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• Public-private partnership 

• Focus: policy, systems, environmental 

change 

• Model: collective impact 

 

Organization 

• San Diego non-profit organization 

• Mission: to assess and address priority 

health needs through collaboration 

• Serves as backbone organization for 

numerous collective impact initiatives 



Technical vs. Adaptive  

Problem Solving 

Technical Problem Solving 

 

• Problem is well-defined 

 

• Answer is known and agreed 

upon in advance 

 

• One or a few organizations 

have the ability to solve the 

problem 

 

 

Adaptive Problem Solving 

 

• Problem is complex 

 

• Answer is not well-understood 

or agreed upon 

 

• No single entity has the 

resources or authority to bring 

about the necessary change 



Traditional Problem-solving  

• Funders select individual 

grantees  

• Organizations work separately 

and compete 

• Evaluation isolates a particular 

organization’s impact 

• Large scale change depends on 

scaling successful approaches 

• Corporate and government 

sectors are disconnected from 

foundations and nonprofits 

Isolated 

Impact 



A Different Approach 

• All work toward the same goal and measure the same things 

• Organizations actively coordinate their actions and share lessons 

learned 

• Cross-sector alignment with a broad base of partners 

Collective Impact Isolated Impact 



Cross-sector Partnerships 
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Five Key Elements of  

Collective Impact 

1. Common Agenda 
• Common understanding of the problem  
• Shared vision for change 

• Shared focus: 

• Policy, systems, environmental change 

• Shared vision: 

• Healthy eating and active living in all places 

• Shared goals: 
• Increase access to healthful foods and beverages 

• Increase opportunities for safe physical activity 

• Create and improve social, economic, service, and built 

environments that support healthy eating and active living 

• Promote operational excellence of the public-private 

partnership 



Five Key Elements of  

Collective Impact 

2. Mutually 
Reinforcing Activities 

• Differentiated approaches 
• Willingness to adapt individual activities 

• Coordination through joint plan of action 

• Identified strategies in 7 domains: 

• Government 

• Healthcare 
• Schools 

• Early childhood 

• Community 

• Media  

• Business 

• Overarching strategies: 
• Sugar-sweetened beverages 

• Safe routes to healthy places 



Five Key Elements of  

Collective Impact 

3. Continuous 

Communication 

• Consistent and open communication 

• Focus on building trust 

• Monthly leadership 

council meetings 

• Regular domain working 

group meetings 

• Transparency and trust in 

funding and decision-

making 

• Ongoing, regular 
communications: 

• Monthly e-newsletter 
• Social media 

• News blasts 

 



Five Key Elements of  

Collective Impact 

4. Shared 

Measurement 

• Collecting data and measuring results 

• Focus on performance management 

• Shared accountability 

• Three-tiered 

evaluation plan 

• Domain 
workplans 

• Social network 

analysis 

Between 2005 and 2010, 
San Diego County saw a 
reduction in the 
prevalence of childhood 
overweight and obesity 
of 3.7 percent. 



Five Key Elements of  

Collective Impact 

5. Backbone Support  

• Separate organization(s) with staff 

• Resources and skills to convene and 

coordinate participating organizations 

• Dedicated CHIP staff 

• Structured process 

• Supporting infrastructure 
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A Different Approach 

“Shifting from isolated impact to 

collective impact…requires non-profit 

organizations that have the skills and 

resources to assemble and coordinate 

the specific elements necessary for 

collective action to succeed.” 

Source: John Kania & Mark Kramer, “Collective Impact,” Stanford Social Innovation Review, Winter 2011. 



