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How to Use This Guide

This is a guide to strengthen the capacity of grant-makers to support and
leverage networks in service of their social impact goals. The information in
this guide is designed to help guide grantmaking action and offered in the
service of decision-making. It is organized to guide you through a range of
key questions to consider as you explore how engaging with a network might
play a role in your work. (To learn about how it was produced, see About This

Guide.)

WHAT IS THIS GUIDE?
A tool to help you...

e Think through the critical questions of whether and when to use a network to accelerate
impact;

e Understand your role in supporting a network and how that may change over time;

e Answer the “upstream” questions around a network’s conception, design, utility and resource
requirements;

o Learn from real world stories of networks (their funders and leaders) who are using networks
to solve a range of tough problems

This guide is structured around a series of questions that will help you navigate the process of
deciding whether to engage with a network and how to do so. The material is organized in a
sequence starting with the types of problems social impact networks are suited to address, what
networks can help you do, to the very practical roles funders can play in support of networks.

WHAT QUESTIONS WILL THIS GUIDE ANSWER?

There are many ways to think about networks from a funder’s perspective. This guide addresses
the topic through answering the following questions, which you can find on any page by clicking the
table of contents button in the upper-right-hand corner of the screen:

SECTION 1: What could a network help me achieve?
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e Why are networks relevant to my work?

e Is my challenge a good fit for engaging with a network?
e What are the alternatives to a network?
e What network design would be the most useful?

e What can a network do?

SECTION 2: What could I do for a network?

e What type of network funder could I be?

e What forms of financial and backbone support do networks need?
e What support will | provide?

e Am | ready to work with a network—and is my organization ready?

e How do | exit a network?

SECTION 3: How do | get started?

e How do I gauge the potential for starting or joining a network?
e What technology and process tools can support a network?

e Toreview: Am | clear on my intention for getting involved in a network?

WHAT ISN’T THIS GUIDE?

e A how-to guide for network weavers and others who need to run a network

e The final word on funding networks for social impact, which remains a young and dynamic
area of practice

HOW TO FIND YOUR WAY AROUND
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e Each page has a left and right arrow at the top, to move forward or backwards in the order.

o If you'd like to jJump to a particular page, or search by keyword, click the Index icon in the
far upper-right corner.

e To print any page, just hit Control-P (or Command-P on a Mac). It will be automatically
formatted for a printed page. If you'd prefer to read all of the material in printed form, or
off-line, click the Download link at the bottom of the page.

e Any time you find something that you want to come back to, click the bookmark icon in the
upper-left, which will add that page or section to your Reading List. You can find what

you've saved by clicking on the Index icon in the far upper-right corner and clicking Reading
List. From the Reading List you can click back to any page you've saved, email yourself a list
of links, or download any page as a PDF.

» Whenever you click into a Story Sketch, the titles on the right are the sections that the story
illustrates. Click on them to jump to that content.

o If you'd like to read more about a topic click the Sources link at the bottom of each page, and
if you'd like to see all of the sources at once you can find them in the Full Bibliography.

We have seen first-hand the transformative outcomes that can be powered by a funder’s effective
engagement with a social impact network. It is our earnest hope that this guide will help you find
and pursue the opportunities to do that in your grantmaking.

—Anna Muoio and Noah Rimland Flower, Monitor Institute
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Why are networks relevant to my work?

Networks are being used today by change agents across fields and sectors to
create larger-scale solutions to social challenges than can be delivered by a
single organization. That scale is accomplished by connecting independent
actors in ways that are flexible, adaptable, resilient, scalable, and
decentralized.

In our interviews, we heard grantmakers name a number of specific ways that networks for social
impact accelerate and amplify the change they seek:

» Networks allow a grantmaker to set broader ambitions—and tackle a larger piece of a
problem than could be addressed by supporting individual grantees.

» Networks diversify a grantmaker’s risk, spreading bets across the work of many actors rather
than relying on one organization.

» Networks spur smart coordination: they allow organizations to team up with others to tackle
an issue of shared concern.

o Networks build the resilience of problem solvers in any ecosystem: they help create
meaningful relationships so that when new challenges or opportunities arise, the collective
can respond.

» Networks enable innovation, creating a venue where it is possible to bring many new and
different voices to the table.

The word “network” has become a general-purpose term that has seen a huge rise in popularity with
the spread of connective technology. It's a term at risk of being so overused that we become numb to
what it means. There are many kinds of networks for many kinds of purposes. The networks that are
relevant to grantmaking are social impact networks, comprised of relatively autonomous actors, who
are either pursuing individual goals within a shared system or working in concert to address complex
social problems. These actors can be drawn from the private, public or social sectors to create truly
cross-sector collaboratives. (See the collection of Story Snapshots for examples of what they look like
in practice.)
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A network is a collection of expertise that adds up to more than
the sum of the parts, allowing a transfer of knowledge and
materials that wouldn't happen otherwise.

GARY TOENNIESSEN, ROCKEFELLER FOUNDATION

These networks have been called many names over the years. Each term for them describes a
particular approach that is useful in slightly different settings, although they are often applied loosely

in practice. VISA founder Dee Hock famously coined the term chaordic organizations in 2000; Pete
Plastrik, Madeleine Taylor, and John Cleveland recently offered the term generative social-impact
networks; at the global scale, author Don Tapscott calls them global solution networks, while Steve
Waddell writes about them as global action networks. Some terms refer to focused applications of
the network form, such as collective impact and social labs. Other terms describe not the network
itself but the type of leadership required to build networks: Jane Wei-Skillern uses the term network
mindset; Peter Senge and his coauthors describe the skillset of a system leader; and, we at Monitor

Institute have described both the art of creating aligned action and the mentality of working wikily.
>(These are related but separate from forms such as movements, coalitions or associations.)

“If we can design our grant portfolios to reflect natural living
systems which are all very diverse, but very much connected and
therefore resilient, then we're going to have better outcomes in
the long run.”

SARAH BELL, THE 1T1TTH HOUR PROJECT

Social impact networks are highly relevant to the work of grantmakers, who are particularly well-
suited to play key roles in their formation and development. In network parlance, a grantmaker is a
natural ‘network hub,” forming ties with many people in an issue space as she gathers information,
builds and rebuilds a point of view about how to achieve programmatic goals, and finds the best
grantee partners.

What is new today is the increasing number of social impact networks that operate independently
of grantmakers, developing a powerful enough life of their own that they can become grantees
themselves. When actors find reason to pursue their individual goals within a shared system, or
achieve sufficient alignment that they can work in concert to achieve shared goals, the structure that
enables their collective effort becomes a crucial lever of change. Where grantmakers have
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traditionally supported organizations as the unit of analysis for driving social impact, today there are
increasing opportunities to achieve impact by supporting networks that link organizations or people
together into powerful problem solving collectives.

Our trustees were saying, ‘| know our individual grants make a
difference, but are we really making a difference at a community
level or at a systems level?”

TRACY SAWICKI, TOWER FAMILY FOUNDATION

http://engage.rockefellerfoundation.org/what-could-a- network-help-me-achieve/why-are-networks-relevant-to-my-work/
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Is my challenge a good fit for engaging with a
social impact network?

Social challenges come in every shape and size, and there is never a
straightforward plug-and-play process to find the most promising path
forward, no matter if you are using a network or a different approach. Instead,
you need to understand the nature of the problem before you in order to
understand the best approach to take.

Networks are suited to solving a particular type of problem. There are certain qualities you can look
for to determine whether a network is likely or unlikely to be a good fit. There is an entire body of
knowledge around problem typologies—discussing the range of problems and the different
characteristics that they exhibit. Some people call them Type I, 11, 111 problems. Others refer to
them as technical, complicated, complex and chaotic problems. Some call them “wicked or tame”
problems. This matters because the type of problem you face will help determine the solution
approach you adopt.

Below we've outlined characteristics of a challenge where a network could be particularly valuable
and those situations where it may not be as powerful. Review this to gain a better understanding of
the nature of the challenge you're facing and if a network may be an effective tool. Whatever your
conclusions, hold them lightly, and return to double-check your thinking after you've learned more

about the landscape and gauged the potential for starting or joining a network.

A LIKELY FIT

The problem you are trying to solve...
e Has no single root cause and is connected to (or a symptom of) other problems
e Is emergent and shifting, defying silver-bullet solutions

e Could not be solved by any single organization, and lacks a clear or widely-agreed definition
among the actors who could address it

e Cuts across the domains in which the actors typically work (e.g., governmental jurisdiction,
issue focus, or industry sector)

And any progress towards a solution will require...
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e The involvement of many actors, especially if they are from different sectors

e More resources or capacity than any one actor could provide

o A portfolio of interventions that work on many levers of change to address deep rooted
causes

» Working beyond the scope of any of the relevant actors—such as changing policies,
structures, or other elements of the social system that surrounds them

AN UNLIKELY FIT
The problem you are trying to solve...

o Is well understood and involves a relatively simple solution

e EXxists in an organization or system that is entirely under one leader’s formal authority

And any progress towards a solution will require...
o Work that requires little information exchange or coordination among the relevant actors

o Hierarchical management and meaningful accountability to ensure that the relevant actors
play their part

o Replication of a clearly-defined program or practice

o Execution by very few independent actors

The bigger and more complex the challenge, the more | think it
needs some sort of a network.

SHELLY LONDON, POSES FAMILY FOUNDATION

| don't believe we could have achieved our goals [of producing
rice varieties with value to poor consumers] without creating a
network. No single institution had the capacity to work all the
way from discovery to application in the field.

GARY TOENNIESSEN, THE ROCKEFELLER FOUNDATION
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What are the alternatives to a network?

Engaging with social impact networks addressed in this guide can be done in
many situations in many ways. They have distinctive strengths when used well.
But they also have challenges that are inherent to their form.

In a network it is more challenging to establish decision rights, define membership and create
accountability. It is also more challenging to establish a clear and attractive value exchange among
the people involved and to motivate those people to invest a meaningful amount of time. As a result,
there are also many situations where a network is simply not the right tool.

If you suspect that you might be able to make headway without forming a new network, or
supporting an existing network, consider whether these alternatives might serve your purposes. But

also consider whether it could be worth investing additional effort in understanding the nature of

the issue and the landscape of actors involved—sometimes the opportunity to build a network is
not immediately obvious and requires some initial discovery.

YOUR OPTIONS INCLUDE:

Support a single individual / organization

SUPPORT A PERSON OR AN EXISTING ORGANIZATION

Form a standard grantmaker/grantee relationship in which the grantmaker provides
funding, capacity-building, and/or other forms of direct personal involvement to enable a
single individual or organization to accomplish a particular goal.

CREATE AN INDEPENDENT ORGANIZATION

Create a typical free-standing nonprofit, operating foundation, or corporation that has
dedicated leadership and staff. Whether they are associations (as described below) or
deliver a different type of service, sometimes the work that needs to be done requires the
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dedicated resources and executive vision that are the hallmarks of an effective stand-alone
entity.

Gather a group

HOLD A SERIES OF MEETINGS

Host in-person or virtual gatherings focused on moving through an agenda (rather than
doing collaborative group work).

ORGANIZE A CONFERENCE

Provide an event where a group can give and hear presentations, ask questions of speakers,
and form new relationships as they see fit.

HOST ONE OR MORE CONVENINGS

Convenings are large-group working sessions, typically composed of up to 80 diverse
stakeholders who represent a range of perspectives on a topic, often from different
organizations. They are designed to draw on all participants to generate insight and action
beyond what any single actor could achieve on his or her own, even when the participants

are not part of a network. For more details, see GATHER: The Art and Science of
Effective Convening, described in this brief video:
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Support a different kind of partnership

(Many of the principles from this guide apply to this work as well.)

INFORMALLY CONNECT PAIRS OR TRIOS

Quite frequently there are opportunities for learning and collaboration among two or three
organizations that have no need to expand to a larger group. These can happen on their
own, they can be catalyzed by conversation at a convening, or they can form out of an
introduction that you make intentionally. Two ways to encourage and sustain these
collaborations are by offering small grants to start new collaborations or by providing a
prize for collaborations that begin on their own.

SUPPORT AN ASSOCIATION

These groups are organized mainly to foster connections and provide their members with
various services. In associations, members don’t necessarily develop powerful, enduring
relationships and collaborations and the association staff, not the members, do most of the
work.

SUPPORT A COALITION OR ALLIANCE

These are campaign-specific temporary alignments of organizations formed to achieve a
specific objective that usually disband as soon as the campaign is completed. While they
are networks in the general sense of the term, their short lifespan means that it is less
necessary to define their function and participants’ roles as clearly as in the social impact
networks discussed here.

SUPPORT A PUBLIC-PRIVATE PARTNERSHIP

These partnerships are 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.
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“Collaboration is really messy and difficult. There are reasons
why it's difficult for funders to work together and reasons why it's
difficult for organizations to collaborative effectively. It's hard,
and it takes a lot of persistence and a lot of flexibility. When you
get a group of smart people in a room who have a lot of different
ideas, you have to let go and trust that the work will go in the
right direction.”

JENNIFER BERMAN, ENERGY ACTION NETWORK OF VERMONT

“Ask yourself: do you truly believe in the power of a network? It's
going to take time and resources and lots of frustration. You have
to have reason to believe in the value of a network in order to be
willing to go through all of that.”

MICHELLE GILLIARD, VENTURE PHILANTHROPY PARTNERS
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What network design would be the most
useful?

If you think that your problem is a likely fit for using a network, you are now
ready to create an initial hypothesis about what the right size and shape of
network might be. What design will be most effective for the problem you're
trying to solve depends on who will be involved, and many other details. But
understanding the range of design options is a good place to start.

Our research has found eight particularly common ways that networks can vary to suit

different circumstances. At this early stage of your thinking you may be able to rule out certain
configurations. For example, you might be certain that you are only interested in engaging with a
network that is place-based, or one that has cross-sectoral representation.

You may not know yet whether it will better serve your goals to start a new network, help a
network develop, or transform an existing network. Initial ideas here are helpful for moving your
thinking forward, but you may want to revisit your ideas once you begin thinking in more detail

about what that network could do, how it can evolve over time, what support and leadership it
will need, and whether you and your organization are ready. Hold these ideas lightly: network
design choices are best kept fluid, particularly as you begin reaching out to the field to gauge a
network’s real potential.
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MAXIMUM

SHORT-TERM ALIGNMENT INTRA-
OUTCOMES SECTOR

ACTION-
ORIENTED

INFORMAL
GOVERNANCE

PLACE-
BASED

DISTRIBUTED
LEADERSHIP

HANDFUL OF
PARTICIPANTS

HUNDREDS OF
PARTICIPANTS

TOP-DOWN

BEQDRL LEADERSHIP
LEARNING- FORMAL
ORIENTED GOVERNANCE
CROSS- SYSTEMIC MONITOR
SECTOR MINIMAL CHANGE INSTITUTE
ALIGNMENT Copyright & 2015 Deloitte Development LLP. AN rights reserved.
The extremes of each of these eight spectra are described in greater detail below:
1. SIZE
HUNDRED OF PARTICIPANTS: HANDFUL OF PARTICIPANTS:
There are hundreds of individuals who are There are a small number of people who are
active participants in the network. active participants in the network.

