
Collective Impact 
for Youth 
Understanding how the principles of collective 
impact can support OYDC work and beyond 
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Education Northwest is a regionally based nonprofit that 
works throughout the nation to create strong schools and 
communities. Our work focuses on a range of areas including:  

About Education Northwest 

• Improving teaching and learning 

• Strengthening school, district,  
and state reform efforts 

• Engaging families and communities 

• Conducting research and evaluation 
on policy and practice issues 

• Supporting professional development 
and capacity building activities with 
practitioners and organizations  

 



About Tamarack – An Institute for 
Community Engagement  
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Tamarack is a charity that develops 
and supports learning communities 
that help people to collaborate, co-
generate knowledge and achieve 
collective impact on complex 
community issues.  
 
Our vision is to build a connected force 
for community change. Join us as we 
discover how communities can act 
together for positive change! 
 
Visit our websites:   
• www.tamarackcommunity.ca 
• www.seekingcommunity.ca  
• www.vibrantcommunities.ca  
• www.tamarackcci.ca  

http://www.tamarackcommunity.ca/
http://www.seekingcommunity.ca/
http://www.vibrantcommunities.ca/
http://www.tamarackcci.ca/


Agenda  
9-10:45   
 Introduction 
 Part 1:  Framing 
 Part 2:  Building a Common Agenda 
 
10:45-11am:  Break  
 
11am-1pm 
 Part 3:  Developing a Strategy 
 Part 4:  Engaging Stakeholders  
 Part 5:  Infrastructure 
 Taking it Home 
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YOUTH DEVELOPMENT COUNCIL  
HB3231 Funding Allocation Plan 

Collective Impact Community Effort 

What is the Community’s Common Agenda?  
The shared vision for change, a common understanding of the problem, and a joint approach to solving it. 

What are the Mutually Reinforcing 
Activities? 

List the mutually reinforcing activities 

What are the Shared Measurements? 

List the shared measurements 

Which of the community mutually 
reinforcing activities are proposed 
in this application for funding? 

What is the budget for the mutually 
reinforcing activities proposed in 

this application for funding? 

What are the inputs/outputs of the 
mutually reinforcing activities in 

this application for funding? 

What are the outcomes of the 
mutually reinforcing activities in 

this application for funding? 

What is the Communication Plan? 

What Organization is the Backbone Support? 

Grant Application Activities 
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Group Exercise 1:  

What is your vision 
for creating a 
community where all 
youth thrive? 
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Part 1 

Framing  
Collective Impact 
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Framing Collective Impact 

• Definition  

• Collective Impact in Oregon  

• Collective Impact for Youth  

• Five Conditions of Collective Impact  

• Collective Impact vs. Collaboration 
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Definition of  
Collective Impact 
 

“The commitment of a group of 
important actors from different 
sectors to a common agenda for 
solving a specific social 
problem” 

- Kania & Kramer, Stanford Social Innovation Review, 2011 9 



Another way of thinking 
about it… 
 

Collective impact efforts stand out because they 
require high levels of coordination across partners 
and a strong emphasis on data-driven decision 
making.  
 

The collective impact framework calls for constant 
communication and coordination as partners move 
from isolated actions to aligning their services and 
resources toward a shared goal. These efforts also rely 
on shared responsibility for tracking outcomes and 
reaching benchmarks. 

- Garringer and Nagel, upcoming EdNW publication, 2014 
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From Isolated Impact to  
Collective Impact 

Isolated Impact  
• Funders select individual 

grantees 
 

• Organizations work separately 
 

• Evaluation attempts to isolate a 
particular organization’s impact 
 

• Large scale change is assumed to 
depend on scaling organizations 
 

• Corporate and government 
sectors are often disconnected 
from foundations and non-
profits. 

