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There Are Several Types of Problems

Simple Complicated

Baking a Cake

Social sector treats problems as simple or complicated

Complex

Raising a Child

Source: Adapted from  “Getting to Maybe”

Sending a Rocket 

to the Moon
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Collective Impact is the commitment of a 

group of important actors from different

sectors and the community to a common 

agenda for solving a specific social 

problem at scale.

Source: Channeling Change: Making Collective Impact Work, 2012
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The Five Conditions of Collective Impact

Common Agenda
• Common understanding of the problem 

• Shared vision for change

Shared Measurement

• Collecting data and measuring results

• Focus on performance management

• Shared accountability

Mutually Reinforcing 

Activities

• Differentiated approaches

• Willingness to adapt individual activities

• Coordination through joint plan of action

Continuous 

Communication

• Consistent and open communication

• Focus on building trust

Backbone Support 

• Dedicated staff

• Resources and skills to convene and 

coordinate participating organizations

Source: Channeling Change: Making Collective Impact Work, 2012; FSG Interviews
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Collective impact principles of practice

1. Design and implement the initiative with a priority 

placed on equity

2. Include community members in the collaborative

3. Recruit and co-create with cross-sector partners

4. Use data to continuously learn, adapt, and improve

5. Cultivate leaders with unique system leadership skills

6. Focus on program and system strategies

7. Build a culture that fosters relationships, trust, and 

respect across participants

8. Customize for local context
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Doing Collective Impact Well Means Being Even More 
Vigilant about Equity and Inclusion

7

Common 

agenda

Shared 

measurement

Mutually 

reinforcing activities

Continuous 

communication

Backbone 

support 

• Asking how different parts of the community are affected by an 

issue and ensuring that the voices of those most affected are 

included in setting the agenda for change

• Explicitly setting goals to reduce disparities

• Thinking about how data will be disaggregated to reveal 

disparities by neighborhood, race/ethnicity, income level, 

gender, and other important characteristics

• Tailoring activities to benefit the broader population while also 

focusing on a particular subset of the population who face 

significantly large barriers

• Pursuing activities address structural and systemic barriers

• Ensuring that communication is accessible (in vehicle, 

language, etc.) and that those with lived experience are active 

participants in co-creating the work together

• Building credibility with the communities affected by inequities

• Developing skills and capacity for the backbone and partners to 

address disparities and authentically engage others

Source: “Bringing an Equity Lens to Collective Impact”, Junious Williams and Sarah Marxer, September 2014; “When Collective Impact Has  An 

Impact”, ORS Impact and Spark Policy, March 2018
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Collective Impact Infrastructure Demonstrates Distributed 
Leadership

partner-driven 

action

strategic guidance 

and support
= community 

partner (e.g., 

nonprofit, funder, 

business, public 

agency, resident)

Ecosystem of 

Community Partners

Backbone 

Support

(single or set of 

organizations 

that collectively 

play backbone 

function)

Steering 

Committee

ANT

ANT

ANT

ANT

ChairChair

Chair

Chair

Chair

Chair

Chair

Chair

Common Agenda and Shared Metrics

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

http://s.socialinnovation.ca/files/Constellation%20Paper%20-%20Surman%20-%20Jun%202008%20SI%20Journal_0.pdf
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Questions



An Initiative of FSG and Aspen Institute Forum for Community Solutions

Mindset Shifts
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Three Key Mindsets

1. Shifting from focus on programmatic work to 

also pursuing systems change

2. Embracing content and context expertise

3. Valuing long term orientation and a collaborative 

process, while also pursuing quick wins
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A group of interacting, interrelated, and 

interdependent components that form a whole. 

A system’s overall purpose or goal is achieved 

through the actions and interactions of its 

components.  

sys  tem
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Collective impact initiatives can orient their 

collaborative work around pursuing systems change

Source: John Kania, Mark Kramer, and Peter Senge, “The Water of Systems Change”

Systems Change Conditions

Structural 

Change

(explicit)

Transformative 

Change 
(implicit)

(semi-explicit)

PracticesPolicy
Resource 

Flows

Power 

Dynamics

Mental

Models

Relationships 

& 

Connections
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A few other definitions before we get started

Systems Thinking: Systems thinking is defined as the 

ability to see how organizational systems, sub-systems, and 

their parts interact with and influence each other; and how 

these systems create and contribute to specific problems.

