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Leading a Backbone Organization for
Collective Impact
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Community Engagement
for Backbone Organizations




Engagement

“When we dream alone it remains just a
dream, when you dream together it is

the beginning of a new reality”

Brazilian Proverb
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Backbone Organizations

FSG.ORG

Six Core Functions for the Backbone Organization

Support Aligned Activities

Establish Shared Measurement Practices

Build Public Will

Advance Policy
Mobilize Funding

Backbones must balance the tension between coordinating and maintaining
accountability, while staying behind the scenes to establish collective ownership

Source: FSG Interviews and Analysis 3 o208 Fas




FSG.ORG

Backbone Effectiveness: 27 Indicators

Partners accurately describe the common agenda

Partners publicly discuss [ advocate for common agenda goals

FPartners’ individual work is increasingly aligned with commion agenda

Board members and key leaders increasingly look to backbone organization for initiative support,
girategic guidance and leadership

Partners articulate their role in the initiative

Relevant stakeholders are engaged in the initiative

Partners communicate and coordinate efforts reqularly, with, and independently of, backbone
Partners report increasing levels of trust with one ancther

Partners increase scope | type of collaborative work

Fartners improve quality of their work

FPartners improve efficiency of their work

FPartners feel supported and recognized in their work

Shared data system iz in development
Partners understand the value of shared data
Partners have robust 7/ shared data capacity
Partners make decisions based on data

* Pariners utilize data in a meaningful way

Build Public Will * Community members are increasingly aware of the issue(s)

*  Community members express support for the initiative

* Community members feel empowered to engage in the issue(s)
* Community members increasingly take action

Strategy

Support Aligned
Activities

Establish Shared
Measurement
Practices

* Target audience (e.g., influencers and policymakers) iz increasingly aware of the initiative
* Target audiences advocate for changes to the system aligned with initiative goals
* Public policy is increasingly aligned with initiafive goals

Mobilize Funding * Funders are asking nonprofits to align o initiative goals
* Funders are redirecting funds to support initiative goals
* Mew resources from public and private sources are being contributed to partners and initiative

Source: FSG and Greater Cincinnati Foundation 1 20 Fa



Who do we Engage?
Top 100 Partners Exercise

“Consider the top 100 people and organizations in your community that
could help you realize the change you want to see. Imagine what it
would be like if they worked together to change the community. This
would be a dream come true for many communities”. paul Born

See pages 119 — 122
Brainstorm your partner list
« Rank your list by sector
« Rank your list by people
« Consider whom to approach first
« Craft the ask
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®=Multi Sector Engagement

‘I cannot get to a place of unknowing by myself or with those who
think like | do. But it is to that place of unknowing that | need to
go if | am ever going to know.”

Paul Born (an ever so brief moment of wisdom)

See page 39...
Multi Sector Groups are prone to: Single sector groups are more prone to:
*Tell stories *Define the problem
*Define and isolate the issues that make up *Seek Solutions to problems
the problem *Seek to convince and to show that their
*Seek to understand the other sectors point of | solution to a problem is the most effective.
view *Assume that their purpose and core service

*See conversation as an opportunity to learn values are the same

*Suspend their expertise. Members of the
group may ask. “Am | qualified to be in this
conversation.

*Suspend Assumptions. Group members are
brought out of their comfort zone and asked to
enter into conversations with people they
normally do not engage with in dialogue.




Community Engagement
for backbone leaders

Inform Consult Involve Empower Enable
PASSIVE REACTIVE PARTICIPATIVE EMPOWERMENT LEADERSHIP
Local residents and Local residents and Local residents and Local residents and Local residents and
organizations are informed organizations provide Input organizations Influence the organizations work In organizations initiate
of issues by external into the priccities and priorities and resources shared planning and action and lead, with external
organizations resource use of external of external organizations. with external organizations support, on Issues,
organizations

LEVELS of ENGAGEMENT

—

Adapted from Hashagan 2002 and Sydney Dep’t of Planning 2003



The Public Promise

COLLABORATE EMPOWER
Objective |  Objective  §  Objective |  Objective |  Objective
Yo provide the | To obtain public * To work directly | To partner with | To place final
public with i feedback on ¢ with the public  } the public in ¢ decision making
balanced and 5 analysis, E throughout the ; each aspect of E in the hands of
objective 1 alternatives, or & process to ensure : the decision + the public
information to  } decisions ! that publicand ! includingthe  }
assist themin : private concemns : development of
understanding  } i are consistently i alternatives and :
the problem, . : understood and ! the identification !
alternatives, or ¢ considered i of the preferred }
solutions i : i solution i
Promketothe | Promisetothe : Promisetothe | Promisetothe | Promise to the
public : public : public : public ' public
We will keep you } We will keep you § We will work with! We will lookto | To place final
informed i informed, listen § youtoensure i youfordirect i decision making
' wand + that your + advice and + in the hands of
! acknowledge ! concernsand ! innovationin ! the public
i your concerns, 3 issues are directly; formulating :
v and provide :+ reflected inthe | solutions and H
5 feedback on howE alternatives f incorporate your E
i public input : developed and  : advice and :
i influenced the % provide feedback ! recommendatios
: decision : onhow public  : into the '
H s input influenced | decisions to the |
i i the decision i maximum extent }
s s  possble

Source: IAP2 International Association for Public Participation.