 
 

Collective Impact  
• Funders understand that social 

problems  – and their solutions – 
arise from multiple interacting 
factors 
 

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

• Organizations actively coordinating 
their actions and sharing lessons 
learned 
 

• All working toward the same goal 
and measuring the same things 
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Source:  Collective Impact, Winter 2011.  Stanford Social Innovation Review 



The Five Conditions of  
Collective Impact 

Common 
Agenda 

Shared 
Measurement 

Mutually 
Reinforcing 
Activities 

Continuous 
Communication 

Backbone 
Support  

All participants have a shared vision for change including a 

common understanding of the problem and a joint approach to 

solving it through agreed upon actions 

Collecting data and measuring results consistently across all 

participants ensures efforts remain aligned and participants hold 

each other accountable 

Participant activities must be differentiated while still being 

coordinated through a mutually reinforcing plan of action 

Consistent and open communication is needed across the many 

players to build trust, assure mutual objectives, and appreciate 

common motivation 

Creating and managing collective impact requires a dedicated staff and 

a specific set of skills to serve as the backbone for the entire 

initiative and coordinate participating organizations and agencies 

Source: FSG 
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Collaboration Vs. Collective Impact 

Collaboration  

• Agenda is usually driven by 
the lead partner who 
receives funding  
 

• Often designed to advances a 
program or service 
 

• Usually lead by one or two 
sectors (non-profit, 
government)  
 

• Short term focus for change 

 

Collective Impact  
• Common agenda is 

developed with a focus on 
community impact  
 

• Uses data about the issue to 
inform how the community 
change will occur  
 

• Multiple sectors are engaged  
 

• Long term change effort   
(3–5 years)  
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Trust 

Turf 

Loose 

Compete Co-exist Communicate Cooperate Coordinate Collaborate Integrate 

Competition 
for clients, 
resources, 
partners, 
public 
attention 

No 
systematic 
connection 
between 
agencies 

Inter-agency 
information 
sharing (e.g. 
networking) 

As needed, 
often 
informal,  
interaction 
on discrete 
activities 
or projects 

Orgs. 
adjust 
and align 
work with 
each 
other for 
greater 
outcomes 

Longer 
term 
interaction 
based on 
shared 
mission, 
goals; 
shared 
decision-
makers 
and 
resources 

 

Fully 
integrated 
programs, 
planning, 
funding 

The Collaboration Spectrum 

Tight 
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Collective Impact is… 

 

…positive and consistent progress at scale. 
 

- John Kania, FSG Social Impact Consultants, Oregon 2013  
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Collective Impact is  
emerging across  
the Northwest 

 
 



General Collective Impact 
Resources  
• Collective Impact, Stanford Social Innovation Review, Winter 2011 – This piece 

by Kania and Kramer is the best starting point for developing an understanding 
of collective impact. 
 

• Collective Impact for Opportunity Youth, FSG, 2012 – This publication examines 
why collective impact is a good fit to solving the issues of disconnected youth, 
while providing tips for launching new initiatives. 
 

• Channeling Change: Making Collective Impact Work, Stanford Social Innovation 
Review, 2012 – This article offers a deeper look at examples of collective 
impact in action and analysis of implementation steps.  
 

• Understanding the Value of Backbone Organizations in Collective Impact, 
Stanford Social Innovation Review, 2012 – This four-part series has additional 
information about how backbone organizations support the work of collective 
impact initiatives.  
 
 

 
 
• More resources in your handout! 
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http://www.ssireview.org/articles/entry/collective_impact
http://www.fsg.org/tabid/191/ArticleId/735/Default.aspx?srpush=true
http://www.ssireview.org/blog/entry/channeling_change_making_collective_impact_work
http://www.ssireview.org/blog/entry/understanding_the_value_of_backbone_organizations_in_collective_impact_1


Part 2 

Building a  
Common Agenda 
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Building a Common Agenda  
 

• Understanding community context 

 

• Pre-conditions for collective impact  

 

• Assessing community assets and needs  

 

• Defining your issue 
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At this step… 

• Define the challenge to be addressed 
 

• Acknowledge that a collective impact 
approach is required 
 

• Establish clear and shared goal(s) for change 
 

• Identify principles to guide joint work 
together 
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Your Community Context 

Prior History Positive or negative impact 

Pressing issue Galvanize leaders across sectors  

Data Determine what you need to understand 
impact of the issue on community  

Community context Is there community buy in?  Determine 
community leverage opportunities 

Core group  Determine who needs to be involved in core 
group  

Convener Trusted leadership to facilitate collaborative 
efforts  

Community 
engagement  

Determine how to engage the broader 
community in the effort 
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Preconditions for Collective Impact 

Precondition  Questions to consider  

Influential 
champion(s)  

• Who are the champions that we need to involve?  
• What are they working on already?   
• What role do we want them to play?  