2. LEADERSHIP

http://lengage.rockefellerfoundation.org/what-could-a-network-help-me-achieve/what- network-design-woul d- be-the-most-useful/ 2/24


http://engage.rockefellerfoundation.org/content/uploads/2015/03/asterisk1.jpg

6/29/2015

DISTRIBUTED LEADERSHIP:
Many participants, if not all, make their own
independent choices about what and how

to contribute to the network.

3. GOVERNANCE

INFORMAL GOVERNANCE:

There are no explicitly-stated leadership
roles within the network, or boundaries
around the nature of different participants’

contributions.

4. PURPOSE

SHORT-TERM OUTCOMES:

The participants’ reason for connecting is to
accomplish a goal in the near term, after
which the participants might continue

but will need to adopt a new purpose.

5. ALIGNMENT

MAXIMAL ALIGNMENT:

The participants are aiming to accomplish
very similar overarching goals, giving them
many good reasons to connect and

collaborate.

6. SECTOR

What network design would be the most useful? |

TOP-DOWN LEADERSHIP:

Most or all of the participants’ contributions
to the network are made in accordance with
the requests of a decision making body
(executive committee, steering committee,

etc).

FORMAL GOVERNANCE:

Membership and leadership are

explicitly defined and contained within
specific bounds, often with multiple tiers of
membership and official leadership

positions.

SYSTEMIC CHANGE:

The participants’ reason for connecting is to
address a systemic challenge, which
typically requires sustained efforts over
years or decades. Even if the participants
change, the network continues to achieve

the goal.

MINIMAL ALIGNMENT:

The participants have many different
overarching goals, giving them only one or
a few good reasons to connect and

collaborate.
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INTRA-SECTOR:

The participants are highly homogeneous,
working in the same sector, issue area, or
industry, with similar organizational

structures.
7. ORIENTATION

ACTION-ORIENTED:

Participants’ motivation for taking part in the
network is primarily to accomplish a goal,
whether that is their own goal or a collective

goal.
8. GEOGRAPHY

PLACE-BASED:
The participants are located in the same
metropolitan area (at the extreme of the

spectrum), in the same state (halfway to the

center), or in the same region (in the center).

What network design would be the most useful? |

CROSS-SECTOR:

The participants are highly heterogeneous,
working in a variety of sectors, issue areas,
or industries, with a variety of organizational

structures.

LEARNING-ORIENTED:

Participants’ motivation for taking part in the
network is primarily to access information
that will be useful in their own independent

work.

GLOBAL:

The participants are spread around the
globe (at the extreme of the spectrum) or
located in the same country (halfway to the

center).
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What can a network do?

Beyond the shape and size that results from their general design, every
network serves one or more functions in helping its participants achieve a
larger goal. Think of a network like a Swiss Army knife that can be
reconfigured to meet the task at hand. We have found seven functions that
networks can serve, drawing on recent findings and our own research.

Few networks serve all functions, but many serve more than one, and the degree of functionality
required typically scales with the complexity of the challenge they are designed to address. Some
networks only need to weave social ties or access new and diverse perspectives; but if you've got a
bold goal—Ilike reducing carbon emissions 80% by 2050 across 8 states—you’ll probably need to

build in more advanced functionality over time.

We've arranged the seven functions below in order from those that require the least alignment
among the participants to those that require the most. Click on each one to learn more and to see
examples of what that function looks like in practice.

(If you're interested in other ways of thinking about a network’s functions, we recommend the
frameworks from Global Solution Networks and the book Connecting to Change the World.)

http://engage.rockefellerfoundation.org/what-coul d-a- network- help-me-achieve/what-can-a-network-do/


http://gsnetworks.org/introducing-global-solution-networks/
http://www.connectingtochangetheworld.net/
http://engage.rockefellerfoundation.org/what-could-a-network-help-me-achieve/what-network-design-would-be-the-most-useful/

6/29/2015 1. Spur individual action |

1. Spur individual
action

A network can provide the structure through which a large number of people can engage in an issue
that would be challenging to do in a more formal hierarchy. It is particularly effective when the goal
IS to encourage individuals to take action and use whatever resources are at their disposal. This is
especially true when the people in question need only a small amount of structure, encouragement,
and support to get moving in the right direction. It can be powerful and cost-effective when
executed through online coordination tools, which can be augmented with in-person convening.
(This function is closely related to access new and diverse perspectives.) A network that is successful

in this work can be highly effective at sparking individuals’ motivation to change their behavior or
participate in collective action.

http://engage.rockefellerfoundation.org/network-function/spur-individual-action/
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2. Weave social
ties

A network can provide a setting in which participants meet, get acquainted, learn about each other,
and form their own connections. This can be valuable when certain people or organizations are
isolated from one another and simply forming relationships would be a helpful part of the systemic
intervention you want to advance. The potential for a network to serve this function exists when the
group in question would not normally meet but could be convinced to see value in meeting one
another. A network that succeeds in this work can lay the foundation for many kinds of mutual

assistance, enabling it to develop additional functions. One common next step is facilitating

information exchange and peer learning; another is for participants to start other organizations or
networks of their own.

Related terms: This function is can be loosely considered a subset of what is described as a
connectivity network.

“A good network will beget other networks. And you should not
see this as a bad thing.”

KARL BROWN, THE ROCKEFELLER FOUNDATION
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3. Access new and diverse
perspectives

A network can create a structure for engaging with a group who can provide a diverse range of ideas,
information, and perspectives. Rather than soliciting this information one-on-one, convenings and
online platforms can be used to provide a format where groups can provide input into a decision or
offer points of view that may add needed dimension to a challenge. Networks deployed to serve this
function alone are typically created on a temporary basis to serve a short-term purpose, but this
function can also be served on an ongoing basis for work that needs to be conducted over the course
of years. Unlike standard polling or focus groups, a network that is successful in this regard can
create meaningful dialogue, where the people providing input can have a real exchange with one
another and with the people making the decision.

“Diversity is really important in supporting networks, especially if
you're trying to build power. [In one network,] an important form
of diversity was geography. Having groups involved that were
state-focused brought a different perspective to the group’s
conversation. For example, we'd be talking about
communications, a national group would say, “let’s say this,”
and someone else would say, “Well, we can’t actually say that in
Missouri, but this is what we say.” That diversity made all of the
conversations richer.”

SARAH BELL, THE 1T1TTH HOUR PROJECT

http://engage.rockefellerfoundation.org/network-function/access-new-and-diverse-perspectives/
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3. Access new and diverse
perspectives

A network can create a structure for engaging with a group who can provide a diverse range of ideas,
information, and perspectives. Rather than soliciting this information one-on-one, convenings and
online platforms can be used to provide a format where groups can provide input into a decision or
offer points of view that may add needed dimension to a challenge. Networks deployed to serve this
function alone are typically created on a temporary basis to serve a short-term purpose, but this
function can also be served on an ongoing basis for work that needs to be conducted over the course
of years. Unlike standard polling or focus groups, a network that is successful in this regard can
create meaningful dialogue, where the people providing input can have a real exchange with one
another and with the people making the decision.

“Diversity is really important in supporting networks, especially if
you're trying to build power. [In one network,] an important form
of diversity was geography. Having groups involved that were
state-focused brought a different perspective to the group’s
conversation. For example, we'd be talking about
communications, a national group would say, “let’s say this,”
and someone else would say, “Well, we can’t actually say that in
Missouri, but this is what we say.” That diversity made all of the
conversations richer.”

SARAH BELL, THE 1T1TTH HOUR PROJECT
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4. Facilitate information exchange and peer
learning

A network can create a setting where participants learn from each other, using structured and
unstructured formats to help them identify common areas of practice and share information and
advice about the best ways to achieve a given goal. This can be particularly valuable for a group of
people who are doing similar work in different organizations or sectors, if they are relatively isolated
in their work or are working on a new problem and need a community of peers to learn from. It can
also be useful for combining complementary specialties, such as the people creating technology with
researchers or others who have insight into its potential applications. A network is often successful
in this regard by building on an already-established ability to weave social ties, opening up
opportunities to create shared understanding of an issue or design and prototype new solutions.

Related terms: This function is closely related to what is described as a connectivity network or a
knowledge network.

“Even in bad systems, there are a number of good people and
organizations. But they often don’t know each other, thus there
are few, if any, no mutual support systems. Inaddition, there
are few rewards, and sometimes sanctions, for people who are
both motivated and progressive in their thinking.”

STEFAN NACHUK, ROCKEFELLER FOUNDATION

“Networks are both for sharing the positive experiences and for
sharing the mistakes so that others can avoid repeating them.”

z-IELENA)MONTEIRO, WORLDWIDE INITIATIVE FOR GRANTMAKER SUPPORT
WINGS

http://engage.rockefellerfoundation.org/network-function/facilitate-information-exchange-and- peer-learning/
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5. Create shared understanding in order to
align action

A network can knit together disparate vantage points on a social system, build agreement about how
it operates, and ultimately provide the container for coordinated strategic planning that aligns the
participants’ goals. The early-stage conversations can be challenging, requiring the group to iron out
differences in definitions, ideas, and language. These conversations often yield new insight into the
root causes of a problem, the common beliefs shared by the participants, and the ways that they
could potentially align their work or collaborate on shared efforts. When a network succeeds at
building that agreement and strategic coordination, each participating organization’s activities can
begin to add up to a coherent large-scale effort, while still leaving each organization the freedom to
execute its work independently.

Related terms: This function is closely related to what is described as an alignment network, and is
very similar to the definition of a collective impact network.

“We saw all kinds of programs expanding their models because
they realized they were just one piece of the puzzle and they had
to think about partnership in a different way. Rather than require
every organization [in our venture philanthropy portfolio] to
figure out which partnerships they individually need, we thought
it would be better to bring a collective together, creating the
environment of trust and providing the space to figure it out
amongst themselves.”

- SHRUTI SEHRA, NEW PROFIT, INC.

http://engage.rockefellerfoundation.org/network-function/create- shared-understanding-in-order-to-align-action/
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“A network allows a broad range of people and organizations to
find a shared framework from which to act. Members of a
network are unlikely to agree on each and every philosophical
point, but they can use their relationships and sense of shared
purpose to coordinate actions capable of producing social
change.”

- DOUGLAS EASTERLING, AUTHOR

http://engage.rockefellerfoundation.org/network-function/create- shared-understanding-in-order-to-align-action/
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6. Design and prototype new
solutions

A network can bring together combinations of talent that are uniquely suited to look for new
solutions (rather than extend existing interventions), sketch designs, create prototypes, and test them
with target audiences. This work builds on strong alignment within a group on its shared goals and
highest-potential avenues for creating impact. It is particularly effective when the participants have
the commitment and the capacity to engage in joint projects, which is often built through first
establishing the functionality of weaving social ties and/or facilitating information exchange and
peer learning. It is also at its most powerful when the members of the group come from sufficiently
different backgrounds or disciplines that they will be able to see possibilities that might not
otherwise emerge. When a network succeeds at bringing together people who have complementary
insights to work on a problem, it can provide the ideal environment for uncovering innovations that
live in the adjacent possible.

Related terms: This function is most closely related to the practice of social labs (described recently
in three different sources). It is also related to what is described as a knowledge network, except that
it can go beyond creating new ideas and to include prototyping & testing.

“"Highly successful collaboratives — the ones that generate
synergistic, communitywide impacts — do more than align the
activities of members. They also find smarter, more
comprehensive ways of addressing the issues that are at the root
of whatever problem they are working to solve.”

DOUGLAS EASTERLING, PROFESSOR AT THE WAKE FOREST SCHOOL OF
MEDICINE

http://engage.rockefellerfoundation.org/network-function/design-and-prototy pe- new-solutions/
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7. Launch a series of joint
initiatives

A network can provide the standing infrastructure to make it relatively easy for participants to
develop initiatives that advance mutually-held goals, assemble the staff capacity, and pursue them as
a group. One common form for such initiatives is an advocacy campaign to increase pressure on
governments, corporations, and other institutions to adopt a certain position or policy proposal. But
it can be any joint effort that draws on the capacity, voice, relationships, and other assets resident
within the group. Organizations often join in campaigns and gradually build closer direct
relationships with one another, but launching each campaign still requires starting nearly from
scratch. When a network succeeds at serving this function, it can provide the standing
infrastructure for taking collective action when an opportunity or challenge arises that concerns the
people and organizations involved.

“Our members treasure the ability to form groups to work on
specific platforms or issues that they are interested in, whether
those groups are permanent or temporary.”

- HELENA MONTEIRO, WORLDWIDE INITIATIVE FOR GRANTMAKER
SUPPORT (WINGS)

http://engage.rockefellerfoundation.org/network-function/launch-a-series-of-joint-initiatives/
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What type of network funder could | be?

In our research and experience we have seen three common “types” of
network funders. The more traditional type is the behind-the-scenes
funder, who engages primarily on a financial level with minimal backbone
support. The roll-up-the-sleeves funder puts in considerable time and
effort but is not a substantial source of financing. The third common type is
the full-spectrum funder who combines the two, often assuming key roles
through investing both their own effort and substantial funding.

What these three types reflect is how different funder-network relationships vary across

two particularly critical variables: how much financial support the funder provides, and how much
non-financial backbone support the funder provides. Financial support is typically provided as grants;
backbone support often takes the form of time spent providing expertise and leadership, but can also
include making important introductions and other thoughtful ways of participating through personal
rather than monetary contribution.

How much financial and backbone support you provide will typically change over the lifetime of
your engagement with a network, and as a result, what type of network funder you are will phase in
and out of these three positions from one year to the next.