Create a Common Agenda
The role of Community Engagement Plan

e Conversations are the emergent phase and provide the
opportunity for engaging new people, for new donors
to build common understanding and also create the
“momentum of the possible.”

e People, when they are engaged, desire to create their
own common agenda rather than adopt someone
else's.

e There is no right or wrong way to build a comn
agenda plan — the only defining principle is tha
people who are engaged in building it - own i
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Current funders

Of members - partners
Foundations
United ways
Government

Working groups
« volunteers

« Members 2 tier

* Leads

Sectors
« Voluntary
« Government
* Local business
« other

Demographic
& Psychographic
- lists of partners

Backbone team

+ Members
« Connections
Employers

Top 100

* Active

* |nactive
* media

Universe of
Prospects
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Engagement
e It must be built!

e Who is a prospect?

Engaged

Stewardship

e Keeping the
friendship current

e From outsider to insider
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- On being Engaged
- Engage the System
- Collective Wisdom



Exercise

P

Think - Pair

Share a story of a time when you
were really engaged.



P

Group conversation:

How do backbone organizations
create this experience for people?



Engage the System

P

Showing up is
eighty percent of life.

Woody Allen

....meet Father Myles Cavanaugh pg. 15
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Gaining a corner on the Obvious

“If | had one hour to solve a problem and my life
depended on the solution, | would spend the first fifty -

five minutes determining the proper question to ask.”
Albert Einstein

Engagement is essential as
we tackle complex issues



&Gaining a Corner on the Obvious

* Get close to the people - understand their needs
* Build trust and empathy.

* Let what needs to be done emerge.

* Involve everyone: Embrace diversity

e Build a collaborative culture

Showing up is eighty percent of life. - woouy aen



The scallop principle:

Each one of us is an eye
(I); the whole discerns
through us.

The corollary: when we
don’t hear from any eye (l),
the whole is at greater risk.

Stances that support
the arising of collective
wisdom

« Suspend certainty

« See the whole

« Seek diverse perspectives
* Welcome all that is arising
* Trust in the transcendent
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Conversations that Engage

Thinking Together

The goal really is to create a conversation that helps
people to think together.

At some stage, we would share opinions without
hostility, and we would then be able to think
together,

....whereas when we defend opinion we cannot.”
David Bohm, On Dialogue

——7‘ * —



When people are engaged

* Read pages 9-11
* Select a table facilitator

* Answer the Following Questions

* Why a conversation?
* What can we learn about
engagement from this conversation?

=
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The role of “conversations” in

Community :
Conversattons
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community change

Engages people
Builds trust/empathy

Better probability of asking the
right questions

Creates a safe space for learning
and innovation

Advances collaboration

Foundational for resilience in
policy and systems change



Conversations that Engage

Listening

Conversations through...

* Engagement with the others meaning
* Suspending what we know for awhile

* Moving from unknowing to shared understanding

=




Conversation the Engage

Creating a Space

Conversations to....

* create a space for exploring new territory”.

* grow trust and belonging and build a common
experience and language.

* “Seek agreement" on what to do together

=
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Involve donors very early
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Ensure you include them in your top 100

Engage! Build relationships and then build the relationship -

people give to people they trust.
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Communicate the opportunity to invest as an invitation to learn.

ge your funder in the work as it unfolds, so they will b

nga
begter able to recognize your successes while understanding the

challenges you face.

Donors give more than money. They bring ideas, connections
and ultimately power

Donors/funders as a group have significant power to influence a
system change

==




Engagement through the Conditions

1.
2.
3.
4.
.

Toward a Common Agenda

When we have Shared Measurement
Mutually reinforcing activities - Collaboration
Continuous communication — Truly Engaged

Backbone Organization role in getting and keeping

people engaged?