Qualities of the 

Backbone Organization 

Successful Backbone Organizations        

• Have a high level of credibility within the community 

• Have a dedicated staff 

• Build key relationships across members of the initiative 

• Focus people’s attention and maintain a sense of 

urgency 

• Frame issues to present opportunities and difficulties 

• Use evaluation as a tool for learning and progress 

• Ensure coordination and accountability 

• Establish collective ownership 

 



Functions of the 

Backbone Organization 

• Build a common understanding of the problem   

• Provide strategic guidance to develop a common agenda  

• Recruit, retain, and recognize partners 

 

• Manage infrastructure and oversee operations 

• Serve as neutral conveners 

• Facilitate communication and collaboration 

• Connect the dots 

• Solve problems 

• Provide technical assistance 

• Manage internal communications 

• Assist in program and project implementation 

 

• Catalyze or develop shared measurement systems 

• Oversee evaluation activities 

 

1. Serve as Mission 

Leaders 

2. Support Aligned 

Activities 

3. Establish Shared 

Measurement 

Practices 



Functions of the 

Backbone Organization 

• Build consensus and commitment 

• Create a sense of urgency and articulate a call to action 

• Maintain momentum 

• Serve as a conduit among partners and community 

• Manage external communications 

• Advocate for an aligned policy agenda 

 

• Identify and/or facilitate funding to support goals 

• Ensure funders’ expectations are met 

4. Build Public Will 

5. Steward Policy 

6. Serve as Resource 
Managers 



Backbone Organizations 
Types of Backbones Pros Cons 

Funders •Available funding 
•Ability to engage partners 

•Lack of broad buy-in 
•Lack of neutrality 

Non-profits (new or 
existing) 

•Perceived neutrality 
•New:  

•Clarity of purpose 
•Lack of baggage 

•Existing: 
•Credibility 
•Existing infrastructure 

•Funding challenges 
•New: 

•Lack of credibility; no 
track record 
•Competition with other 
non-profits 

•Existing 
•Internal competition 

Government •Public “seal of approval” 
•Existing infrastructure 

•Bureaucracy 
•Public funding variability 

Shared across orgs and/or 
steering committee driven 

•Fewer resources needed 
•Broad experience and buy-
in 

•Lack of accountability 
•Coordination challenges 
•Funding challenges 

Source: Hanleybrown, Kania, and Kramer, “Channeling Change: Making Collective Impact Work,” Stanford Social Innovation Review. 



Phases of Collective Impact 
Components for 

Success 
Phase 1: 

Initiate Action 
Phase 2: 
Organize 

Phase 3: 
Sustain Action 

Governance and 
Infrastructure 

•Identify champions 
•Form workgroups 

•Create 
infrastructure  

•Facilitate and refine 

Strategic Planning •Map the landscape 
•Use data to make 
your case 

•Develop common 
agenda, goals, and 
strategy 

•Support 
implementation 
•Assure alignment 
with goals 

Community 
Involvement 

•Conduct 
community outreach 

•Engage community 
•Build public will 

•Continue 
engagement 
•Conduct advocacy 

Evaluation and 
Improvement 

•Analyze baseline 
data 
•Identify key issues 
and gaps 

•Establish shared 
metrics 
•Determine 
measurement 
approach 

•Collect data 
•Measure and report 
progress 
•Improve processes 

Source: Hanleybrown, Kania, and Kramer, “Channeling Change: Making Collective Impact Work,” Stanford Social Innovation Review. 



Challenges 

Trust 

Partner recognition 

Emergence  

Politics 

Volunteer management 

Evaluation  

Fundraising 
 

  

 



Steps Toward Collective Impact 

 

• Engage with a broad base of 

partners 

• Redefine your role within a larger 

context for impact 

• Coordinate agendas with partner 

organizations to reinforce 

activities 

• Communicate regularly and 

openly with collaborators 

• Collect and analyze relevant 

data for shared measurement 

• Focus on the overall issue, not 

individual grantees 

• Engage with non-traditional partners 

• Focus on the relationships between 

organizations rather than the 

capacity of individual organizations 

• Build knowledge and alignment by 

supporting shared goals, shared 

measurement systems, and 

backbone organizations 

• Think about long-term process and 

gradual impact rather than short-

term solutions 

Non-profits and other Organizations Funders 



Be Patient 

“It is better to go slow in the right 

direction than to go fast in the wrong 

direction.” 
Simon Sinek 



Resources 

www.collectiveimpactforum.org 

 

 

www.fsg.org 

 

 

 

http://www.collectiveimpactforum.org/
http://www.fsg.org/


Contact Information 

Cheryl Moder 
Community Health Improvement Partners 

 

858-609-7961 

cmoder@sdchip.org 

www.OurCommunityOurKids.org 
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