Urgency of the 
issue  

• What do we know about the issue?   
• Who might be working on this in our 

community?  
• Does our community think this issue is important 

and urgent?   
• What would we need to do to influence them?   

Adequate 
resources  

• What resources do we already have in place to 
do this work?   

• What human and financial resources might we 
need?  

• Who are likely investors in our community 
change efforts?   
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Framing Questions for Examining  
Our Community Issue 

1. Do we aim to effect― “needle-change” (i.e., 10% or 
more) a community-wide metric?  
 

2. Do we believe that a long-term investment (i.e., three 
to five-plus years) by stakeholders is necessary to 
achieve success?  
 

3. Do we believe that cross-sector engagement is essential 
for community-wide change?  
 

4. Are we committed to using measurable data to set the 
agenda and improve over time?  
 

5. Are we committed to having community members as 
partners and producers of impact?  
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Source: Communities Collaborating Toolbox,   White House Council on Community Solutions 



Example: Road Map Project 

 

 GOAL: To double the number of students in South King 
County and South Seattle who are on track to graduate from 
college or earn a career credential by 2020. 

INDICATORS OF SUCCESS 
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Source: Road Map Project 
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Source: Road Map Project 



Example: Road Map Project 
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Source: Road Map Project 



Group Exercise 2:  

Assessing Community Context 
 & Defining Our Issue 
 

• Where are there gaps in our community pathways 
of opportunity and support for youth?  

 

• What is the priority issue that our team is trying to 
change related to these gaps? What is our focus 
population of youth?  

 

• How may we maximize our community allies and 
momentum in this process?   
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Resources for  
Building a Common Agenda 
• The Big Picture Approach –  Achieving Collective Impact: 

How Partnerships Change Community Outcomes, Forum for 
Youth Investment, 2012 – This toolkit offers a wealth of 
practical strategies and tools for identifying community 
problems and engaging stakeholders in working on solutions.  
 

• Community Collaboratives Toolbox, White House Council for 
Community Solutions, 2013 – This comprehensive toolkit 
provides communities with an excellent framework to start 
building solutions to youth concerns, especially with 
developing comprehensive solutions for Opportunity Youth. 
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http://www.readyby21.org/thebigpictureapproach
http://www.readyby21.org/thebigpictureapproach
http://www.readyby21.org/thebigpictureapproach
http://www.readyby21.org/thebigpictureapproach
http://www.readyby21.org/thebigpictureapproach
http://www.serve.gov/sites/default/files/ctools/CommunityCollaborativeToolkit_all _materials_1.pdf
http://www.serve.gov/sites/default/files/ctools/CommunityCollaborativeToolkit_all _materials_1.pdf
http://www.serve.gov/sites/default/files/ctools/CommunityCollaborativeToolkit_all _materials_1.pdf
http://www.serve.gov/sites/default/files/ctools/CommunityCollaborativeToolkit_all _materials_1.pdf


Part 3 

Developing  
a Strategy 
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Developing a Strategy 

• Mutually-reinforcing activities  

 

• Fitting activities within a larger strategy  

 

• Identifying goals and outcomes linked to shared 
measurement and intended impact 
 

• Thinking beyond programs to systems 
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Characteristics of Mutually 
Reinforcing Activities  
 

• Agreement on key 
outcomes 

 

• Orchestration and 
specialization 

 

• Complementary – 
sometimes “joined up” 
strategies to achieve 
outcomes. 
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Setting a Strategic Action Framework 
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Clear Goal for 

Change 

A Description of 

the Problem 

(Informed by 

Research) 

