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Collaboration Multiplier is an interactive tool 
for strengthening collaborative efforts across 
diverse fields. A multi-field approach has 
proven vital for tackling today’s complex social 
challenges. Whether the goal is promoting 
health equity, strengthening local economies, 
reducing greenhouse gas emissions, or enhancing 
community safety, improving our well-being 
requires community-wide changes that include 
strengthening government policies and the 
practices of key organizations. Multi-field 
collaboration expands available resources, 
strategies, and capabilities to achieve outcomes 
that could not be accomplished by one field alone.

Collaboration Multiplier provides a systematic 
approach to laying the groundwork for multi-
field collaboration. The tool guides organizations 
through a collaborative discussion to identify 
activities that accomplish a common goal, 
delineate each partner’s perspective and potential 
contributions, and leverage expertise and 
resources. Collaboration Multiplier is based on the 
understanding that different groups and sectors 
have different views of an issue and different 
reasons for engaging in a joint effort.  For example, 
a collaborative formed to increase access to healthy 
food in underserved neighborhoods can more 
effectively engage partners by recognizing that 
each has their own goals.  A grocery store operator 
might expand fresh food offerings to enhance sales 
and profits, a health department would support 
the effort to improve health, and the Mayor might 

Enhancing the Effectiveness of
Multi-Field Collaboration

see enhanced food retail as fundamental for a 
flourishing community. Collaboration Multiplier 
helps surface these perspectives and forge strategies 
that advance their objectives simultaneously.

Collaboration Multiplier can be used in different 
stages of collaboration.  It can be used by a newly 
formed or established partnership that wants to 
strengthen its collective effort, or it can be used 
by an individual or small set of organizations that 
recognize the value of a diverse partnership and 
want to think strategically about whom to invite 
to the table.  

The Collaboration Multiplier Process
Collaboration Multiplier occurs in two phases: 
1) Information Gathering and 2) Collaboration
Multiplier Analysis

In the first phase, the key sectors and fields that 
can contribute to a solution are identified.  Then 
key information from the perspective of each field 
(or prospective field) is collected according to a 
common set of categories. Specific categories vary 
based on the particular collaboration, but typical 
examples include: 

• Importance: Why is this issue important?
• Organizational Goals: What are the goals

related to this issue?
• Audience:  Who is the primary audience/

constituency?
• Expertise: What unique expertise does this

field bring to the collaborative?
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• Assets/Strengths: What resources (skills,
staff, training capacity, funding) can be brought
to the table?

• Key Strategies:  What key strategies/
activities are currently implemented relevant
to this issue?

• Desired Outcomes:  What specific
results/outcomes are desired as a result of this
collaboration? What does success look like?

• Data: What data is collected, and how?
• Partnership: Which partners/participants can

be brought to the table to enhance outcomes?
• Organizational benefit: What is the benefit

of participating in this collaborative?

Compiling this information can provide a 
“big picture” snapshot for partners and lays the 
groundwork for a collaborative discussion.

In the next phase, the collaborative engages in a 
“collaboration multiplier analysis” to discuss the 
implications based on the information collected. 
Some key areas of discussion can include:

• What partner strengths can the collaborative
utilize? How do you leverage each partner’s
expertise?

• What results and outcomes can be achieved
together?

• What strategies/activities can two or three
partners work together on?

Collaboration Multiplier serves as a starting point for 
appreciating what different fields can bring to the 
table and for building effective interdisciplinary 
efforts through partnership. After completing the 
two-phase process, partners can begin developing 
a comprehensive strategy to achieve their shared 
vision. To support strategic efforts, Collaboration 
Multiplier is designed to complement and inform 
Prevention Institute’s Spectrum of Prevention, 
a tool for developing multifaceted activities 
for effective prevention, and The Eight Steps to 
Effective Coalition Building, a step-by-step guide 
for coalition development and sustainability.  
Effective collaboration can be a powerful force 
for mobilizing individuals to action, bringing 
health and safety issues to prominence, forging 
joint solutions, and developing effective policies. 
By working through Collaboration Multiplier, 
partners will see the fruits of their efforts grow 
exponentially.

For more information, visit Prevention Institute’s 
website at www.preventioninstitute.org or 
e-mail prevent@preventioninstitute.org.