A helpful way to use these types is to consider them at the outset: ask yourself which type of
relationship you expect to have with a network, and picture how it might unfold over time. Then,
using the following section, explore the specific financial roles you might play by providing
grants and backbone roles you might play by providing your personal involvement.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for - a- network/what- ty pe- of-network-funder-coul d-i-be/
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BEHIND-THE- FULL-SPECTRUM
SCENES FUNDER FUNDER

FINAMCIAL SUPPORT

ROLL-UP-THE-
SLEEVES FUNDER

BACKBONE SUPPORT

Behind-the-Scenes Funder

The Behind-the-Scenes Funder provides significant financial support to the network but
is not a substantial participant in its work. This will probably feel the most natural, since it
is the closest to the standard funding-oriented relationship between a grantmaker and a
grantee. It can be the right choice in any situation when you have confidence that the
network is capable of doing its work independently. That might be because there is a
consultant in place who you trust to lead it effectively, the network already has its own
strong leadership, you can’'t commit your own time but can commit funding, or because
you believe that the network will be better served by others stepping up to provide
backbone support.

Roll-Up-the-Sleeves Funder

http://engage.rockefellerfoundation.org/what-coul d-i- do-for - a- networ k/what- ty pe- of-network-funder-coul d-i-be/
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The Roll-Up-the-Sleeves Funder provides some degree of financial support but provides
most of her support in the same manner as the rest of the members, both by participating
and by finding helpful ways to provide backbone support. This could mean you assume
roles such as helping to attract additional funding, convening the network, making
introductions, engaging public will, helping guide vision and strategy, or managing the
network’s finances. This is often the right choice when you have a great deal of personal
enthusiasm for the work or expertise to offer, but are constrained financially to be a Full-
Spectrum Funder. Perhaps you don’t yet have a strong case to make for more funding, the
network is already large and well-developed, or other funders are already providing
mainstay financial support.

Full-Spectrum Funder

The Full-Spectrum Funder provides a high-capacity support structure and provides
substantial support by playing several of the backbone roles described in the next section.
The most common reason to play this role is when you are starting a new network or you
are leading an existing network through a transformation to take it in a new direction. You
may act as this type of funder because you have the capacity and skills to contribute. Or
you may find yourself stepping up in order to meet needs that would otherwise go unmet.
The Full-Spectrum Funder often plays major roles in both financial and non-financial
support such as in convening, weaving, and guiding the network and typically takes
responsibility for making sure that all necessary activities in the network get done, even if
those activities are led by another network member or a third party. Being a Full-
Spectrum Funder can be highly effective and deeply satisfying. However, watch out that
you don’t over-direct the network, accidentally creating the belief among other
participants that it is primarily “your” initiative and thereby sapping their desire to
contribute.

The role we play depends on the quality of leadership and how
it's organized in the space we move into. | have one initiative
that | only have to check in on 2-3 times per year. They keep
trying to pull me into a more strategic partnership. But | trust
them, they're making progress, and | get informed of the gaps
so | can fund them accordingly. It's really hands-off.

IVAN THOMPSON, GORDON AND BETTY MOORE FOUNDATION

http://engage.rockefellerfoundation.org/what-coul d-i- do-for - a- network/what- ty pe- of-network-funder-coul d-i-be/
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HOW DO | ANTICIPATE WHAT TYPE OF FUNDER | HAVE THE ABILITY TO
BECOME?

You need to reckon with the upper limit of how much you can afford to provide of your funding,
time, relationships, facilities, and other resources, and over what timeframe. We spoke with several
funders where the foundation began funding a network, saw it develop in a very promising direction,
and decided to re-allocate most of its portfolio and human capital to provide the network with the
necessary support. But not every grantmaker has the ability to provide that type of single-minded
commitment. What level of support makes sense for you typically depends on a number of factors:

Your capacity: How much time and creative energy do you have to commit to the network—
now and over the duration of time you expect to be involved?

The relative priority of this grant: How high would this investment rank if you had to force-
rank your grants from most to least important?

The strength of the network’s leadership: Does the network already have a well-developed
ability to keep itself moving forward and is it developing in a positive direction? If so, would
the network be better off building its own sense of independence at a healthy distance? If
not, is it likely to continue needing heavy engagement from you or can you picture it
developing stronger leadership in the near future?

Your organization’s readiness to work with networks: Does your organization understand the
value of supporting a network, the mindset required to work with them effectively (as

described in this section), and the need to stay flexible in responding to its needs?

So little is known at the start [of a network], | think doing a work
planis a little backwards. | think you have to getinto it and
discover what the work is before you can make a plan.

STEFAN NACHUK, THE ROCKEFELLER FOUNDATION

Our involvement and commitment varies. It depends on how the
network fits into the bigger picture of what we're trying to
accomplish and how mature the network is.

BRINDA GANGULY, THE ROCKEFELLER FOUNDATION

http://engage.rockefellerfoundation.org/what-coul d-i- do-for - a- network/what- ty pe- of-network-funder-coul d-i-be/
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What forms of financial and backbone support
do networks need?

Networks need not only various forms of financial supportfrom a funder (via
grants) but also the backbone supportthat comes from contributing time,
effort, expertise, connections, physical space, and other non-monetary
resources. Which forms of support a network needs depends primarily on its
stage of development. Even an approximate anticipation of what a network
will need can make it far less intimidating to engage.

The easiest way to anticipate what support a network will need is to use the wheel diagram below
to estimate its developmental stage. With that stage in mind, you can consider which of the common
supporting roles might be necessary for a given network. Thinking in terms of these stages can also
be helpful in providing the network with strategic guidance: it can help you stay focused on what
your network needs now while keeping an eye toward what might be coming next.

(These six developmental stages were developed by Monitor Institute out of its work with the
Network of Network Funders, a two-year community of practice that hosted some of the first
dialogue among grantmakers about the most effective ways to engage with networks.)

Below, we describe 11 different forms of financial support, corresponding to many common grants
given to networks, and 15 forms of non-financial backbone support that a network might need. Even
if the network is still just a concept in your mind, ask yourself which you expect will be important for
the network to form, and think ahead to the later developmental stages to anticipate what it might
need in order to progress.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for-a- network/what-forms-of-financial-and-backbone- support-do- networks-need/
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MONITOR
INSTITUTE

DEVELOPMENT STAGE: DISCOVER

A network has to start somewhere. The work in the Discover phase is about identifying a group of
actors (usually a small group at this point) who share the sense that existing solutions aren’t
sufficient, uncovering the web of relationships between them and sharpening this emerging group’s
understanding of the problem. People working in the same space can often have wildly divergent
views of the issue. Understanding how to bound or reframe the challenge, how it has developed over
time, what solutions have been tried and by whom is the understanding gained in this phase.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for-a- network/what-forms-of-financial-and-backbone- support-do- networks-need/
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MONITOR
INSTITUTE

DEVELOPMENT STAGE: KNOW

The Know phase is marked by a deeper understanding of the issue and essential stakeholders needed
at the table. The group starts to see itself as a group (ideally) and begins to build a shared narrative
to bind them to a larger story of change they want to see in the world. The group identifies levers to
create both direct and systemic impact which allows participants to mobilize around these levers and
see how their actions can align and coordinate. An initial model of the value exchange for collective
work starts to surface.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for-a- network/what-forms-of-financial-and-backbone- support-do- networks-need/
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MONITOR
INSTITUTE

DEVELOPMENT STAGE: KNIT

Where the Discover and Know phase are about sensing and understanding, the Knit phase is about
moving into action. Plans crystallize around what to focus on, who will do what and where and how
to stay coordinated around a shared strategy while allowing individual agendas to flourish that
increase the network’s overall impact. Key in this phase is that participants find the intersection
where the goals of their individual organizations align with the collective intent. At this point
networks start to knit action together and pilot activities. Identifying and nurturing emergent
network stewards and leaders is critical here, and throughout all the stages.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for-a- network/what-forms-of-financial-and-backbone- support-do- networks-need/
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Organize

MONITOR
INSTITUTE

DEVELOPMENT STAGE: ORGANIZE

The Organize phase is about, well, getting organized: putting in place the plans and frameworks that
will enable the group to coordinate their efforts and adapt as needed. Individual and collective roles
and responsibilities are identified. Strategic agendas are fine-tuned. Plans for implementation are
created. Protocols and systems for ongoing information sharing and dialogue are explored. Flexible
and transparent network governance issues are developed—with the basic tenet for a network being
less is more and not defaulting to organization think when putting structures in place.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for-a- network/what-forms-of-financial-and-backbone- support-do- networks-need/
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MONITOR
INSTITUTE
DEVELOPMENT STAGE: GROW

Growing the network is about bringing on new members, if needed, as well as growing deeper trust
and connectivity with existing participants. The work becomes more distributed throughout the
network. And the strategy evolves as the group learns from efforts and activities it has launched.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for-a- network/what-forms-of-financial-and-backbone- support-do- networks-need/
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MONITOR
INSTITUTE

DEVELOPMENT STAGE: TRANSFORM

At a certain point, a network may have run its course, achieved its goal or sees a need to evolve in
different ways. In the Transform the network’s core value exchange and definition of the issue can
be re-examined. Continually scanning for opportunities to connect to complimentary efforts and
networks to grow the movement is key here.

http://engage.rockefellerfoundation.org/what-coul d-i- do-for-a- network/what-forms-of-financial-and-backbone- support-do- networks-need/
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Funding research to understand the issue and
potential for collective action

In order to know what piece of an issue should be worked on, and by whom, it's important to
understand the issue itself and the actors working on the issue. Two approaches are common:

o Deep research into an umbrella issue of shared concern to all of the potential participants
(such as regional energy usage or youth services in a metro area), identifying pieces of the
problem that have high potential for making progress, or

e Looking for common ground at the intersection of a variety of issues of concern to the
potential participants—an approach that can be helpful when there is desire to work together
but the participants are heavily siloed and the right umbrella issue is not immediately clear.

Either way, the goal of this work is to show the stakeholders and relationships involved, name and
compare different perspectives on the problem, and find the critical leverage points creating change.
This can take the form of a formal mapping exercise such as social network analysis, an emergent
learning map, or systems mapping, or be done through more informal conversation and analysis.
Costs can come in the form of time (typically consultant fees), tools (e.g., systems mapping or
visualization software), and materials (e.g., books, reports, data sets).

“At the same time that we were coming up with this domain
strategy, we said to ourselves, let’'s go explore it. We had a ‘slow
hunch’ that there was something to this combination of things
that would get us to a pretty big idea.”

SHRUTI SEHRA, NEW PROFIT

http://engage.rockefellerfoundation.org/network-role/funding- research-to-under stand-the-issue-and- potential-for-collective-action/
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Funding member
participation

The early enthusiasm for creating a network often overlooks the harsh reality that everyone involved
already has a full-time job. Participation can only be sustained if it is integrated into each person’s

responsibilities and if they have the financial support necessary to compensate for their time and
travel expenses.

That financial support is one of the most commonplace needs for a network, and is
correspondingly one of the most common ways for a funder to engage. The most visible costs
frequently center on supporting attendance at convenings: travel to and from and hotels. The
invisible costs are that of the participants’ time, which is often volunteered at the start but becomes
difficult to sustain without at least partial compensation, especially for cash- or capacity-strapped
organizations. It's important to be aware that the participants may not want to acknowledge their
need for financial help, even if it is a real concern that is sapping their ability to participate.
Providing that support is not only a practical benefit, but also demonstrates how much you value
their participation. Just be careful if you need to make choices about who to support and who not to,
since the lack of support can be just as powerful a message in the opposite direction.

http://engage.rockefellerfoundation.org/network-role/funding-member-participation/
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Funding facilitation and technical
consulting

Facilitation plays a critical role for networks at every stage of their development, and as a result,
consultant fees to hire facilitators are a common component of a network’s cost. Consultants
frequently play the role of convening designer, process facilitator, logistical coordinator, and the
network coordinator. A consultant in this role is ideally chosen at the start and remains with the

group. But consultants can also be brought in to provide technical depth that supports a network’s
specific activities. That can include topical research, training, strategy development, measurement
design and data collection, political advocacy, communications, leadership development / coaching,
and other specialized projects. Towards the end of a funding cycle, it can include fundraising
strategy. A funder is not only well-positioned to pay for consultants but also to help a network
decide when a backbone role must be played by a consultant rather than a participant.

http://engage.rockefellerfoundation.org/network-role/funding-facilitation-and-technical-consulting/
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Funding convening and relationship
building

Gathering the group in person is critical to both forming and sustaining a network, and the financial
support for those gatherings can be provided together or separate from non-financial support. Not
only are ideas are shared and developed through convenings; but it’s also how trust and relationships
are formed. Convening costs can include facilities (room rental and associated fees), food, speaker
fees, meeting materials (e.g., printing, flip charts, and markers), and can include travel and lodging.
And don't forget to budget for fun—that’s where the real relationships are born. For more details on

the purposes that convenings can serve, see GATHER: The Art & Science of Effective Convening.

“There's got to be some kind of honest broker who says, for the
next period of time, I'm going to hold this discussion together,
We're going to try and link all these different stakeholders, and
we're going to continue asking who's isn’t at this table that

should be?”

JEFF WALKER, THE GENEROSITY NETWORK

http://engage.rockefellerfoundation.org/network-role/funding-convening-and-relationship-building/
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Funding staff (full or part
time)

While allocating funds to support staff can happen in a network’s early stages, there may not be
enough work to justify a full-time position until the common ground is clear and there is a
substantial amount of work underway. These staff members typically support networks by playing

some combination of the non-financial roles listed here, the most common being the network
coordinator and weaving the network.

Many of a network’s roles can and should be performed by the participants, but dedicated support
is frequently critical to enable a network to progress when its participants’ “day jobs” don’t allow
them to commit a great deal of time. The choice to hire a staff person can happen at once, develop
organically out of what begins as a consulting relationship, or as support for a participant’s time who
is playing a strong leadership role. Either way, having staff can greatly accelerate a network’s
progress, by bringing considerable focus and attention to moving forward its shared goals.

"Hiring and deploying skilled network officers may be one of the
most valuable things a foundation can do to cultivate collective
impact.”

DOUG EASTERLING, WRITING IN BUILDING CAPACITY FOR COLLECTIVE
IMPACT

http://engage.rockefellerfoundation.org/network-role/funding- staff-full-or-part-time/
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Funding leadership
development

Funding can be used to provide training and development opportunities for network leadership (i.e.,
anyone playing a backbone support role) by covering the costs of coaching fees, training facilitators
and/or materials, and/or leadership conferences. This can be provided together or separate from the
non-financial role of directly coaching the network leadership yourself. Leadership development
could be focused on a specific role or on adaptive leadership and the network mindset more
generally, and it can be delivered to individuals or teams. Many of the process tools for working with
a network can be used both for accomplishing a goal and for helping teams develop the most
effective mindset.

“Funders can help networks get the training they need for critical
roles, including executive director, data analysts, and
continuous improvement facilitators.”