A Portfolio of Key 

Strategies to Drive 

Large Scale 

Change 

A Set of Principles 

that Guide the 

Group’s Behavior 

An Approach to 

Evaluation that 

Frames Strategy for 

Receiving and 

Integrating 

Feedback 

1 3 

4 

5 

While the common agenda tells the project stakeholders 
where they are going, the strategic action framework provides 

the roadmap for getting there. 
Source: FSG 
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Example: All Hands Raised  
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Source: All Hands Raised 



Example: All Hands Raised  

Communities Supporting Youth Collaborative (CSY)  

 

Goal: By the end of the 2015-2016 school year, increase 
engagement with children, youth and families in 
Centennial, David Douglas, Gresham-Barlow, Parkrose, 
Portland and Reynolds school districts, as measured by 5.1 
percentage point increase in the percentage of students in 
all grades with attendance of 90% or better.  
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Source: All Hands Raised 



CSY Strategies & Activities  

 District Systems 

Common set of school 
attendance protocols 

and procedures across 
6 districts  

School Systems  

Resource toolkit for 
schools  

6 demonstration sites  

Community 
Systems 

CBO community of 
practice around 
motivation and 

engagement 

Aligned data collection 
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Source: Adapted from All Hands Raised Materials 



What are 
we trying 
to achieve? 

The Strategic Components of a  
Theory of Change  
 

How will 
we get 
there? 
 Resources 

Context 

Activities 

Interim 
outcomes 

Ultimate 
outcome • What is our intended impact? 

• How will we know we are on track? 

• What are the specific activities? 
For how long? How often? 

• What staff, skills, systems, and 
tools do we need? 

• What external context creates the 
ideal environment for change? 

36 

Strategies 
• What are our overarching 

strategies? 



Selecting Strategies 

Possible levers for change to consider: 

 

• Policy  

• Practice (in classroom or community?) 

• Funding and resources   

• Community awareness and voice  

• Access to, and use of, data  
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Group Exercise 3: 

Developing our Goals, 
Strategies & Activities  
 

• What are 3-5 high-leverage strategies for 
addressing these issues?  

  

• What are the mutually-reinforcing activities within 
each of these strategies?  

 

• How do we expect these strategies to create 
community-level change? 
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Part 4 

Engaging 
Stakeholders 
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Engaging Stakeholders  
 

• Engagement cycle  

 

• Stakeholder roles in collective impact 

 

• Engaging youth as key stakeholders and 
partners 

 

• Continuous communication  
40 



Group Exercise 4:  

The Engagement Cycle 

1. Identification 

2. Inform 

3. Engagement 

5. Stewardship 

What is their 
motivation to engage? 

Who are potential 
participants? 

What is the activity? 

How will we keep 
them engaged? 
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4. Barriers  

What are potential 
barriers to engagement? 

       

     

     

     

      



Ways to be involved in Collective Impact 

Community 
Ownership 

Convener 

Host 
Backbone 

Resource 
Investor 

Collaborative 
Member  

Working 
Group 

Member 

Steering 
Committee 

Fiscal 
Sponsor 
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Engaging Youth in Collective Impact 

On-going Partnership 

• Asset mapping  

• Issue identification  

• Program design 

• Outreach   

• Training  

• Communications 

• Advocacy or 
organizing  

Short-Term 
Engagement  

• Focus groups 

• Surveys 

• Forums/summits  
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Continuous Communication  

• Create formal and informal 
measures for keeping people 
informed 

 
• Communication is open and 

reflect a diversity of styles 

 
• Difficult issues are surfaced, 

discussed and addressed 

 

• Create a “communications plan” 
that outlines your approach 
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Part 5 

Infrastructure of 
Collective Impact 
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Infrastructure of 
Collective Impact 

•Values and principles  

 

•Backbone roles and functions 
 

•Building your “backbone” 
infrastructure and support 
 46 



Values and Principles 
• Transparency and accountability:  Decisions take place 

in the public eye 
 

• Equity and inclusiveness:  All interests who are 
needed and willing contribute to solution 

 

• Effectiveness and efficiency:  Solutions are tested to 
make sure they make practical sense 

 

• Responsiveness: Public concerns are authentically 
addressed 

 

• Forum neutrality: Different perspectives are welcome; 
the process itself has no bias 

 

• Consensus-based: Decisions are made through 
consensus rather than majority rule 47 



Backbone Roles and Functions 

Guide Vision 
and Strategy 

Support Aligned 
Activities 

Establish Shared 
Measurement 

Practices 
Build Public Will 

Advance Policy 
Mobilize 
Funding 48 

Source: FSG 



Group Exercise 5:  

Where do we stand with 
backbone support? 
 