Partner Importance Organizational
Goals

Expertise Assets &
Strengths

Key
Strategies

Desired 
Outcomes

Partnership Organizational
Benefit
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Collaboration Multiplier exaMple: traffiC Safety Coalition

Goal: Decrease traffic-related crashes and fatalities 
Phase I: Information Gathering
(This is a sample; expected levels of detail would be greater)

Public Health

Law 
Enforcement

Transportation 
Engineering

Optometry

Population-based 
prevention approaches 
and data collection of 
injury rates 

Expertise in legal 
requirements and 
crash investigations 
and has the authority 
to enforce traffic laws

Road and sidewalk 
design that provides 
safe travel for 
multiple modes of 
transportation

Understanding of how 
people visualize traffic 
signs and signals

Reduce unintentional 
injuries among all 
travelers, including 
drivers, pedestrians, 
bicyclists, disabled, 
elderly 

Increase compliance 
to traffic safety laws 

Prevent traffic crashes 
and reduce severity 
of injuries if a crash 
occurs

• Improve vehicle
 displays, traffic   
 signals, and road   
 signage 
• Better driver
 assessment for   
 licensing purposes

Facilitate 
environmental 
and policy changes 
(i.e., pedestrian/
bicycle-friendly 
street design, car 
seats, seat belts, 
driving under the 
influence, bicycle 
helmets)

Enforce traffic laws, 
patrol neighborhoods, 
implement check 
points, cite reckless 
drives, and participate 
in educational 
campaigns

Promote safety 
regulations for 
occupants and 
vehicles n Implement 
street designs that 
promote safety

Utilize color and 
design features 
to increase driver 
attention to traffic 
signals and signs

Expertise Desired 
Outcomes

Strategies
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Expertise:
Population-based 
prevention approaches and 
data collection of injury 
rates 

Desired Outcomes:
Reduce unintentional 
injuries among all 
travelers, including drivers, 
pedestrians, bicyclists, 
people with disabilities, 
elderly

Key Strategies:
Facilitate environmental 
and policy changes (i.e., 
pedestrian/bicycle-friendly 
street design,  car seats, 
seat belts, DUI, bicycle 
helmets)

Expertise:
Road and sidewalk design 
that provides safe travel 
for multiple modes of 
transportation  

Desired Outcomes:
Prevent traffic crashes and 
reduce severity of injuries if 
a crash does occur

Key Strategies:
• Promote safety regulations 
for occupants and vehicles
• Implement street designs 
that promote safety (e.g., 
traffic calming)

Phase II: Collaboration Multiplier Analysis

Expertise:
Expertise in legal 
requirements and crash 
investigations and has the 
authority to enforce traffic 
laws

Desired Outcomes:
Increased compliance to 
traffic safety laws

Key Strategies:
Enforce traffic laws, patrol 
neighborhoods, implement 
check points, cite reckless 
drivers, and participate in 
educational campaigns

Expertise:
Understanding of how 
people visualize traffic signs 
and signals

Desired Outcomes:
• Improved vehicle displays, 
traffic signals, and road 
signage
• Better driver assessment 
for licensing purposes

Key Strategies:
Utilize color and design 
features to increase driver 
attention to traffic signals 
and signs

Shared Outcomes
• Improved transportation   
 infrastructure and systems
• Ability for motorists, bicyclists,
 pedestrians, people with  
 disabilities, and elderly to travel
 easily and safely 
• Decrease in traffic-related
 injuries and deaths

Partner Strengths
• Subject matter expertise
• Authority and ability to
 implement policies and
 environmental changes
• Understanding of motor
 vehicle patterns and individual
 transportation behaviors
• Knowledge of street and
 vehicle design

Joint Strategies/Activities
• Incorporate health and safety
 elements into transportation
 planning
• Promote complete streets
 policies
• Connect roadways to
 complementary systems of
 trails and bike paths
• Implement smart growth
 strategies, including transit-
 oriented developments

Public Health

Law Enforcement

Transportation
Engineering

Optometry
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Introduction 2

Network Impact has over a decade of experience serving social-change agents with a mix of 
strategies, tools, research, and consulting expertise to design and use networks for increased 
impact

Types of networks:
Domestic/international
Single sector/multi-sector
Single funder/multi-funder
Individuals and/or organizations
Small and large

Place based/not place-based

Issues:
Rural policy
Healthy communities
Homelessness prevention
Place-based civic engagement
Secondary and post-secondary education



IntroductionWith our time today… 3

• Network Evaluation Frameworks and Approaches

• Network Evaluation Tools: SNA and Network Health Scorecard 

Conversation about network evaluation tools focusing on 
Network Health Scorecard



IntroductionWhat is a social impact network? 4

Social impact network: 

Individuals and/or 
organizations who join 
together as peers to advance a 
social good



IntroductionHow do you build a robust, impactful and sustainable 
social impact network? 