JEFF EDMONDSON, WRITING IN THE ROLE OF INVESTORS: LESSONS LEARNED
ON CRITICAL ROOTS THAT DRIVE QUALITY COLLECTIVE IMPACT
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Funding measurement and
learning

Choosing to fund a network’s measurement and learning most often means supporting additional
capacity. Technical expertise is needed for helping the group choose appropriate metrics, the
capacity to collect that information, and the skill to facilitate learning-focused dialogue within the
group. This funding need can expand significantly if the network adopts more involved metrics that
require collecting substantial data from the participants.

http://engage.rockefellerfoundation.org/network-role/funding-measurement-and-learning/
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Funding
technology

In their earliest stages, networks often need only the most basic off-the-shelf technology tools for
coordinating, sharing information, and communicating. Many such tools are either free or very
inexpensive to use at the scale of a group numbering in the tens. (See this section for a list of
common tools.) But technology can become a significant cost if and when a network needs to build

its own website, create a custom information-sharing platform, or run a shared measurement system.

Funding can be useful for purchasing software licenses, contracting to build or customize
technology, or training in how to use it.

http://engage.rockefellerfoundation.org/network-role/funding-technology/

1
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Funding
communications

External communications can become more important later in a network’s life, if its work includes
building public will and galvanizing broader support. Communications costs can come in the form
of staff or communications consultants who develop and manage the network’s branding and

messaging, and content distribution (whether print or virtual). Funding for technology can be

important to pair with this support if this communication work will require the network to create or
redesign its website.

http://engage.rockefellerfoundation.org/network-role/funding-communications/

1
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Funding innovative or priority
projects

When the participants get to the point of undertaking joint projects, it can be helpful to have
funding readily available to support their work. Having even partial funding available encourages the
participants to take collaboration seriously and makes it possible for the participants to commit
much greater time and effort to the work. Funding can be for innovative efforts or for supporting
any high priority projects the network thinks will advance their agenda. It can be provided
individually by one or more funders or pooled by multiple funders into a new fund. And whatever
form it is provided in, the choice of how to spend it can be kept in the hands of the funder(s), turned
over to a committee of the participants, or turned over to a committee of both funders and other
participants. (In many cases this includes the network coordinator and/or the steering committee.)

However it is structured, the funding should be set up to provide a strong incentive for the network’s
participants to jump into collaborative work with two feet.

http://engage.rockefellerfoundation.org/network-role/funding-innovative-or-priority-projects/
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Funding general
operations

Building a network is an inherently emergent and exploratory process. Targeted funding on a
project-by-project basis is often the most practical in a network’s early days, before there’s a specific
place to put its funding. At that point, funding often goes to the participants directly. But once a
network takes clearer form, its participants are laying plans for how to work together, and a home
has been established for the network’s funds, the door is open for providing grants that are
unrestricted and even long term. Unrestricted dollars allow networks to experiment, adapt to
changing circumstances, and explore new opportunities—and can provide far greater assurance and
stability. Committing to long-term funding can also convey a strong vote of confidence in the
network’s long-term prospects to other funders and participants.

Not ready to commit for the long haul quite yet? That doesn’'t mean you can’t get there over time.
It's common for funders to start by making single-year grants and graduate to successively longer-
term commitments if and when it becomes clear that there will continue to be a compelling need for
the network to continue.

http://engage.rockefellerfoundation.org/network-role/funding-general-operations/
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Catalyzing the
network

To come into being, every network first needs someone to focus attention on an issue and bring
people together to explore it. This person gingerly brokers relationships, uses convening power to
bring people to the table before it's clear where the effort will go, and guides the group through
exploration of the issue and the potential to tackle it collectively—or finds someone who can.

To play or not to play: Funders often have the influence, knowledge, and connections necessary to
focus attention on an issue and bring potential allies together. And it doesn’t hurt that funders can
also bring financial resources to bear in this early stage. But this role can be played by someone else,
whether or not they are a grantee. One common reason not to play this role is if there are politics
within the community in question that make it important for the conversation to be started by
someone other than you (or your institution). If that is the case, consider “leading from behind” by
lending your support to that person or organization that you would like to see at the helm.

“The most powerful role for funders to play in addressing
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.”

JOHN KANIA, WRITING IN COLLECTIVE IMPACT

“When you work for a major funder like Gates, simply being
there has psychological effect on people.”

DAVE FERRARO, THE BILL & MELINDA GATES FOUNDATION

http://engage.rockefellerfoundation.org/network-role/catalyzing-the-network/
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Attracting
funding

Funding is important even in the early days of network formation. Participants frequently support
fundraising by using any relationships they have with grantmakers and helping with grant

applications.

To play or not to play: Funders can play a powerful role in attracting additional funding to a
network, since putting money into a network signals their support to the broader funding
community. Especially in the early, exploratory stages of a network when there are funding needs
but there is not yet a track record, the clout of a funder who is willing to be an advocate can be a
powerful source of legitimacy. (This is quite similar to the process of recruiting co-funders at the
very start.) And in later stages, a funder who has been supporting the network for some time isin a
very good position to convince other funders that the network’s work has a bright future.

“"How significant was it to have money at the table? It was huge.
Early on, the real value added was that funders were coming to
the table too.”

KATE GORDON QUOTED IN TRANSFORMER: HOW TO BUILD A NETWORK TO
CHANGE A SYSTEM

“While we could only provide modest funding to the Joint
Learning Network directly, we were also able to play the crucial
role of leveraging other funders.”

CAROLYN BANCROFT, FORMERLY AT THE ROCKEFELLER FOUNDATION

http://engage.rockefellerfoundation.org/network-role/attracting-funding/ 1
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Convening the
network

Convenings require funding, of course, but they also require other forms of time investments:
designing how the group will use the time together, facilitating discussion and activity, supporting
logistics, and synthesizing the convening outputs and next steps. These roles can all be played by a
single person, though they are often spread across a small team. Details of what it takes to carry out

that work can be found in GATHER: The Art and Science of Effective Convening.

To play or not to play: Given their influence, funders can be particularly good at bringing people
together, simply by extending the invitation or attaching their name to the event. Funders can also
make great convening designers if they are skilled facilitators and are already familiar with the group
and the content. The key variable is time: if you are able to spend a significant amount of your own
bandwidth on a particularly critical convening, you may want to do it yourself, but be wary of giving
the work short shrift if you can’t give it the attention it demands. If you can't spend the time, this is
a role that can easily be played by another participant, a consultant, or a grantee.

“When our [network’s] work was just getting started, it was all
about relationship building. It was all about building trust -
which meant getting to know each other better, and on a
personal level. Before [the social entrepreneurs] entered the
room they were seen as competitors, particularly when it came
to raising money.”

ELEANOR RUTLAND, VENTURE PHILANTHROPY PARTNERS

http://engage.rockefellerfoundation.org/network-role/convening-the-network/ 1
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Guiding vision and
strategy

From forming the collective value proposition (the value members get from working with a network
that they wouldn’t get alone), to establishing the vision for change, to developing the strategy to get
there, networks need a person or a team who can support and shepherd the high-level thinking that
defines what the group is out to do and how they plan to do it. This often includes the network
weaver and the convening facilitator, and may be aided by consultants. The thinking needs to begin
with a process to define common ground that holds the group together, work that often begins in
the Knit stage of development, which may take some time if the group begins with very different
ideas. As the common ground comes into focus, making it clear what the group sees as its collective
mission, this person or team can then step into defining the strategy in more detail.

To play or not to play: Because of their unique perch, funders tend to be able to take more of a
field-level view than most organizations, which can be of great value in developing strategy at the
cross-organizational scale of a network. But a little bit of funder input goes a long way: There is
often deference to a funder’s views and yet it is critical that the network members achieve real
alignment with one another. As a funder, you can be most helpful by contributing more information
than opinion, something that becomes natural as you learn to adopt a network mindset.

“Funders need to allow networks themselves to set the agenda
and strategy for their collective work, not impose their own goals
on the process.”

DOUG EASTERLING, WRITING IN GETTING TO COLLECTIVE IMPACT

“Funders, whether they initiate the collaborative approach
themselves or fund existing networks, can challenge Collective
Impact networks to think bigger than they had originally
anticipated.”

CATHY MANN, WRITING IN THE ROLE OF PHILANTHROPY IN COLLECTIVE
IMPACT

http://engage.rockefellerfoundation.org/network-role/guiding-vision-and-strategy/
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Weaving the
network

The “network weaver” is a kind of matchmaker, working to increase the number and strength of
relationships between participants in the network by helping people find connection and common
ground with one another, gradually building up trust and an overall sense of community. This role
often also includes bringing new participants into the network when the opportunity arises and
making sure all the right voices are at the table.

To play or not to play: Given their breadth and depth of relationships, funders can be particularly
well-suited to the network weaver role. In many ways, this is a natural extension of the role that
many program officers already play, acting as a neutral intermediary to connect individuals and
organizations across the fields they work in. The important balance to strike is between seeing the
potential for participation while not forcing it, since the request of a funder carries enough weight
that it can keep someone at the table for far longer than they see the value in participating.

http://engage.rockefellerfoundation.org/network-role/weaving-the-network/

1
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Serving as the network
coordinator

This is the person who “holds the whole,” acting as the hub that participants reach out to ask
questions, share concerns, and report progress. He or she has a finger on the pulse of all of the
network’s activities, and is typically at least involved in strategic discussions, if not an active
contributor.

To play or not to play: Whether it makes sense for a funder to play this role is highly dependent
on the network’s stage of development. In the early stages (Discover, Know, and Knit), this role will
typically overlap with that of weaving the network, since it will be focused primarily on building
members’ relationships with one another and building their comfort with the collective approach. In
those stages, this is likely a role that a funder is well-positioned to play. In later stages (Organize,
Grow, and Transform), this role will likely require a greater focus on managing and monitoring the
network’s various projects in order to ensure that different groups are learning from one another and
working in concert. At that point, it demands significant time investment, and depending on the
amount of collective activity the network is undertaking, this may even become a full- or part-time
staff position.

http://engage.rockefellerfoundation.org/network-role/serving-as-the-network-coordinator/
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Energy Action Network: Finding the path to
renewable energy in Vermont

THE ENERGY ACTION NETWORK OF VERMONT
| 2011
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SEEING FRAGMENTATION

The work began in 2009 when the issue of fragmentation had become deeply frustrating to Jennifer
Berman and her trustees. Berman was Executive Director of the Maverick Lloyd Foundation, a
family foundation in Vermont that gave just under $300,000 in grants each year across a variety of
program areas that included energy and the environment. She and her trustees had been noticing a
consistent trend in the grant applications they received from nonprofits working on climate and

energy issues: in spite of significant overlap in their missions, there was virtually no coordination.

“We were frustrated by the range of groups who were proposing similar kinds of work without a lot
of collaboration,” Berman said in an interview with Monitor Institute. “We wanted to figure how to
have a greater impact, even without having a lot of money, so we started looking for ways to support
more collaboration and alignment within the field. We were keenly aware of the many previous
processes around climate and energy that had happened in Vermont, but we also saw that they had
all been oriented towards putting out a report. Nothing had brought together a strategically-chosen
group of folks to think about where the state needed to go, mapped out how to get there, and
created the capacity for that group to do work over time.”

Berman and her trustees went hunting for models of collaboration that could find consensus

amidst such diverse opinions, and discovered RE-AMP, a network of over 160 organizations
across nine Midwestern states that was also working on state-level policy reform to fight climate
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change. RE-AMP had formed out of a very intentional use of systems thinking to build shared
understanding within a fractious group and find the most effective paths forward, and then had
created a highly decentralized structure for coordinating collaboration against those goals. The more
that Berman and her trustees learned about the RE-AMP approach, the more convinced they were
that it might work in Vermont.

UNDERSTANDING THE SYSTEM

Berman and her trustees initially centered on an ambitious goal: switching the state of Vermont to
100% reliance on renewable energy by 2030. She had developed a firm conviction that starting with
systems thinking was the right way to cut in on a problem of this scale, not only to find the best
solutions but also to create more productive relationships among the many actors involved.

“Systems are made up of people who have beliefs about what is possible and until we change those
beliefs, we can’'t change systems,” she reflected. “We needed a process that would help people
understand why people with different perspectives were making the choices they were.”

Working with a team from Growing Edge Partners and Ecosynomics author Jim Ritchie-Dunham,
her team began an extensive set of interviews with 40 of the key actors involved in the production,
distribution, and regulation of energy in Vermont. Each conversation began with a simple but
powerful question: What stood in the way of the state achieving 100% reliance on renewables? The
interviews surfaced each person’s detailed perspective on the complex web of causes and effects that
defined the state’s energy system. Out of each interview, they created a map of the system as that

person saw it.

These interviews showed that the issue of fragmentation extended far beyond the nonprofits who
were applying to the Maverick Lloyd Foundation: every single person had a different interpretation
of the nature of the problem and what a solution could look like. But there was also reason for hope:
many of the interviewees said they would be excited to find a way to collaborate. Combined

with an extensive review of previous energy studies, these interviews also enabled Berman and her
team to piece together the first-ever map of the state’s energy system that integrated perspectives
from all of its key actors.

BUILDING ALIGNMENT

Berman’s next task was to see whether there was potential for this fractious group to work together.
She invited all of the interviewees to a convening where they were asked to share their stories,
compare their views to that of the integrated map, and look for ways that the system could be shifted
to achieve such an ambitious goal.
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It took several days of discussion, but in spite of including representatives from manufacturers,
utilities, fuel oil dealers, government agencies, environmental and energy advocates, and large

corporations, the group was able to find clear consensus on two points. First, full reliance on

renewables was too ambitious but 80% by 2030 was both achievable and agreeable for everyone
involved. Second, the way to get there was to put simultaneous pressure on four “leverage points”
that represented the greatest opportunities for change: public engagement, regulatory reform,
technological innovation, and capital mobilization.

Building that common understanding was helped a great deal by establishing an atmosphere of trust
and respect. The quality of the integrated map also helped. As one participant said, “I've been doing
this work for twenty years, and I've never been able to articulate what | do and care about in such a
succinct and articulate way.” In that environment, the diversity in the room became an asset. Berman
recalled one discussion of whether it was possible to reach the goal: “The woman who ran the
electric utility said, ‘Well yes, it’s totally possible in electricity. And here’s how.” She proceeded to
run through the scenario, and then said, ‘But | really can’t understand how we could get there in the
heating sector.” And the heating person said, ‘Well it's more difficult but here’s the how we could do
it, some of the tradeoffs and some other things we have to think about. But | can’t see how we can
do it in the transportation sector.” And it went on like that around the table. It was an incredible
moment.”

Arriving at this point of realization kicked the group into gear: working groups formed around
each of the leverage points, other experts were recruited to join the effort, and in 2010 the Energy
Action Network of Vermont launched with over 70 leaders involved.