Systems Change: Our go-to definition of systems change 

comes from Social Innovation Generation in Canada, which 

they describe as “shifting the conditions that are holding the 

problem in place.” 
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Systems Change Conditions

PracticesPolicy
Resource 

Flows

Mental
Models

Structural 
Change
(explicit)

Transformative 
Change 
(implicit)

(semi-explicit)
Relationships 

& Connections
Power 

Dynamics

Six Conditions of Systems Change

Source:  The Water  of Systems Change, John Kania, Mark Kramer, and Peter Senge, 2018
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There are several leverage points in the system, 

some of which are more explicit than others

Policies
Rules, regulations and priorities that guide 

institutional and individual actions

Practices
Organizational and practitioner activities 

that reflect their values and priorities 

Resource Flows
How money, people, knowledge and 

information are allocated and distributed 

across a system

EXPLICIT

Source:  The Water  of Systems Change, John Kania, Mark Kramer, and Peter Senge, 2018
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There are several leverage points in the system, 

some of which are more explicit than others

Policies
Rules, regulations and priorities that guide 

institutional and individual actions

Practices
Organizational and practitioner activities 

that reflect their values and priorities 

Resource Flows
How money, people, knowledge and 

information are allocated and distributed 

across a system

EXPLICIT

Relationships and Connections
Quality of connections and communication 

occurring between system players

Power Dynamics
Which individuals and organizations hold 

decision-making power, authority, influence

SEMI-EXPLICIT

Source:  The Water  of Systems Change, John Kania, Mark Kramer, and Peter Senge, 2018
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There are several leverage points in the system, 

some of which are more explicit than others

Mental Models
Deeply held beliefs and assumptions that 

influence one’s actions
IMPLICIT

Policies
Rules, regulations and priorities that guide 

institutional and individual actions

Practices
Organizational and practitioner activities 

that reflect their values and priorities 

Resource Flows
How money, people, knowledge and 

information are allocated and distributed 

across a system

EXPLICIT

Relationships and Connections
Quality of connections and communication 

occurring between system players

Power Dynamics
Which individuals and organizations hold 

decision-making power, authority, influence

SEMI-EXPLICIT

Source:  The Water  of Systems Change, John Kania, Mark Kramer, and Peter Senge, 2018
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Systems Change Examples: Students graduate from high school college 

and career ready

System Change Condition Illustrative Strategy

Policies 
Adjust the credential requirements; integrate more culturally diverse 

content in assessment materials

Practices
Mandate implicit bias training for principals, assistant principals, 

teachers, and guidance counselors

Resource Flows

Increase funding for year-round mentorship programs for black & Latino 

youth as well as additional extracurricular academic & recreational 

programs 

Relationships & 

Connections

Create more cooperative education programs at universities to provide 

students with in-depth work experience and early connections to 

potential employers after graduation

Power Dynamics
Educate students on how to take ownership of their learning and 

effective approaches for self-advocacy in different contexts 

Mental Models
Campaign to create expectations of high achievement and success for 

all students

Source: Adapted from  Citizens’ Committee for Children  of  NY (2018) “The North Shore of Staten Island: Community Driven Solutions to Improve Child and Family 

Well-Being”
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Systems Change:

Action Learning Exercise

Purpose: An activity designed to help 

individuals think systematically about 

social change

The exercise is divided into three parts:

• Part I: Leverage the “inverted pyramid” to 

perform an external assessment of 

opportunities to make progress on a social 

or environmental issue

• Part II: Conduct an internal assessment

to consider conditions within yourself and 

organization that should change to better 

support progress on your issue 

• Part III: Take the outputs from Parts I and II 

and begin to clarify “what’s next?”

