improvement

+ Refinement and
testing of platform

- Ongoing infrastructure

+ View of current state of support

knowledge and data and tools
- Improve system based
on a pilot, review,
organization for management and refinement, and
structured participation synthesis ongoing evaluation of

usability and impact
- Identification of metrics,

data collection approach,
including confidentiality/
transparency

I
I
I
I
I
- Governance and : + Staffing for data
I
|
I
[

Source: FSG Analysis

21
©2F30

CCER -I The Community Center for Education Results Is Pursuing
TELTRT| a Collective Impact Approach to Education in Seattle, WA

The System Vision is Captured in a “Roadmap”

—— Readiness —

Achievement

—  Attalnment —

Graduate from
high school -
cotlege and
career-ready

Healthy and
ready for
Kindergarten

Supported and
successful in
schoot

Earn a college
degree or career
credential

* % children meeting * % students proficient in 3t

» % students graduating * % students who earn a
kindergarten readiness  grade reading

high schoo] meeting post-secondary

standards + % students proficientin 4 propased Washington credential by age 26

+ % children accessing grade math State graduation + % students who enroll
comprehensive medical . v gt graders who pass end requirements in postsecondary
and dental care of course algebra exam + % students who take education

» % eligible children « % students motivated and SAT/ACT andlortakea . % students who persist
enrolled in evidence- engaged to succeed in school community college yearto year

based early [earning
programs

placement test in high
school

* % high school graduates
taking developmental
education courses in
college

+ % students who are not
triggering all three Early
Waming Indicators

+ % parents who believe college
degree Is important and actively
support thelr child's education

axn2£a6

11/11/2012
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i Criteria Were Established for Indicator Selection

N

Indicator must be valid measure linked to ultimate goal of postsecondary attainment and/or four
sub-goals

Indicator must be easily understandable to local stakeholders
Data must be produced by trusted source

Priority given to including indicators comparable across school districts {or neighborhoods), and
having ability tc be compared

All or most indicators must be affordable te gather and report

Data should be available consistently over time (preferably on annual basis or more frequently),
should be recent (2008 or later), and easily disaggregated by county, City / S. King County
community, and school (or neighborhocd)

Priority given to data that can also be disaggregated by ethnicity, socio-economic status, ELL,
and gender

Trend data should be provided over at least 3-year period (beginning with or including 2007)

Each indicator should be able to be influenced to significant degree by local action, and be useful

in daily work of this Working Group, other educators and organizations that are working to
improve education

J/

Note: (1) Based on criterla [dentified by Clncinnatl's Striive Patnershlp
Source: FSG Case Work

23
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Source: M

Magnolia Place Has Developed a Dashboard to Hold Groups

Accountable To the Initiative’s Targeted Outcomes

———| SAMPLE DASHBOARD }—

Magnolls Community Dsshdoad
DI e,
Rt Py st

T= Long Term Cutcomes
N oo arararar (e.g. Developmental
" progress, by kindergarten;
Reading proficiency, third
grade)

FETTETE

Measures of real-time

and supports

improvement in services

lia Place Ci Tnitiath

24
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Magnolia Place Uses the Mode/ for Improvement
for Enabling Shared Learning on Collective Change

(Set SMART aims for the improvement:\

What are wetrying

104 ccomplish? S p ecific
Measurable
Hosw will w ko Action oriented
that & shange s an . e
Inproverient? Realistic
Timely

Wha: chenges conwe
. ma¥athatwill iasul

infmgioesient? Three levels of change:
1. System

l 2. Across organizations
K 3. Individual organizations Y,

Example of Using Model for Improvement

Source: FSG Interviews and Analysis; Mode! for Imp| {http:/h ihl tedge/Pages/Howtalmprove/d aspx)

©X12F8C

How Do You Know If You Are
Ready for Collective Impact?

Influential Champion

+ Commands respect and engages cross-sector
leaders

+ Focused on solving problem but allows
participants to figure out answers for themselves

T T ]
__Financial Resources

+ Committed funding partners

§ + Sustained funding for at least 2-3 years
Urgency for Change
.ﬁ + Critical problem in the community

+ Pays for needed infrastructure and planning
+ Frustration with existing approaches

+ Multiple actors calling for change

+ Engaged funders and policy makers

}Source: Channeling Change: Making Collective Impact Work, 2012; FSG Interviews

26
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Collective Impact Offers Funders the Opportunity to

Amplify Impact, Leverage Funding, and Drive Alignment

)

mplify Impact

. _J

' ™
Increase Efficiency of

Resources
1\ : J

ﬁ Involves multiple \

partners working towards
long term, systemic
change

v" Offers a holistic
approach by channeling
the energy of varicus
stakeholders towards
solving a problem

v Provides opportunities to
influence the system
from within and outside
by coupling advocacy

\ with action /

(v Allows more efficient \
use of funding,
especially in times of
scarce resources

v" Enables leveraging of
public and private
sources of funding

v" Opens channels for
organizations to access
additional funding
against an issue

N /

v Reduces duplication of \
services

v" Increases coordination

v" Embeds the drive for
sustained social change
within the community,
facilitating *order for
free”

Source: FSG Interviews and Analysls

27
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Working in Collective Impact Requires a Mindset Shift

Adaptive vs. Technical
Problem Solving

No Silver Bullets

alignment -

. ‘progress

' Allowing answers to come from within
Supporting common agenda building,
-.information sharing and coordination/

+ * Many small changes implemented in
alignment.can add up to large scale

Credibility vs. Credit

«“Creating new incentives fo work . = -

collaboratively vs. compefitively = -

28
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FSG is Playing a Leadership Role in Accelerating
the Understanding and Adoption of Collective Impact

I

- Collective Impact resources available on FSG’s website:
. hittp:/ffsg.org/KnowledgeExchange/FS GApproach/Collectivelmpact.aspx -

Client work in Collective Impact: FSG understands how to
enable and sustain cross-sector partnerships through our work
with clients in the following sectors:

+ FSG articles paved the way for Collective impact:

+ Additional research and field-building:

Economic development — Juvenile justice
Education reform ~ Teen substance abuse
Environmental sustainability

Leading Boldly (2004)

Breakthroughs in Shared Measurement (2008)

Catalytic Philanthropy (2009)

Collective Impact (207171)

Channeling Change: Making Collective Impact Work (2012

Evaluating Backbone Organizations (SSIR blogs)
Emergence and Complexity (forthcoming)

29
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