CONTINUING THE MOMENTUM

Berman knew from the stories she had heard about RE-AMP and other networks that the greatest
challenge lay not in sparking the energy for collaboration but in sustaining it. She and her team

made an intentional choice about their role: as they had done in the opening convening, they would
focus their energy on maintaining a productive dialogue and allow the group to govern itself as
much as possible.

Looking back, Jim Ritchie-Dunham felt that this played a valuable role in sustaining the group’s
momentum through the issues that later emerged around exercising control, giving credit, and
measuring impact. “Many of the participants in the stakeholder group told us that it was the
sincerity of the invitation that had brought them to the process, and the quality of leadership
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throughout a series of gatherings that kept them engaged and committed,” he wrote in Ecosynomics.
“It was significant that the leadership team was open to redefinition of the goal. That established the
principle of honoring all perspectives and set the stage for the emergence of strong alignment.”

The result of this careful use of influence was a continued growth of new relationships across what
had previously been battle lines. Berman recalls one moment between a private sector leader and an
environmental advocate. “These two traditionally had been at odds at the state house. They didn’t
agree on anything,” she said. “But in one of our meetings, [the private sector leader] stood up and
directly quoted the advocate. You could see a different kind of conversation happening: people could
disagree yet still see how much they could agree on.”

It still took some convincing to attract other funders. Prior to the network launch, many were

unsure why yet another group process was going to succeed where earlier efforts had failed. “It was
hard to explain to people why they should invest in what was perceived as ‘yet another process’ when
we couldn’t tell them for certain what the outcome was going to be,” Berman reflected. “Some of the
funders were skeptical. They didn’t know if this was going to be different than any of the other prior
efforts and weren’t sure it was worth the risk of advocating to their boards or EDs to get involved.”
But as the network took form and began to show results, a number of other foundations became
interested. Today it boasts the support of not only Maverick Lloyd Foundation but also Green
Mountain Coffee Roasters, Canaday Family Charitable Trust, John Merck Fund, Sustainable
Futures Fund, and High Meadows Fund.

Out of all this careful, sustained engagement came the major policy win in 2011. When the State of
Vermont revised its energy plan for the first time in over a decade, the plan centered on a slightly
revised version of EAN'’s goal (90% by 2050), and the network’s four “leverage points” were
described as key areas of focus. EAN has now aligned its goal with the state’s goal and to get there,
the network continues its work through a backbone structure that provides coordination, funding
support, meeting facilitation, and shared metrics.

Berman looks at the network’s work with pride. “For me, this is the best of philanthropy,” she
said. “It's not about power, it's not about individual ego, it's not about proving that one particular
theory of change is the right one. It’s about bringing people together to imagine what’s possible,
change hearts and minds, and transform systems, so that we can create a different future. The fact
that we were able to do that in Vermont is very gratifying.”

BY COMPARISON: THE NETWORK’S DESIGN

In the section What network design would be most useful? we introduce a simple framework for

comparing the ‘design’ of a network — eight basic variables that define its shape and size. See below
for our estimation of Energy Action Network’s design (in teal) versus that of the other networks we
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profile (in white):
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Sources: A Monitor Institute interview with Jennifer Berman (fall 2014), an unpublished draft case
study of the Energy Action Network of Vermont provided by Jennifer Berman (fall 2014), Case Study of

the Energy Action Network of Vermont by Beth Tener (January 2014), the website and 2012 annual

report for the Energy Action Network of Vermont, and the book Ecosynomics by Jim Ritchie-Dunham
(April 2014).
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The Rockefeller Foundation: Containing
pandemics by sharing information

THE ROCKEFELLER FOUNDATION’S DISEASE SURVEILLANCE
NETWORKS INITIATIVE

When grantmakers realize how collaboration can address a social challenge in
one location, they can find themselves compelled to explore how the
network model can be replicated in other areas. That is what happened when
grantmakers at The Rockefeller Foundation (the “Foundation”) began
investigating the problem of pandemics in the late 1990s, concerned that the
rise in globalization was increasing the threat of pandemics to the world's
poorest populations. How you stop the spread of pandemics is a
confounding problem, especially for national governments. Diseases have no
respect for political boundaries, national treaties or organizational silos,
hitching rides through the legal (and illegal) traffic of people, livestock, and
wildlife that is constantly moving across borders. This story sketch illustrates
how the Foundation responded by supporting the formation of one of the
world’s first regional disease surveillance networks and then using what they
learned to launch and support similar networks in other regions around the
world.

HEARING CONCERNS AND STARTING A DIALOGUE

The first step in finding opportunities to engage with a network is to track and understand the
challenges in the system you are hoping to improve. Grantmakers at The Rockefeller Foundation
recognized a potential to act when health officials in a number of Southeast Asian nations separately
shared their deep concern about the risk of a pandemic emerging in a neighboring country that
wouldn’t be visible until it had already spread across the border. Early detection is crucial to meeting
the threat of a new disease while it remains in an area that is small enough that it can still be
contained. Representatives from the health ministries from these nations saw the need to build not
only national capacity for disease detection, but also a means for lateral information-sharing across
countries, yet there was little support in place for either one.

This idea took form in February of 1999 when the Foundation invited representatives from the
ministries of health of the six Mekong Basin countries to a consultative meeting with the World
Health Organization: Cambodia, Laos, Myanmar, Thailand, Vietnam, and the southern province of
China. The topic: what mechanisms could strengthen disease surveillance across the sub-region?

http://engage.rockefellerfoundation.org/story-sketch/containing-pandemics/
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The group decided to take action in three areas: improving disease outbreak investigation and
response, developing human capacity in field epidemiology, and establishing the Mekong Basin
Disease Surveillance Network.

BUILDING TRUST AND SPARKING COLLABORATION

The key question for the grantmakers at this early stage of the network was what type of

relationships and activities within the group would best accomplish its goal. They realized that the

most important missing piece was trust, and that while trust can’t be created, it can be given a
chance to grow. Charlanne Burke, now a Senior Program Associate at The Rockefeller Foundation,
was part of the team involved in the formation of the network and remembers how important it was
that this trust was formed through personal ties at the staff level rather than by working through
formal Ministerial channels. “They certainly weren’t working in secret, but it was not a formal
government network,” she recalls. “That gave them the latitude to work in the cracks and share
information without going through formal protocols. The result was to add a new flexibility and
informality into the system.”

Between helping build each nation’s disease surveillance capacity and fostering the formation of the
new network, the Foundation’s program officers played a fairly hands-on role in the beginning.

“There was a lot of one-on-one with the principle investigators, lots of advising, and lots of
troubleshooting,” Burke reflects.

A principal goal of this hands-on approach was to make use of the non-governmental nature of the
network to forge enough personal trust among the participants that they felt comfortable sharing
important information. That trust was forged through face-to-face activities, such as tabletop
simulation exercises and joint investigations undertaken together by network members. This
combination of network-weaving and capacity-building produced a collaboration strong enough that
the six countries were able to agree on common reporting standards and integrate the disease-related
work of many of their local, regional, and national health officials. This smarter coordination and
deeper connection enabled joint investigation and response to a dengue fever outbreak between Laos
and Thailand in 2005, a typhoid and malaria outbreak between Laos and Vietnam in 2006, and an
avian flu outbreak between Laos and Thailand in 2007.

SPREADING THE MODEL AND STEPPING BACK
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When a network is successful, it can inspire other groups to want to collaborate in similar ways,
giving grantmakers an opportunity to support the replication of an emerging new model. As the
Mekong Basin network began to show promise, it spurred both The Rockefeller Foundation and
others to build similarly-structured networks in other regions that had a high risk of producing new
pandemics. In the early 2000s the Foundation’s grantmakers began collaborating with the World

Health Organization and East African health officials to support the creation of the East African

Integrated Disease Surveillance Network. In 2008, the UK government, the Wellcome Trust, and
African human and animal health experts established a similar model in southern Africa which
became the Southern African Centre for Infectious Disease Surveillance. Similar networks
emerged in Southeastern Europe and the Middle East.

When many networks emerge around the same issue, a funder’s field-level view can be useful in
exploring whether a network of networks would be valuable. As officers at the Nuclear Threat
Initiative saw the spread of these regional networks, they began to wonder if a network of networks
could allow even greater information exchange and peer learning between regions. The Foundation

organized a convening at its Bellagio center to pose the question of whether that level of

connectivity would be valuable. As a result of that dialogue four funders came together — The

Peter G. Peterson Foundation, The Rockefeller Foundation, The Skoll Global Threats Fund and
the Nuclear Threat Initiative — to form a new peer learning network in 2009. That network,

Connecting Organizations for Regional Disease Surveillance (CORDS), now uses just two

permanent staff and three consultants to facilitate communication and information exchange among
six regional networks.

Exiting network funding is rarely easy, but after making over $20 million of philanthropic

investments in disease surveillance over 14 years, the Foundation concluded its Disease Surveillance
Networks initiative in 2012. To ease the transition, its grantmakers gave the Mekong Basin Disease
Surveillance Network guidance on fundraising and a final grant to re-form the informal network
into a formal entity that could seek its own funding, the MBDS Foundation. But its ties to the work
are far from cut. Grantmakers, including Burke and her colleagues in Bangkok and Nairobi,
continue to serve on regional networks’ boards and provide advice. And as of the time of this
writing, the Foundation continues to support CORDS, such as through its recent funding to
support CORDS members in sharing expertise with their West African counterparts in responding
to the recent devastation caused by Ebola and developing a West African Disease Surveillance
Network. In this way, the Foundation is continuing to build connectivity within the new
infrastructure of regional disease surveillance that it seeded over the past two decades.

BY COMPARISON: THE NETWORK’S DESIGN
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In the section What network design would be most useful? we introduce a simple framework for
comparing the ‘design’ of a network — eight basic variables that define its shape and size. See below
for our estimation of the Mekong Basin Disease Surveillance Network’s design (in teal) versus that
of the other networks we profile (in white):
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Sources: The Rockefeller Foundation Initiative: Disease Surveillance Networks (2013); an
interview with Charlanne Burke, Senior Program Associate at The Rockefeller Foundation (fall 2014);
and, the websites of the MBDS Foundation, CORDS, and the Nuclear Threat Initiative.
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About This Guide

ENGAGE: How Funders Can Support and Leverage Networks for
Social Impact was developed by The Rockefeller Foundation and Monitor
Institute to accelerate the spread of social impact networks. It exists to guide
any foundation grantmaker who is considering whether to engage with a
network and what that engagement might involve. (See this page for more on
how to use this guide and what it contains.)

HOW THIS GUIDE WAS CREATED

This guide was written by Anna Muoio, Noah Rimland Flower and Kaitlin Terry at Monitor

Institute, a part of Deloitte Consulting LLC, with input from Faizal Karmali and his colleagues at
The Rockefeller Foundation. Please feel free to reach out to us with any questions.

We created this guide by speaking with 44 leaders and practitioners in the field (listed below) who
are using networks to create change; digging into the deep pool of writing on the topic; and mining

the significant experience in working with networks that is resident in both Monitor Institute and
The Rockefeller Foundation. The result is an aggregation and synthesis of some of the leading
thinking in both the theory and practice of engaging with networks as a grantmaker.

We offer our heartfelt thanks to the interviewees and contributors who volunteered their time and
thoughtful reflection to enrich these ideas and provide living examples of the practices we describe.
Our appreciation also goes to our colleagues Dana O’Donovan, Tony Siesfeld, Brian Hathaway,
Megan Schumann, and the many others at Deloitte whose efforts helped usher this material from
concept through to fruition.
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For more than 100 years, The Rockefeller Foundation’s mission has been to promote the well-

being of humanity throughout the world. Today, The Rockefeller Foundation pursues this mission
through dual goals: advancing inclusive economies that expand opportunities for more broadly
shared prosperity, and building resilience by helping people, communities and institutions prepare
for, withstand, and emerge stronger from acute shocks and chronic stresses. To achieve these goals,
The Rockefeller Foundation works at the intersection of four focus areas — advance health, revalue
ecosystems, secure livelihoods, and transform cities — to address the root causes of emerging
challenges and create systemic change. Together with partners and grantees, The Rockefeller
Foundation strives to catalyze and scale transformative innovations, create unlikely partnerships that
span sectors, and take risks others cannot — or will not.

MONITOR INSTITUTE

Monitor Institute is a social change consultancy that works with innovative leaders to surface and

spread best practices in public problem solving and to pioneer next practices — breakthrough
approaches for addressing social and environmental challenges. Monitor Institute marries a deep
grounding in strategy, networks, social innovation, and human systems with the fundamentals of
professional advisory services — effective project management, skilled facilitation and well-timed
intervention. As a for-profit/for-benefit hybrid, Monitor Institute pursues social impact while
operating as a fully-integrated part of the Social Impact practice of Deloitte Consulting LLP, a

subsidiary of Deloitte LLP. The Social Impact practice helps clients in the public, private, and
social sectors become a catalytic force to meet our greatest societal challenges.

INTERVIEWEES AND CONTRIBUTORS
« Patti Anklam, Net Work
o Amy Rodriguez Arms, The James C. Irvine Foundation
 Carolyn Bancroft, The Rockefeller Foundation
 Lori Bartczak, Grantmakers for Effective Organizations
e Sarah Bell, The 11th Hour Project
« Jennifer Berman, formerly at Energy Action Network of Vermont
 Karl Brown, The Rockefeller Foundation
« Antony Bugg-Levine, Nonprofit Finance Fund

¢ Charlanne Burke, The Rockefeller Foundation
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o Gary Toenniessen, The Rockefeller Foundation
 Kimberly Dasher Tripp, Strategy for Scale
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All Sources

Many of the insights in this guide are drawn from the current literature on the
use of networks for social impact. Each of the sources listed below is cited in
at least one place in the guide. To see the sources that are specific to a page,
scroll down to the footer of that page and click “Sources.” This list includes
only written sources; for a list of the interviewees and other direct
contributors, see About This Guide.

ALLEN ET. AL.

Achieving Collective Impact for Opportunity Youth. Article by Lili Allen, Monique
Miles, and Adria Steinberg in Stanford Social Innovation Review, Fall 2014. Pages
20-22.

ACHIEVING COLLECTIVE IMPACT FOR OPPORTUNITY YOUTH

This article provides strategies for using network approaches to improve
outcomes for low-income young people. Examples include using data, braided
funding, and private investment.

http://engage.rockefellerfoundation.org/sources/ 1/45


https://www.michiganfoundations.org/resources/collective-insights-collective-impact
http://engage.rockefellerfoundation.org/about/
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ALTHOFF

Developing Large Systems Change Leadership. Webinar with Klaus Althoff,

Senior Programme Manager at Deutsche Gesellschaft flr Internationale
Zusammenarbeit. Delivered May 28t 2014.

