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Traditional Approaches 

 Not Solving Our Toughest – Often Complex – Challenges 

• Funders select individual grantees  

• Organizations work separately and 
compete 

• 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 
nonprofits 

Isolated 
Impact 

COLLECTIVE IMPACT OVERVIEW 

Source: FSG SSIR Collective Impact Article, Winter 2011; FSG Interviews 
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COLLECTIVE IMPACT OVERVIEW 

Imagine a Different Approach 
 Multiple Players Working Together to Solve Complex Issues 

• Understand that social problems – and 
their solutions – arise from interaction 
of many organizations within larger 
system 

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

• Organizations actively coordinating their 
action and sharing lessons learned 

• All working toward the same goal and 
measuring the same things 

Isolated 
Impact 

Collective 
Impact 

 

Source: FSG SSIR Collective Impact Article, Winter 2011; FSG Interviews 
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COLLECTIVE IIMPACT OVERVIEW 

There are Five Conditions to Collective Impact Success 

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 separate organization(s) 

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

initiative and coordinate participating organizations and agencies 

Source: FSG SSIR Collective Impact Article, Winter 2011; FSG Interviews 
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Backbone Organizations Engage in Six Important Activities  

6 Activities of Backbone Organizations 
 
1. Guide vision and strategy 

2. Support aligned activities 

3. Establish shared measurement 

4. Build public will 

5. Advance policy 

6. Mobilize funding 

 

Backbone Organization 



 

© The Forum for Youth Investment 

 

 
BIG PICTURE: Core Principles for Community Change  

Leader 

CAPACITY 

Community 
CONTEXT 

Population-
Level 

OUTCOMES 

 See people as 
change agents, not 
clients.  
 

 Engage all sectors  
& stakeholders. 
 

 Coordinate efforts,  
align resources. 
 

 Inspire & inform the 
public. 
 

 People live in families 
and communities, not 
programs. 
 

 To reduce problems 
& promote 
development, both 
personal & 
environmental factors 
must be addressed. 
 

 Community ecology 
matters – across 
times, places & 
systems. 
 

 The quality of 
supports matters as 
much as their reach 
& coordination. 

 Invest early & sustain 
investments over time. 
 

 Support the whole 
person or household. 
 

 Focus attention on those 
most in need. 
 

 Build on strengths, don’t 
just focus on problem-
reduction. 

About  
Leaders 

About  
Community Context 

About 
 Focus Populations 
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A big picture approach to  
community planning and action 

 
Community partnerships, collaborations, and stakeholder groups use the stages and steps shown below to 
identify current community work and partners, gain a clear understanding of priority issues, identify root causes, 
achieve consensus for needed change, and adjust interventions until desired results are achieved.   
 
 
 

 
 
 

 

The Forum for Youth Investment and Community Systems Group work with leaders to build their capacity to 
inspire and mobilize action at multiple levels — from neighborhood and issue-specific coalitions to provider 
networks and over-arching leadership councils.  For each of the ten steps outlined here, leaders learn the clear 
standards, organizing questions, facilitation tools and techniques, data collection methods, and analytic 
approaches that link each step to the next and position their group for collective impact. 

 

The recurring steps of 

Community Change 
Management

Take 
Shape

• Form

• Connect

Take   
Stock

• Analyze

• Validate

Target 
Action

• Visualize

• Align

Take     
Aim

• Frame

• Engage

Track 
Progress

• Track

• Improve
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What makes a community change effort “big picture?” 
  
A Big Picture Approach takes a whole person or whole family perspective instead of a 
disease-specific or issue-centered one.  
  

Communities naturally coalesce around pressing issues such as substance abuse, crime, school readiness,  
high school graduation, income security or homelessness. Personal experience, community tragedies or new 
data bring these issues to a community’s attention and become a moral call for collective action.  It is tempting to 
focus on the “hot topic,” but no one experiences problems in isolation or “one at a time.” Problems must be 
viewed as connected and understood as they are actually experienced in the day-to-day context of a child or 

family’s life .  
 
A big picture approach makes it more likely that a community can move outcomes for any one of these specific 
issues by addressing the problem from a child- or family-centered point of view.  

  

  

A Big Picture Approach promotes alignment with other community actors and  
partnerships.                                                                                                 

  

The first response by concerned community stakeholders is often to form a new group, partnership or  
coalition. The result is that most communities have more partnerships than they can sustain – sometimes 
upwards of 50.  These partnerships can be an important venue for collective action, but not if they remain 
disconnected from each other and from broader community goals. Their respective work must be aligned to 
maximize their collective impact. 

  

A big picture approach looks to existing actors and coalitions before starting new efforts. A big picture approach 
follows key steps that promote alignment with broad community goals and with the work of other community 
actors and initiatives. Big picture does not mean that everyone does everything.  It means that issues are not 
tackled in isolation and that solutions are not implemented alone. 

  

A Big Picture Approach focuses on root causes, underlying conditions and broader 
systems change to create lasting differences in population outcomes.                                                                                                                         

  

Faced with a moral call to action many community groups jump to selecting “evidence-based” interventions. 
While implementing the best of what is known is a requirement of good community work, an accurate diagnosis 
must precede the selection process. As in medicine, an incorrect diagnosis can lead to prescriptions for action 
that fail to address real causes and fail to produce desired results.  

A big picture approach assures a localized and data-based diagnosis anchors the choices a community makes 
for needed action.  

  

A Big Picture Approach puts pressing problems into a broader and long-term  
aspirational frame while committing to public accountability for progress.                                                                                 
  

Measuring impact is key, but it will take some time before community-level concerns respond to collective action. 
Sustaining community action therefore becomes imperative. Often problem-oriented initiatives   struggle to 
sustain their efforts as communities fatigue from being the “no-fun police” (such as in the case of youth 
problem behaviors like substance abuse, juvenile delinquency or teen pregnancy). In the end, we all aspire to 
achieve positive goals for our children and families, not just to avoid specific problems.   

A big picture approach tackles pressing problems directly while couching the overall effort in aspirational terms 
and as the pursuit of goals communities hold for long-term well-being.  
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