• Review handout of backbone support roles 

 

• Reflect on which partner(s) may fill each of 
these roles 

 

• Identify strengths/weaknesses 

  

• Explore possible next steps  
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Wrap-Up 

Taking it Home 
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How to Move Forward… 

• Phases of collective impact 
 

• Quick review of key points from today 

 

• Building a collective impact action plan  
 

• Additional resources, tools, and materials  
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Phases of Collective Impact 
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Phase IV 

Sustain Action  

and Impact 

Identify champions 

and form cross-

sector group 

Create 

infrastructure 

(backbone and 

processes) 

Convene community 

stakeholders 

Facilitate 

community 

outreach 

Engage community 

and build public 

will 

Map the landscape 

and use data to 

make case 

Create common 

agenda (common 

goals and strategy) 

Hold dialogue about 

issue, community 

context, and 

available resources 

Facilitate 

community 

outreach specific to 

goal 

Analyze baseline 

data to ID key 

issues and gaps 

Establish shared 

metrics (indicators, 

measurement, and 

approach) 

 Facilitate and 

refine 

Continue 

engagement and 

conduct advocacy 

Support 

implementation 

(alignment to goal 

and strategies) 

Collect, track, and 

report progress 

(process to learn 

and improve) 

Determine if there is 

consensus/urgency 

to move forward 

Phase III 

Organize for 

Impact 

Phase II 
Initiate Action 

Phase I 
Generate Ideas  
and Dialogue 

Governance  

and  

Infrastructure 

Strategic  

Planning 

Community  

Involvement 

Evaluation  

And 

Improvement 

Phase IV 

Sustain Action  

and Impact 

Source: FSG 



Quick Review: 
• Community Visioning 

• Building a Common Agenda 

• Assessing assets and needs 

• Developing a Strategy 

• Goals, strategies, activities 

• Engaging Stakeholders 

• Engagement cycle 

• Infrastructure 

• Role of the backbone organization 
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Building your Collective Impact Action Plan 
 
Our Intended Impact Goal: _________________________________   

 

Infrastructure  



Quick Poll:  

How ready are you? 
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Common Agenda 

Shared Measurement  

Mutually Reinforcing Activities  

Continuous Communication 

Backbone Support 

Not Ready   –   Somewhat Ready  –   All Set To Go! 



Websites of Interest 

• Collective Impact Forum – This newly-launched practitioner 
community offers access to resources, examples from the field, and 
a robust online cohort of collective impact professionals. 

 

• Communities Collaborating Institute Online – This online forum 
offers resources and podcasts, and the opportunity to connect with 
other collective impact practitioners.  
 
FSG’s Collective Impact Blog – This frequently updated blog focuses 
on many aspects of collective impact.  
 

• StriveTogether Website – This site offers a comprehensive 
framework for understanding and implementing collective impact 
projects, as well as downloadable and interactive tools and a listing 
of Network members.  
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http://tamarackcci.ca/learn
http://tamarackcci.ca/learn
http://tamarackcci.ca/learn
http://tamarackcci.ca/learn
http://tamarackcci.ca/learn
http://www.fsg.org/KnowledgeExchange/Blogs/CollectiveImpact.aspx
http://www.strivetogether.org/
http://www.strivetogether.org/
http://www.strivetogether.org/


Thank you! 

Dahnesh Medora 

dahnesh.medora@educationnorthwest.org 

 

Julie Petrokubi  

julie.petrokubi@educationnorthwest.org 

 

Liz Weaver 

liz@tamarackcommunity.ca 
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