Source:  The Water  of Systems Change, John Kania, Mark Kramer, and Peter Senge, 2018
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Personal Activity

I. Select a social problem or 

challenge (e.g., disparities in 

educational outcomes; ability to 

afford postsecondary education)

II. Write your aspirational outcome

III. Identify conditions that might be 

holding the problem in place. Try 

to name at least 1 thing for each 

of the 6 conditions in the pyramid

IV. Brainstorm strategies and 

potential partners to help advance 

system change

Source: “The Water of Systems Change: Action Learning Exercise”; FSG
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Three Key Mindsets

1. Shifting from focus on programmatic work to 

also pursuing systems change

2. Embracing content and context expertise

3. Valuing long term orientation and a collaborative 

process, while also pursuing quick wins
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Valuing a Range of Expertise

Content 

Expertise

Context 

expertise

Expertise and data from 

people and sources that 

study and research a 

topic

Expertise and data from 

people with lived 

experience
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Unique Contribution of Context Experts

1) Understand pressing systemic 

community challenges 
• Understanding the issues 

• Clarify questions that arise about the 

challenge

1) Co-create solutions
• Spark innovative problem-solving 

rooted in the “lived experience” of the 

community

• Identify and spread unique solutions 

that exist within the community

1) Verify the direction
• Get feedback on specific strategies 

and indicators from selected 

communities, particularly those who 

will be the ultimate beneficiaries 

1) Expand the reach of strategies

• Expand the reach of adoption of 

initiative strategies

• Evoke and sustain the will to take 

aligned action

1) Build community capacity to lead 

and sustain change 

• Train stakeholders in skills of 

effective collaboration and strategy 

execution 

• Share resources and learning 

across the community to support 

scaling best practices

1

2

3

4

5
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Considerations When Engaging Folks with Lived Experience 

1) Commit to engaging people with lived/living experience

2) Create a culture of inclusion

3) Host accessible meetings (e.g., time, venue, location, format)

4) Create opportunities for engagement

5) Eliminate financial barriers to participation (e.g., provide childcare, 

reimburse transportation)

6) Consider paying people with lived/living experience for their time

7) Take the time to build (and repair) trust

8) Share power by opening up decision-making processes

9) Provide training and mentoring opportunities

10) Diversify representation and deepen engagement

Source: Adapted from Engaging People with Lived/Living Experience, Tamarack Institute
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Personal Reflection

• In your work to advance progress 

toward the Inland Empire’s regional 

goals …

– How do you elevate content 

expertise? 

– How do you elevate context

expertise?

• What might you do differently 

based on the ideas shared?
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Three Key Mindsets

1. Shifting from focus on programmatic work to 

also pursuing systems change

2. Embracing content and context expertise

3. Valuing long term orientation and a collaborative 

process, while also pursuing quick wins
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Collective Impact: Planning and Doing

Image created by Zach Bogart from Noun Project
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It Is Helpful to Seed Quick Wins Early In a Process to Maintain 

Momentum and Strengthen Relationships

By bringing a cross-sector group of stakeholders 

working on similar issues together, new 

opportunities for “quick wins” emerge –

small projects or changes that could lead to 

significant benefits. 
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Quick Win Overview

• What is a quick win? 

– A strategy in which you expect implementation and outcomes in next 3-6 

months

– Requires a limited amount of resources (e.g., money, time, people)

– Results will be outputs and outcomes at the population level (e.g., increased 

FAFSA completion, not an increase in college completion)

– Results may be among a target population and/or target geography (e.g., not 

all children in a county)

• How does a quick win fit in with our longer term strategies?

– A quick win should align with at least one of the strategy areas  

– It may be drawn directly from the plan, or aligned with the larger strategy 

areas
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A Simple Tool Can Be Used to Help Prioritize 

Across Potential Quick Wins

Quick Wins

Implementation/ 

Outcomes in 

3-6 Months

Requires Limited 

Resources

Aligns with  one of 

the Strategy Areas

Idea 1

Idea 2

Idea 3

Idea 4
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Personal Reflection

• What is something ‘bite sized’ that you -- in 

partnership with others in the Inland 

Empire -- can take on, which would 

contribute to the Regional Goals shared on 

Day 1 of Toward a Shared Vision?
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Questions
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collectiveimpactforum.org

Thank You