DEVELOPING LARGE SYSTEMS CHANGE LEADERSHIP

This webinar identified four “critical competency domains” leaders need to solve
complex problems on a global scale, explains the skills in detail, and outlines a
five-step “leadership journey” to develop the skills.

AUSPOS

Complexity and Community Change: Managing Adaptively to Improve

Effectiveness. Report by Patricia Auspos and Mark Cabaj at The Aspen Institute,
September 2014. Pages 6-83.

COMPLEXITY AND COMMUNITY CHANGE

This report provides a deep history of academic thinking on complexity, along
with implications and strategies for managers in complex environments.

http://engage.rockefellerfoundation.org/sources/
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http://www.aspeninstitute.org/sites/default/files/content/docs/pubs/Complexity_and_Community_Change.pdf
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BARBER, FLORIDA, AND TAPSCOTT

A ‘Global Parliament of Mayors” Governance Network. Report by Benjamin
Barber, Richard Florida, and Don Tapscott. Published by Global Solutions
Network, August 5th 2014. Pages 6-22.

A ‘GLOBAL PARLIAMENT OF MAYORS’ GOVERNANCE NETWORK

This report argues that the world’s great social challenges have outgrown the
structures designed to tackle them, and proposes a global network of mayors to
take coordinated actions against the challenges that cities are uniquely positioned
to address.

BARTCZAK

[he Role of Grantmakers in Collective Impact. Article by Lori Bartczak in Stanford

Social Innovation Review, Fall 2014. Pages 8-10.

THE ROLE OF GRANTMAKERS IN COLLECTIVE IMPACT

This article provides strategies for potential funders of collective impact efforts,
which may require a different approach than traditional investments. The author
argues that funders should fund the “costs of collaboration,” enabling the critical
relationship-building that give social impact networks their power.

http://engage.rockefellerfoundation.org/sources/ 3/45


http://gsnetworks.org/research_posts/a-global-parliament-of-mayors-governance-network/
https://www.michiganfoundations.org/resources/collective-insights-collective-impact
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BLISS

How Social Innovation Labs Contribute to Transformative Change. Post by Amira
Bliss on The Rockefeller Foundation blog, October 15t 2014.

HOW SOCIAL INNOVATION LABS CONTRIBUTE TO
TRANSFORMATIVE CHANGE

Building on How Social Innovation Labs Design and Scale Impact, this post shares
what The Rockefeller Foundation has learned about the value and uses of social
innovation labs in its investigation into this new form of social impact network.

BUNKER AND ALBAN

The Handbook of Large Group Methods: Creating Systemic Change in

Organizations and Communities. Book by Barbara Bunker and Benedict Alban,
June 16t 2006.

THE HANDBOOK OF LARGE GROUP METHODS

This book offers a comprehensive guide to the many methods for facilitating
Interactive conversation in groups of hundreds or thousands, illustrated with in-
depth case studies.

http://engage.rockefellerfoundation.org/sources/ 4/45


http://www.wiley.com/WileyCDA/WileyTitle/productCd-0787981435.html
http://www.rockefellerfoundation.org/blog/how-social-innovation-labs-contribute
http://www.rockefellerfoundation.org/blog/how-social-innovation-labs-design-scale
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CABA]

Evaluating Collective Impact: Five Simple Rules. Article by Mark Cabaj in The
Philanthropist, Summer 2014. Pages 112-119.

EVALUATING COLLECTIVE IMPACT: FIVE SIMPLE RULES

This article contrasts traditional evaluation with the needs of collective impact,
arguing that the process can be adapted to facilitate learning and capture
unintended consequences. It also contains a brief case study with practical
examples of how to adapt an evaluation approach for collective impact.

COLLECTIVE IMPACT FORUM

Advice for Collective Impact Funders. Videos by Collective Impact Forum, 2014.

ADVICE FOR COLLECTIVE IMPACT FUNDERS (VIDEOS)

These brief videos contain advice from funders and grantees of organizations
engaging in collective impact.

http://engage.rockefellerfoundation.org/sources/ 5/45


http://www.collectiveimpactforum.org/resources/evaluating-collective-impact-five-simple-rules
http://collectiveimpactforum.org/resources/advice-collective-impact-funders-greater-texas-foundation
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COLLECTIVE IMPACT FORUM

Roundtable on Community Engagement and Collective Impact. Article by

Collective Impact Forum in Stanford Social Innovation Review, Fall 2014. Pages
12-14.

ROUNDTABLE ON COMMUNITY ENGAGEMENT AND COLLECTIVE
IMPACT

The Collective Impact Forum convened leaders across the spectrum of collective
Impact stakeholders for a roundtable discussion. This wide-ranging conversation
includes discussion around the importance and challenge of robust community
engagement.

EASTERLING

Achieving Synerqgy With Collaborative Problem Solving: The Value of System

Analysis. Article by Douglas Easterling, Elizabeth Mayfield Arnold, and Jessica
Jones in The Foundation Review, May 15t 2013. Pages 2-13.

ACHIEVING SYNERGY WITH COLLABORATIVE PROBLEM SOLVING

This article argues that to produce systems change outcomes, “collaboratives”
must develop a high-leverage strategy, which requires a broad understanding of
the system surrounding a problem, rather than a narrow or specific focus on one
aspect of the problem. It also provides a case study of the Reclaiming Futures
model in juvenile justice, which provides a schematic for building a network and
achieving collective action to improve the juvenile justice system in a given
community.

http://engage.rockefellerfoundation.org/sources/ 6/45


https://www.michiganfoundations.org/resources/collective-insights-collective-impact
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EASTERLING

Building the Capacity of Networks to Achieve Systems Change. Article by

Douglas Easterling in The Foundation Review, August 3" 2012. Pages 2-12.

BUILDING THE CAPACITY OF NETWORKS TO ACHIEVE SYSTEMS
CHANGE

This article describes how the staff of the Mary Reynolds Babcock Foundation
work with networks. Rather than convening a new network around the
foundation’s interests, or funding an existing network as it might a typical
grantee, this foundation’s officers take a capacity-building approach and spend
considerable time and effort becoming personally involved in networks to make
them more effective.

EASTERLING

Getting to Collective Impact: How Funders Can Contribute Over the Life Course

ofthe Work. Article by Douglas Easterling in The Foundation Review, January 1%
2013. Pages 2-16.

GETTING TO COLLECTIVE IMPACT

This article casts a critical eye on the practices of funders who support “collective
impact” networks, raising the concern that funders too often exert a degree of
control that steers the network in a direction that primarily serves their own
interests, compromising the other participants’ motivation to contribute and the
networks’ ability to deliver more than a collection of individual grants.

http://engage.rockefellerfoundation.org/sources/ 7145


http://mrbf.org/resources/building-capacity-networks-achieve-systems-change
http://collectiveimpactforum.org/resources/getting-collective-impact-how-funders-can-contribute-over-life-course-work
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EDMONDSON

Backbone Organization or Backbone Function? Blog post by Jeff Edmondson on
StriveTogether.org, December 3™, 2013.

BACKBONE ORGANIZATION OR BACKBONE FUNCTION?

This post by the founder of StrivePartnership and StriveTogether reframes the
“backbone organization” commonly created in collective impact networks as the
“backbone function,” arguing that the human resources required to run a
network need not sit in an independent organization if those resources can be
found within the network’s participants.

EDMONDSON

The Role of Investors: Lessons Learned on Critical Roots that Drive Quality

Collective Impact. Blog post by Jeff Edmondson on StriveTogether.org, August
6t 2014.

THE ROLE OF INVESTORS

This post in the Collective Impact Forum argues that funders must embrace a
different mindset when funding network solutions, and provides strategies to
make the most of investments in collective impact.

http://engage.rockefellerfoundation.org/sources/ 8/45


http://www.strivetogether.org/blog/2014/08/investors-critical-roots-that-drive-quality-collective-impact-part-1/
http://www.strivetogether.org/blog/2013/12/backbone-organization-or-backbone-function/
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EDMONDSON AND HECHT

Defining Quality Collective Impact. Article by Jeff Edmondson and Ben Hecht in

Stanford Social Innovation Review, Fall 2014. Pages 6-/.

DEFINING QUALITY COLLECTIVE IMPACT

This article provides four principles to help collective impact participants bring
rigor to their efforts through continuous improvement. It also details a theory of
action used to guide education-focused collective impact efforts at
StriveTogether, from starting new partnerships to robust “proof points.”

ENRIGHT ET. AL.

Investing in Change: Funding Collective Impact Efforts. Webinar with Kathleen

Enright, Fay Hanleybrown, Emily Tow Jackson, and Ken Thompson, September
251 2012. Hosted by FSG.

INVESTING IN CHANGE: FUNDING COLLECTIVE IMPACT EFFORTS

This set of slides from a panel discussion provides a broad overview of funder
roles in collective impact: reasons and ways to engage, strategies for success, and
case studies based on participants’ work. It argues that funders must embrace a
new, “adaptive” mindset across the organization to be successful.

http://engage.rockefellerfoundation.org/sources/ 9/45


http://www.fsg.org/Portals/0/Uploads/Documents/PDF/Investing_in_Change_Webinar.pdf
https://www.michiganfoundations.org/resources/collective-insights-collective-impact
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ERTEL AND SOLOMON

Moments of Impact: How to Design Strategic Conversations that Accelerate

Change. Book by Chris Ertel and Lisa Kay Solomon, February 2014.

MOMENTS OF IMPACT

This book describes how to craft “strategic conversations”: group dialogue that is
designed to combine the best ideas of people with different backgrounds and
perspectives. Done right, a strategic conversation lifts participants above the fray
of daily concerns and narrow self-interest, reconnecting them to their greater,
collective purpose. Carefully-crafted strategic conversation is critical in

forming and developing networks, starting from the very earliest stages.

FERBER AND WHITE

Making Public Policy Collective Impact Friendly. Article by Thaddeus Ferber and
Erin White in Stanford Social Innovation Review, Fall 2014. Pages 22-23.

MAKING PUBLIC POLICY COLLECTIVE IMPACT FRIENDLY

This article addresses the challenges that network solutions can present to
governmental organizations whose policies and grants often reflect more
traditional approaches. It provides steps that government leaders can take to
adopt a network mindset, along with early examples of social impact networks
that are producing strong results through collaboration with the government.

http://engage.rockefellerfoundation.org/sources/ 10/45


http://www.momentsofimpactbook.com/
https://www.michiganfoundations.org/resources/collective-insights-collective-impact
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FINE

Strengthening Collaborations to Build Social Movements: Ten Lessons from the
Communities for Public Education Reform Fund (CPER). Report by Melinda Fine

and Lauren Jacobs on theneodifference.org, Fall 2014.

STRENGTHENING COLLABORATION TO BUILD SOCIAL MOVEMENTS

This report focuses on the financial and physical logistics of supporting a
network. The authors present lessons for grantmakers with a particular emphasis
on creating alliances with powerful stakeholders, even those whose interests are
not directly tied to organizations’ strategic goals.

http://engage.rockefellerfoundation.org/sources/ 11/45


http://ht.ly/EsKfx
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FLOWER AND MUOIO

GATHER: The Art & Science of Effective Convening. Guidebook by Noah
Rimland Flower and Anna Muoio, co-published by Monitor Institute and The
Rockefeller Foundation, June 2014. Pages 8-60.

GATHER: THE ART & SCIENCE OF EFFECTIVE CONVENING

This guidebook can help any convening designer or social change leader create
convenings that tap into a group’s collective intelligence and make substantial
progress on a shared challenge.

It provides simple frameworks for the questions that are often ignored: whether
convening is the right tool to use to advance a strategic agenda, and how a
convening can be used to achieve a specific purpose. It then helps readers
understand how to customize the design to fit that purpose, laying out a clear
series of steps for what is a naturally chaotic workflow. It then offers principles to
use for each of the many tactical choices involved.

http://engage.rockefellerfoundation.org/sources/ 12/45


http://www.rockefellerfoundation.org/bellagio-center/gather-art-science-effective
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FSG

Champions for Change: Leading a Backbone Organization for Collective Impact.
Materials from a workshop produced by FSG, March 6-8, 2013.

CHAMPIONS FOR CHANGE

This collection of workshop materials addresses a range of topics around how to
lead a backbone organization on the “collective impact” model, where it is a
freestanding organization that is separate from those of the network’s
participants. It addresses the roles of the backbone organization, how to lead
amidst complexity, developing shared measures, community engagement,
collaborative governance, and mobilizing resources.

FSG

Collective Impact Readiness Assessment Tool. Created by FSG.

COLLECTIVE IMPACT READINESS TOOL

This survey helps groups of organizations assess whether collective impact fits
with their goals, whether useful pre-conditions exist, and what components of
a collective-impact network are already present.

http://engage.rockefellerfoundation.org/sources/ 13/45


http://www.collectiveimpactforum.org/readiness-assessment
http://www.fsg.org/CollectiveImpactBackboneWorkshop.aspx
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GIBSON AND MACKINNON

Funder Collaboratives: How and Why Funders Work [ogether. Report by

Cynthia Gibson and Anne MacKinnon for GrantCraft.org, January 15t 2010. Pages
1-23.

FUNDER COLLABORATIVES: HOW AND WHY FUNDERS WORK
TOGETHER

This report analyzes the trend of grantmakers working together to make grants.
The authors offer strategies for resolving conflicts, enhancing impact, and
assessing performance of collaborative grants.

HASSAN

The Social Labs Revolution: A New Approach to Solving our Most Complex

Challenges. Book by Zaid Hassan, published February 2014 by Berrett-Koehler
Publishers.

THE SOCIAL LABS REVOLUTION

This book describes the practice of “social labs,” a new type of social impact
network that brings together a diverse group to develop, prototype, test, and
evolve new solutions over a defined period of time.

http://engage.rockefellerfoundation.org/sources/ 14/45


http://social-labs.org/about/
http://www.grantcraft.org/guides/funder-collaboratives
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HOLLEY

An Introduction to Network Weaving. Book by June Holley. Published February
2012 on Network Weaver.

AN INTRODUCTION TO NETWORK WEAVING

This book describes the practices required to enable and lead a social impact
network, focusing on the central role of the “network weaver” and

providing extensive detail about the behaviors and mindset that distinguish
working in a network from work in a typical organizational setting.

HOLMAN ET. AL

The Change Handbook: The Definitive Resource on Today's Best Methods for
Engaging Whole Systems. Book by Peggy Holman, Tom Devane, and Steven
Cadly, January 41" 2007.