Engagement Examples

“The collaborative premise says: If you bring the appropriate
people together in constructive ways (engagement) with good
information, they will create authentic visions and strategies for
addressing the shared concerns of your organization and
community.” (because they are engaged)

- David Chrislip




Hamilton: the Best Place to
Raise a Child

ﬁ)uality early Skills through Targeted skills / \ Asset building/

=== learning and educatxon development Employment s : :
parenting acm ity an (Post secondaxy) . Wealth Creation
" recreauon

N\

Foundational Community Supports
Civic engagement and broad social inclusion
Universal access to health care supports that focus on prevention, early intervention and mental health
Strong educational institutions

A solid economy producing quality employment and a living wage

Affordable housing opportunities in neighbourhoods across the city
Accessible and reliable transportation system

wccessible amenities at the neighbourhood level (supermarkets, pharmacies, banks, libranes. recreation, etc.)
Adequate and responsive imncome security programs
Institutional and community behavior that values the participation and contributions of youth




Our Steering Committee

Bob Bayrham, Co-Cralr Barbara Hovath, ndgpandent Consutant
Dave Hotwel|, Co-Chalr Lord Duffarn Centrs Katy Leion, Local Resiant
Cam Ballankyne Fast Cnair Margaret Long, Local Resigent

Beb Borden, Uppear Grand Dstnct School Board
Kesry Branfl ACTS Headvate's Family Fness Cyrehia Rayburn, Crangeuie Pofice Sarios

Sheryl Chandler, Community Unng Durfern Sytwia Cheuy, Projact Dimactar, Mandala Assodaes

Leesa Fancett, York Lnvasty Faauly of Bnmronmental Soenge  Holly Gresrwoed, Frofact Congugant Mandaa Asscdatss
Gord Gallaughee, Orangeuie Agnastural Sodaty

Research has shown that "well-connected communities are more resitient. They have

30aCRty L0 assess problems, nurture lesders, bulld stronger of

15 and mo-

psources.” We at Headwaters Communities in Action hiave been inspired by the
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www. headwitorscommunities.ca & % Batie ity of Lity Tagelhnt

Ron Munro, Prastgent of the Graater Dutans Siamber of Commere

Commumtles :
mn Acn

Headwaters Communitias in Action (HGIA) ks a grassroots citizens’ group with a
mandate to improve the soclal prospanity of residents.in-the Headwaters region.
Our goal ks to promote a Wigorous, sustainable and resfient community. We do
this by bringing together different sactors of the community to create solutions
to shared probjems and pursue creative opporiunities togather. Spedfically, we
act as a catalyst, supporting colfaborative projects while they take root.
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Foundations of a Healthy Communit
HEALTHY PEOPLE

. Snnngﬂlcnmg our health and social services
* Prowiding excellent sport and ation services
+ Emouraging hesthylifety

3

DYNAMIC ECONOMY

ENGAGED CITIZENS :‘r‘::::'divm local econce
* Nurturing a shared serse of communi

* Honouring diversity and inclusi y COMMUNITY -::::;gn.uww»
WELL-BEING * Affordable housing

VIBRANT CULTURE SUSTAINABLE ENVIRON-

* Respecting our heritage * Protecting and responsibly managing our
* Encouraging artistic and cul- built and natural emdronment
tural expeeszion * Minimizing ourimpact on the emironment

* Stewarding cur natural resources

waew. hradwaterscommuni



Foundations of a Healthy Community

HEALTHY PEOPLE

* Strengthening our health and social services
* Providing excellent sport and recreation services

* Emouraging hed thy lifestyles

DYNAMIC ECONOMY

« Vibrant and diverse local economry
ENGAGED CITIZENS Siian

* Nurturing a shared seree of community * Educational and employment op-

* Honouring diversity and inclusion COMM U N ITY | <
WELL-BEING & - Affordable housing

VIBRANT CULTURE %B‘T.?INABLE ENVIRON-

* Respecting our heritage 2 i =k :

* Encouraging artistic and cul- :z:::'ﬁl:::fe%ﬁm:mnq ng our
tural expression + Minimizing ourimpact on the emironment

* Stewarding cur naturd resources

www. hradwatersconmunlities.ca

www.headwaterscommunities.ca/trails/trails-video.php



http://www.headwaterscommunities.ca/trails/trails-video.php
http://www.headwaterscommunities.ca/trails/trails-video.php
http://www.headwaterscommunities.ca/trails/trails-video.php

Conversation

Where do we need further
research and learning about
engagement for backbone
organizations?

-




Communities that Care

When we ask “who Cares?” we
Invite in others who are

passionate about an issue. And,
when we ask “what's possible?”

It opens us up to unprecedented
creativity.

Margaret Wheatley — Turning to
one another — pg. 87




Summary Engagement for Backbone Organizations

Entering the system that is inviting change

Hear the call

Systems are alive

Be present

Engage deeply

Believe that systems can heal

Converse to build a common agenda

Listen to the whole system

Bring together those calling forth
change — embrace diversity

Suspend what we know for a while
Welcome all that arises

Engage for resilience and power

A strategic process

Inform, consult, involve, collaborate,
collective impact

Identify your Top 100 people
Multi sector engagement is key

Collaborate

The power of collective Wisdom
Multi sector action

Harnessing assets

Mobilize agreement

Casting a vision (ALL)

Action
Leadership
Learning and change

| TAMARACK

An Institute for Community Engagement

paul@tamarackcommunity.ca
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