THE CHANGE HANDBOOK

This book offers an in-depth guide to the many methods for using a group to
change large-scale social systems. It describes 61 tools for facilitating group
process in service of a wide range of goals, including appreciative inquiry,
community summits, dynamic planning, open space, scenario planning, and
world café.

http://engage.rockefellerfoundation.org/sources/ 15/45


http://www.networkweaver.com/product/introduction-to-network-weaving/
http://www.networkweaver.com/
http://www.thechangehandbook.com/
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IRBY AND BOYLE

Aligning Collective Impact Initiatives. Article by Merita Irby and Patrick Boyle in

Stanford Social Innovation Review, Fall 2014. Pages 15-16.

ALIGNING COLLECTIVE IMPACT INITIATIVES

This article argues that overlapping collective impact efforts in a community
degrade results and waste resources. It includes a brief case study of one
organization that coordinated these efforts to improve effectiveness and
efficiency.

JAROSEWICH ET. AL.

Measuring Dimensions of Network Functioning: The KnowHow2GO Network

Survey. Article by Tania Jarosewich, Censeo Group, Nushina Mir, and Linda
Simkin in The Foundation Review, 2013. Pages 14-18.

MEASURING DIMENSIONS OF NETWORK FUNCTIONING: THE
KNOWHOW2GO NETWORK SURVEY

This article provides in-depth analysis of the dimensions of network approaches
and key factors for success. The authors argue that one key to understanding a
network’s effectiveness is to assess whether the strategy increased capacity for
participants and affected the results they were able to achieve.

http://engage.rockefellerfoundation.org/sources/ 16/45


http://scholarworks.gvsu.edu/tfr/vol5/iss2/4/
http://collectiveimpactforum.org/sites/default/files/Aligning_Collective_Impact_Initiatives.pdf
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JOHNSON

The genius of the tinkerer: the secret to innovation is combining odds and ends.
Article by Steven Johnson in The Wall Street Journal, September 25t 2010.

THE GENIUS OF THE TINKERER

This article makes the argument at the core of Johnson’s book Where Good
Ideas Come From: that innovation comes much more often from combining
different perspectives on a problem, by drawing on insights from different places
and disciplines, than it does from a sudden flash of inspiration that occurs in a
single isolated mind. His concept of exploring the “adjacent possible” for
promising new ideas was one inspiration for the Reimagine Learning network.

KANER ET. AL.

Facilitator’s Guide to Participatory Decision-Making, 3™ Edition. Handbook by

Sam Kaner with Lenny Lind, Catherine Toldi, Sarah Fisk, and Duane Berger, April
28t 2014.

FACILITATOR’S GUIDE TO PARTICIPATORY DECISION-MAKING

This handbook helps a facilitator support groups in doing their best thinking
together. It offers a framework for designing any group interaction and a diverse
suite of exercises for accomplishing different flavors of collaborative work.

http://engage.rockefellerfoundation.org/sources/ 17/45


http://www.communityatwork.com/book.html
http://engage.rockefellerfoundation.org/story-sketch/reimagine-learning/
http://www.wsj.com/articles/SB10001424052748703989304575503730101860838
http://www.stevenberlinjohnson.com/2010/06/where-good-ideas-come-from.html
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KANIA

Don't Talk to Me About Driving Social Change. Blog post by John Kania on

CollectivelmpactForum.org, November 241 2014.

DON’'T TALK TO ME ABOUT DRIVING SOCIAL CHANGE

This blog post argues that systems change cannot be forced or “driven,” but
rather, leaders must create the conditions in which others can make progress.
Kania, one of the co-authors of Collective Impact, explains why social change is
best accomplished by enabling connectivity and collective action within a group
rather than promoting a specific agenda.

KANIA AND KRAMER

Collective Impact. Article by John Kania and Mark Kramer in Stanford Social

Innovation Review, Winter 2011. Pages 38-41.

COLLECTIVE IMPACT

This article first introduced the term “collective impact” to describe a particular
type of social impact network, arguing for the value of these networks and
illustrating how they function by telling the story of StrivePartnership and a

number of other examples.

http://engage.rockefellerfoundation.org/sources/ 18/45


http://www.ssireview.org/articles/entry/collective_impact
http://collectiveimpactforum.org/blogs/51306/don%E2%80%99t-talk-me-about-driving-social-change?utm_medium=email&utm_campaign=20141125systemleadershipblog&utm_source=ci&utm_source=newsletter&utm_medium=email&utm_content=Read%20More%20&utm_campaign=systemleadershipcif2014123
http://engage.rockefellerfoundation.org/story-sketch/strive/
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KANIA AND KRAMER

Embracing Emergence: How Collective Impact Addresses Complexity. Article

by John Kania and Mark Kramer in Stanford Social Innovation Review, January 21
2013. Pages 1-15.

EMBRACING EMERGENCE: HOW COLLECTIVE IMPACT ADDRESSES
COMPLEXITY

This article outlines key challenges to producing social change, and how
collective-impact networks can overcome those. The authors argue that funders
can help collaborative efforts tackle complex problems by enabling greater
learning, both by influencing participants to collaborate and by adjusting
traditional approaches to evaluation.

KANIA ET. AL.

Essential Mindset Shifts for Collective Impact. Article by John Kania, Fay

Hanleybrown, and Jennifer Splansky Juster in Stanford Social Innovation Review,
Fall 2014. Pages 2-5.

ESSENTIAL MINDSET SHIFTS FOR COLLECTIVE IMPACT

This article details critical mindset shifts that participants in collective impact
must take. The authors provide insight about who should be at the table, how
they should work together, and how that work can adapt and evolve over time.

http://engage.rockefellerfoundation.org/sources/ 19/45


http://www.ssireview.org/blog/entry/embracing_emergence_how_collective_impact_addresses_complexity
https://www.michiganfoundations.org/resources/collective-insights-collective-impact
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KANTER

How Networked Nonprofits Visualize Their Networks. Post by Beth Kanter on
Beth’s Blog, January 25% 2011.

HOW NETWORKED NONPROFITS VISUALIZE THEIR NETWORKS

This post provides a basic introduction to the use of social network mapping,
both using low-tech pen-and-paper methods and software tools. (At the time of
this guide’s release, the two most commonly used software tools are NodeXL and
Kumu.)

KASPER ET. AL.

Harnessing Collaborative Technologies: Helping Funders Work Together Better.

Report and interactive tool by Gabriel Kasper, Kristi Kimball, Steven Lawrence,
and Lisa Philp. Co-produced by Monitor Institute and The Foundation Center,
November 2013.

HARNESSING COLLABORATIVE TECHNOLOGIES

This report and its accompanying interactive tool provides funders with a simple
framework for making sense of more than 170 different online tools for sharing
information and working together. A strong majority of these tools are
applicable to funders’ collaboration with fellow participants in a network.

http://engage.rockefellerfoundation.org/sources/ 20/45


https://www.kumu.io/
http://www.bethkanter.org/network-mapping/
http://collaboration.grantcraft.org/
http://nodexl.codeplex.com/
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KIMBALL AND KOPELL

Letting Go. Article by Kristi Kimball and Malka Kopell in Stanford Social
Innovation Review, Spring 2011. Pages 38-41.

LETTING GO

This article argues that foundations have a strong tendency to micro-manage
how social problems are solved, recommending that funders should instead strive
to be “tight on goals and loose on means,” a key component of the mindset that
enables a funder to engage effectively with a network.

KIMBALL ET. AL.

Final Evaluation — Disease Surveillance Networks Initiative. Report by Ann Marie
Kimball, Neil Abernathy, Sara Curran, and Mary Kay Gugerty. Published by The
Rockefeller Foundation, February 2011,

FINAL EVALUATION - DISEASE SURVEILLANCE NETWORKS
INITIATIVE

This report analyzes the early stages of a network designed to improve early
detection of disease outbreaks in southeast Asia and Africa. It highlights the role
funders can play, not only in providing resources in support, but also in lending
credibility to a new initiative.

http://engage.rockefellerfoundation.org/sources/ 21/45
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KLAUS

Collective Impact 3.0. Blog post by Tom Klaus on tamarackcci.ca, October 27t
2014.

COLLECTIVE IMPACT 3.0

This blog post explains the need to balance “content experts” with “context
experts” in a network approach, while noting frustration that “collective impact”
risks becoming a generic term for collaboration if not used more carefully.

KREBS

A Brief Introduction to Social Network Analysis. Website by Valdis Krebs.

A BRIEF INTRODUCTION TO SOCIAL NETWORK ANALYSIS

This website introduces the basic concepts of social network analysis, a common
method of charting the relationships among participants in a network that can be
useful in visually assessing patterns in those connections.

http://engage.rockefellerfoundation.org/sources/ 22/45


http://www.orgnet.com/sna.html
http://tamarackcci.ca/blogs/nonprofit-doc/collective-impact-30-big-ideas-ci-summit-toronto
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KUMAR

101 Design Methods: A Structured Approach for Driving Innovation in Your
Organization. Book by Vijay Kumar, October 111 2012.

101 DESIGN METHODS

This book breaks down the art of innovation and design into a practical science,
provides a set of collaborative tools and methods for planning and defining any
new offering or initiative. Its methods are particularly relevant for networks
focused on designing and prototyping new solutions.

LIPMANOWICZ AND MCCANDLESS

The Surprising Power of Liberating Structures: Simple Rules to Unleash A Culture

of Innovation. Book by Henri Lipmanowicz and Keith McCandless, April 15t 2014.

THE SURPRISING POWER OF LIBERATING STRUCTURES

This book provides a hands-on toolkit for designing and facilitating interactions
that will tap a group’s full creativity. It offers both broad guidance on the
principles of effective group process design and a set of 30 short workshop tools
for structuring short exercises.

http://engage.rockefellerfoundation.org/sources/ 23/45


http://www.liberatingstructures.com/
http://www.101designmethods.com/
http://engage.rockefellerfoundation.org/what-could-a-network-help-me-achieve/what-can-a-network-do/
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MALINKSY AND LUBELSKY

Network Evaluation: Cultivating Healthy Networks for Social Change. Report by

Eli Malinsky and Chad Lubelsky on Sociallnnovation.ca, July 2010.

NETWORK EVALUATION

This report argues that network evaluation is underdeveloped in theory and
practice. The authors provide strategies and rationales for network evaluators to
focus on the ecosystem, processes, and outcomes of a network, rather than taking
a more traditional approach.

MANN

The Role of Philanthropy in Collective Impact. Article by Cathy Mann in The
Philanthropist, Summer 2014. Pages 5-6.

THE ROLE OF PHILANTHROPY IN COLLECTIVE IMPACT

This article provides insight for funders about why and how funders should
adjust their mindset to fund network approaches. The author argues that funders
must be flexible, balance their role as funder and facilitator, and encourage
participants to be candid about early failure.

http://engage.rockefellerfoundation.org/sources/ 24/45
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MANVILLE

You Need a Community, Not a Network. Blog post by Brook Manville for the

Harvard Business Review, September 15t 2014.

YOU NEED A COMMUNITY, NOT A NETWORK

This post argues that networks, which the author believes are better

termed “communities,” require long-term commitment and continuity of
relationships to achieve any specific goal. Critical to their effectiveness, the
author argues, is for participants to feel accountable for their own performance
and to hold each other accountable.

MARSHALL

Addressing the Climate Crisis with Networks of the Willing and Committed.
Article by Edward Marshall on Global Solution Networks, September 18t 2014.
Pages 13-40.

ADDRESSING THE CLIMATE CRISIS WITH NETWORKS OF THE
WILLING AND COMMITTED

This article outlines how a global network could be built to combat climate
change, arguing that current efforts have succeeded in bringing the issue to the
center of public debate but have failed to produce meaningful action.
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MCLEOD GRANT

Transformer: How to Build a Network to Change a System. Case study by
Heather MclLeod Grant at Monitor Institute, fall 2010.

TRANSFORMER: HOW TO BUILD A NETWORK TO CHANGE A SYSTEM

This case study describes the formation of the RE-AMP network, which
connects over 165 nonprofits and funders in eight Midwestern states who share
the goal of reducing the region’s carbon emissions 80% by 2050. It provides a
history of how the network developed and extracts six general principles of
network design for other network-minded entrepreneurs to carry forward.

NEE AND JOLIN

Roundtable on Collective Impact. Article by Eric Nee and Michelle Jolin in

Stanford Social Innovation Review, Fall 2012.

ROUNDTABLE ON COLLECTIVE IMPACT

This article features a number of early collective impact practitioners discussing
their experiences. Panelists provide advice on how networks can be helpful, as
well as early resistance to their efforts and how similar forces can be overcome.
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NETWORK IMPACT

The State of Network Evaluation. Guide published by Network Impact, July 2014.
Pages 2-52.

THE STATE OF NETWORK EVALUATION

This guide provides a detailed examination of the evaluation of networks,
including what makes them unique, what elements can be evaluated, and what
challenges remain for the field.

ORTIZ

Data Visualizations by Moebio Labs. Created by Santiago Ortiz and Moebio Labs.

DATA VISUALIZATIONS BY MOEBIO LABS

This website contains examples of advanced data visualizations that might be
adapted for use in network approaches, including an interactive global map of a
donation network’s resource flow that can display various time ranges and
countries.
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OWEN

Open Space Technology: A User’s Guide. Book by Harrison Owen, April 15
2008.

OPEN SPACE TECHNOLOGY

This book provides detailed guidance on the use of “open space,” a group process
tool for a group to co-creating the structure of an event based on the participants’
preferences, which is particularly useful in a network setting for structuring part
or all of an in-person convening. A shorter introduction to the concept can be
found at openspaceworld.org.

PARKHURST AND PRESKILL

Learning In Action: Evaluating Collective Impact. Article by Marcie Parkhurst and

Hallie Preskill in Stanford Social Innovation Review, Fall 2014. Pages 1/-19.

LEARNING IN ACTION: EVALUATING COLLECTIVE IMPACT

Despite the challenge of evaluating non-traditional network approaches,
evaluation remains a critical component and a key contributor to the continuous
learning needed for success. This article provides ways to evaluate collective
impact efforts at all stages of development through a variety of different
techniques.
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PEREIRA

Collaboration and Foundation Leadership: Challenges, Opportunities, and

Impact. Article by Jennifer Pereira in The Foundation Review, 2013. Pages 15-24.

COLLABORATION AND FOUNDATION LEADERSHIP

This article argues that foundations are well-positioned to enable the growth and
success of networks, given their leadership role and ability to convene.
Foundations can also connect local network participants to national networks of
resources.

PHILLIPS

Committing to Collective Impact: from Vision to Implementation. Article by

David Phillips and Jennifer Splansky Juster in Community Investments, Spring
2014. Pages 4-7/.

COMMITTING TO COLLECTIVE IMPACT

This article focuses on the role of working groups within a collective impact
initiative. The authors outline key factors for consideration including timing,
identification of participants, and their role within the broader network.
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PLASTRIK AND TAYLOR

Net Gains: A Handbook for Network Builders Seeking Social Change. Book by
Peter Plastrik and Madeleine Taylor on Networklmpact.org, 2006.

NET GAINS

This book offered one of the first significant bodies of guidance on the art of
weaving social impact networks. Core to the authors’ argument is that funders
who engage with networks must be willing to relinquish the level of control that
they would typically demand of a grantee.

PLASTRIK, TAYLOR, AND CLEVELAND

Connecting to Change the World: Harnessing the Power of Networks for Social

Impact. Book by Peter Plastrik, Madeleine Taylor, and John Cleveland. Published
September 29, 2014 by Island Press.

CONNECTING TO CHANGE THE WORLD

This book describes the role of networks in solving social problems, including a
chapter providing roles and lessons for “network engineers.” The authors argue
that networks are “managed chaos,” which can be a source of vitality when
approached with the proper mindset.
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PRESKILL ET. AL.

Evaluating Complexity: Propositions for Improving Practice. Report by Hallie

Preskill, Srik Gopal, Katelyn Mack, and Joelle Cook on FSG.org, November
2014.

EVALUATING COMPLEXITY

The authors outline nine characteristics of complex systems and nine related
recommendations for evaluating networks. They emphasize the need for actors
and systems that are sensitive not only to their own progress, but to the
repercussions their efforts have upon broader sets of actors and systems. Taking
such an expanded approach to evaluation is critical in working with a network.
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RAYNOR ET. AL.

The Rockefeller Foundation Initiative Promoting Equitable and Sustainable

[ransportation: Federal Component. Report by Jared Raynor, Nadia, Gomes,
Katherine Locke, and PeiYao Chen. Co-published by TCC Group and
The Rockefeller Foundation, March 2012. Pages 10-57.

THE ROCKEFELLER FOUNDATION INITIATIVE PROMOTING
EQUITABLE AND SUSTAINABLE TRANSPORTATION: FEDERAL
COMPONENT

This report is an evaluation of The Rockefeller Foundation’s Initiative to
Promote Equitable and Sustainable Transportation, launched in 2008, for which
a primary goal was to influence federal transportation policy. Its description of
The Foundation’s approach highlights the roles a funder can play in bringing
public attention to an issue, connecting disparate stakeholders, and achieving
policy reform.

REOTT

Stop managing grants. Start managing your network. Article by Kimberly Manno

Reott in Alliance Magazine, September 2014.

STOP MANAGING GRANTS. START MANAGING YOUR NETWORK.

This article argues that program officers must stop thinking of their role as
managing a set of grants and instead consider what it means to be a network
manager, if they want to achieve today’s ambitious goals of scaling solutions,
building resilience, and catalyzing innovation.
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RITCHIE-DUNHAM

Ecosynomics: The Science of Abundance. Book by Jim Ritchie-Dunham with
Bettye Pruitt, April 2014. Chapter 12.

ECOSYNOMICS

This book describes how a group can create collective agreements to interact in a
way that serves their collective goals. Chapter 12 describes the Energy Action
Network of Vermont as a case study, and highlights the roles that a funder can
play in a network. The author argues that a particularly productive role for a
funder is to convene the participants and facilitate systems-level

understanding of the issue at stake and the network’s collective goals.

ROCKEFELLER FOUNDATION

Midterm Evaluation, Asian Cities Climate Change Resilience Network. Report by

Rockefeller Foundation published by the Asian Cities Climate Change Resilience
Network, April 2011. Pages 19-78.

ASIAN CITIES CLIMATE CHANGE RESILIENCE NETWORK
EVALUATION

This report provides a glimpse into early successes and challenges of a network
designed to build climate change resilience in Asia. Provides insight into the
network structure that The Rockfeller Foundation used to build relationships
across cities, describes the outcomes the network was able to achieve, and lessons
for how funders and evaluators should engage with similar networks going
forward.
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ROSE

Community Knowledge — The Building Blocks of Collective Impact. Article by Lee
Rose in The Philanthropist, Summer 2014. Pages 3-4.

COMMUNITY KNOWLEDGE

This article argues that while shared measurement can be a challenge

for collective impact networks, a major component of the value of creating such a
network is in its ability to bring together the many pieces of knowledge that are
resident in the community, creating a more complete view of the issue that
makes it possible for a group of stakeholders to arrive at a shared vision.

RYAN

Power Dynamics in Collective Impact. Article by Mary Jean Ryan in Stanford

Social Innovation Review, Fall 2014.

POWER DYNAMICS IN COLLECTIVE IMPACT

This article describes how power shapes the relationships between funders and
other participants in collective impact networks. The author provides strategies
and insights for both balancing the relationship with grantees and enabling
effective collaboration among grantees.
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SCEARCE ET. AL.

Catalyzing Networks for Social Change: A Funder’s Guide. Handbook by Diana

Scearce and the 80 members of the Network of Network Funders, co-published

by Monitor Institute and Grantmakers for Effective Organizations, October 2011.

CATALYZING NETWORKS FOR SOCIAL CHANGE

This handbook is one of the first resources focused on the role of a funder in
catalyzing networks, and is the original source of the “wheel” describing a

network'’s stages of development, as well as many of the functions that a network
can serve. Its insights are principally drawn from the contributions of 80 funders
who participated in a two-year community of practice called the Network of
Network Funders.

SCEARCE ET. AL.

What If? The Art of Scenario Planning for Nonprofits. Book by Diana Scearce,

Katherine Fulton, and the Global Business Network community. Published by the

Global Business Network, July 2004. Available as a free download.

WHAT IF? THE ART OF SCENARIO PLANNING FOR NONPROFITS

This book provides step-by-step guidance for using scenario thinking in a
nonprofit context to inform strategic planning and long-term visioning with a
deep understanding of the many trends that are reshaping the environment
around an organization or network.
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SCHMITZ

The Culture of Collective Impact. Blog post by Paul Schmitz on
huffingtonpost.com, October 22nd 2014.

THE CULTURE OF COLLECTIVE IMPACT

This post highlights the need for community trust and inclusion in a collective
Impact network, arguing that many of today’s multi-stakeholder efforts will need
to change their culture to fulfill their potential.

SENGE, HAMILTON, AND KANIA

The Dawn of System Leadership. Article by Peter Senge, Hal Hamilton, and John

Kania. Published in Stanford Social Innovation Review, winter 2015.

THE DAWN OF SYSTEM LEADERSHIP

This article describes the style of leadership and psychological mindset best
suited to engaging with a network. The authors argue that the deep changes
necessary to accelerate progress against society’s most intractable problems
require a unique type of leader—the system leader, a person who catalyzes
collective leadership.
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SPANN

Mapping systems using reality as a change agent to grow social impact. Video by
Scott Spann, October 24t 2011.

MAPPING SYSTEMS USING REALITY AS A CHANGE AGENT TO GROW
SOCIAL IMPACT

This 23-minute video provides a basic introduction to the concept and use of
systems mapping for understanding complex social problems, illustrated by the
case studies of RE-AMP and other social impact networks.

SUMMERS AND HONOLD

Weaving an Impactful Network. Article by Anne Summers and Linda Honold in
The Foundation Review, 2013. Pages 43-47.

WEAVING AN IMPACTFUL NETWORK

This article contends that while many nonprofits’ theory of change is based on
the idea that that individual organizations’ outcomes can cause systems change,
the truth is that systems change only happens through coordinated action
designed to achieve a common goal.
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TAPSCOTT

Global Solution Networks: A Literature Review. Article by Don Tapscott on

gsnetworks.org, 2013. Pages /-18.

GLOBAL SOLUTION NETWORKS: A LITERATURE REVIEW

This literature review establishes a taxonomy of NGO types and functions,
including the “global solution network” concept that forms the basis of future
work.

TAPSCOTT

Introducing: Global Solution Networks. Report by Don Tapscott, published by
Global Solution Networks, 2013. Pages 5-47.

INTRODUCING: GLOBAL SOLUTION NETWORKS

This report introduces and explains the concept of a “global solution network,”
arguing that these networks are a better mechanism than national governments
to address social problems of the scale and complexity seen today. It provides a
taxonomy describing ten types of global solution networks and examples of each.
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TAPSCOTT AND AMOUR

The Remarkable Internet Governance Network: Part I. (Continued in Part Il).

Report by Don Tapscott and Lynn St. Amour with Steve Caswell. Published by
Global Solution Networks, March 24th 2014. Pages 11-24.

THE REMARKABLE INTERNET GOVERNANCE NETWORK

This report describes the governance of the Internet as a case study of a
“governance network,” one of the ten types of “global solution network” that
Tapscott names in his taxonomy.

TENER

Collaborating from the Place of Common Ground. Post by Beth Tener on the

New Directions Collaborative blog, January 8th 2014.

COLLABORATING FROM THE PLACE OF COMMON GROUND

This post briefly describes the formation, accomplishments, and lessons learned
by the Energy Action Network of Vermont, a social impact network focused on
transitioning the state of Vermont to clean energy.
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TENER

Funders’ Role in Catalyzing Collaboration in Networks (or Undermining It). Post
by Beth Tener on the New Directions Collaborative blog, May 22nd 2013.

FUNDERS’ ROLE IN CATALYZING COLLABORATION IN NETWORKS
(OR UNDERMINING IT)

This post reviews the promise and perils of a funder’s involvement in creating a
social impact network. The author argues that funders should encourage
network-designed solutions, create conditions for collaboration, support
measurement, and play a leadership role in empowering network participants.

THOMPSON

Re-reading ‘Collective Impact’: Three Lessons. Blog post by Chris Thompson in

Stanford Social Innovation Review, February 3rd 2014.

RE-READING "COLLECTIVE IMPACT’

This blog post reflects on lessons learned about how to build a network by the
participants in the northeast Ohio funder collaborative Fund for Our Economic
Euture. The author focuses highlights two factors as particularly

important: funders’ commitment to build capacity over multiple years

and members’ openness to change.
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TIESINGA

Labcraft: How Social Labs Cultivate Change Through Innovation and

Collaboration. Book by Hendrik Tiesinga and eight co-authors, published July
28t 2014. Available as a free download.

LABCRAFT

This book was created by representatives from seven “social innovation labs”
from around the world, sharing stories and observations about what it takes to
create the enabling environment for a lab and navigate the unique dilemmas that
emerge from this specific variety of social impact network.

TURNER ET. AL.

Understanding the Value of Backbone Organizations in Collective Impact. Four-

part blog post series by Shiloh Turner, Kathy Merchant, John Kania, and Ellen
Martin in Stanford Social Innovation Review, July 17th-20th 2012.

UNDERSTANDING THE VALUE OF BACKBONE ORGANIZATIONS IN
COLLECTIVE IMPACT

This blog series focuses on the roles and value of a backbone function in
“collective impact” networks. Many of the lessons it shares are drawn from the
Greater Cincinnati Foundation’s role in establishing StrivePartnership to provide
cradle-to-career support for the metro area’s youth.
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WADDELL

Systems Mapping for Non-Profits. (Part 1 and Part 2.) Two-part blog bost series
by Steve Waddell on Beth’s Blog, October 30" 2009.

SYSTEMS MAPPING FOR NON-PROFITS

This two-part series of blog posts provides a basic introduction to the use of
systems mapping in the context of social problem-solving, a process that can
often be useful in social impact networks in discussing the nature of the issue at
stake and what combination of solutions could be the most effective.

WADDELL

Addressing the world'’s critical issues as complex change challenges: the state-
of-the-field. Report by Steve Waddell, July 30t 2014. Pages 5-9.

ADDRESSING THE WORLD’S CRITICAL ISSUES AS COMPLEX
CHANGE CHALLENGES

This report argues that the practice of addressing complex systemic

challenges shows considerable promise, but it needs to be developed as a field in
its own right—the field of “complex change.” On pages 5-9, the author describes
the different types of social challenges and the most appropriate types methods
for addressing each.
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WEI-SKILLERN

The William Caspar Graustein Memorial Fund: Catalyzing Networks and

Collaboration. Case study by Jane Wei-Skillern in Harvard Business Review, June
30th 2014. Pages 1-16.

THE WILLIAM CASPAR GRAUSTEIN MEMORIAL FUND

This case study analyzes a Connecticut family foundation’s entry into education
reform, taking a network-driven approach that resulted in the creation of a
statewide agency aligned with its vision. Includes interviews with foundation
leadership and grantees.

WEI-SKILLERN AND MARCIANO

[he Networked Nonprofit. Article by Jane Wei-Skillern and Sonia Marciano in

Stanford Social Innovation Review, Spring 2008. Pages 40-43.

THE NETWORKED NONPROFIT

This article explains the benefits to a nonprofit organization of working with
other organizations in a social impact network, and argues that for networks to
succeed, funders give up control and trust the network to find its own path to
success.
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WEI-SKILLERN AND SILVER

Four Network Principles for Collaboration Success. Article by Jane Wei-Skillern
and Nora Silver in The Foundation Review, 2013. Pages 122-128.

FOUR NETWORK PRINCIPLES FOR COLLABORATION SUCCESS

This article provides strategies for funders to make the most of their investment
in networks. The authors describe a different set of leadership and collaboration
capabilities that both funders and grantees must embody for a social impact
network succeed.

WEI-SKILLERN, SILVER, AND HEITZ

Cracking the Network Code: Four Principles for Grantmakers. Report by Jane
Wei-Skillern, Nora Silver, and Eric Heitz. Published by Grantmakers for Effective
Organizations, June 26th 2013. Pages 5-23.

CRACKING THE NETWORK CODE

This report provides four core principles for funders to use in guiding their
engagement with networks: (1) mission, not organization, (2) trust, not control,
(3) humility, not brand, and (4) node, not hub, each of which is illustrated with
case studies. Also provides a set of specific recommendations for putting these
principles into practice.
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WRIGHT

The Tactics of Collaboration. Blog post by Steve Wright in Stanford Social

Innovation Review, November 4th 2014.

THE TACTICS OF COLLABORATION

This post focuses on the challenges of acknowledging individual vulnerabilities,
relinquishing control, and pursuing goals that may not come in the form of
deliverable solutions, but rather progress on reaching those solutions. The
author outlines a four-part journey that leaders must undertake to shift their
mindset to succeed in collaboration.

http://engage.rockefellerfoundation.org/sources/ 45/45


http://www.ssireview.org/blog/entry/the_tactics_of_collaboration