5



IntroductionA growing field: Networks for social impact 6



IntroductionNetwork building is a practice 7

Network Start Up

Network Management

• Governance  

• Coordination

• Communications

• Financial Stewardship

• Network Health 

Network  Monitoring and Evaluation 



Network EvaluationCharacteristics of networks that matter for evaluation 8

• Networks have numerous players, many of whom enter and exit the 
network

• Networks are dynamic “moving targets” that adapt to changes in their 
context or changes among their membership

• It takes time to organize networks effectively and show results

• Networks have a “chain of impact”



Network EvaluationNetwork evaluation: three pillars 9

Connectivity

• Membership or the people 
or organizations that 
participate in a network

• Structure or how 
connections between 
members are structured 
and what flows through 
those connections

Health

• Resources or the material 
resources a network needs 
to sustain itself (e.g., 
external funding)

• Infrastructure or the internal 
systems and structures that 
support the network (e.g., 
communication, rules and 
processes)

• Advantage or the network's 
capacity for joint value 
creation

Results

• Interim outcomes or the 
results achieved as the 
network works toward its 
ultimate goal or intended 
impact

• The goal or intended impact 
itself (e.g., a policy outcome 
was achieved, a particular 
practice was spread, the 
community or its members 
changed in a certain way)

More on framework can be found in Network Impact’s “State of Network Evaluation” (2014)



Network EvaluationEvaluating through a network lifecycle 10

Adapted from Monitor Institute

Stages of Network Development with Evaluation Questions



Network EvaluationNetwork evaluation purposes and intended users 11

NETWORK STRATEGY

Support strategic learning and 
continuous improvement.

ImpactInterim Outcomes

Examine network results or impact.

Ensure accountability for the use of resources.



Network EvaluationNetwork Evaluation Tools



Network Connectivity 13SNA and Network Visualization 

Social Network Analysis (SNA) is set of theories, tools, and processes for
understanding the relationships and structures of a network

• Social relationships in SNA are represented as  connections or links between 
“nodes” 

• Nodes = people or organizations

• Nodes may also represent ideas, issues  or  events  



Network Connectivity 14Why map?

• Visualization 

Network maps present complex information in a way that is easier to “see”
connections and their patterns. 

•Who’s connected to whom?

•What’s flowing through the network? – information and resources 

• Network Building
Maps reveal opportunities to build connections that can maximize the power 
and potential of your network

•Who’s not connected but should be?

•Where are the hubs, brokers and bottlenecks?

• Network Monitoring and Evaluation

• Has the network assembled members with the capacities needed to 
meet network goals (experience, skills, connections)?  

• How efficient are the connections the network makes?

• Changes over time 



Network Connectivity 15

Larger nodes have greater number of connections

Rebooters Connecting Within and Across Places



Network Connectivity 16

Width of line indicates tie strength. 

Nonprofits Connecting Within & Across Sectors



Network Connectivity 17Measuring Changes Over Time
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Network Connectivity 18Rural People Rural Policy (RPRP)  Working Groups

CARN 

GPRPN

MRN

MSN

NARP

NURV

SWPRN

Rural Assembly SC



Network Connectivity 19Other Uses of Network Mapping



Network Health 20Diagnostic Tools:  Network Effectiveness and Health 

• Provide practitioners with an overview of network conditions 
to inform internal adjustments

• Help guide technical assistance and professional 
development opportunities   

• Triangulate other evaluation data 



Network Health 21

22 questions to build a basic network

diagnosis of strengths and areas of growth.

Network Purpose

Network Performance

Network Operations

Network Capacity

Network Health Scorecard



Network Health 22Adapt for individual network needs and context



Network Health 23ICHH Regional Network Survey



Network Health 24Working Wikily Tool  

http://www.workingwikily.net/network_diagnostic.pdf

http://www.workingwikily.net/network_diagnostic.pdf


Network Health 25Focus on collaboration



Network Health 26Tool to track network health

Purpose:  Designed for network members to 
reflect on their work together. 

• Clarify organizing principles that are 
fundamental to network 
development 

• A temperature check to provide 
leaders/organizers with an overview 
of network conditions to inform 
internal adjustments



Network Health 27Network health monitoring example

• Distributed the “network 
health scorecard” quarterly 
over 3 years.

• Has been able to track its 
evolution relating to the 
purpose, performance, 
operations, and capacity 
around network activities. 

Network Metrics Over Time
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Network Health 28
The Evolution of a Regional Network

The Southwest Rural Policy Network (SWRPN) has been in development for over six years.
Thirteen organizations representing the states of Arizona (7), and New Mexico (6) were
funded by the W. K. Kellogg Foundation through an initiative called Rural People, Rural
Policy (RPRP). RPRP’s specific purpose was to energize and equip rural organizations and
networks to shape policy that will improve the vitality of rural communities and the lives
of their residents.

The SWRPN has made great strides over the years in the development of its operational
processes and performance. Through the use of a “network health scorecard”*, the
SWRPN has been able to track its evolution relating to the purpose, performance,
operations, and capacity around network activities. (*Arbor Consulting and Cause
Communications)

Overview

Location of Network Members 

Results

Conclusion

Results

Evaluation Method

Establishing a network made of up very diverse organizations takes time. There are 
many factors to consider that need to be monitored and addressed going forward if 
there is to be a sustainable and effective operating network.

Over the past six years, the SWRPN has been able to focus on policy efforts around 
economic development, health care, and the environment.  The Network used the 
results  of the scorecard to monitor its progress and work on areas needing 
improvement.  All 13 organizations are committed going forward to have an impact 
on policy priorities affecting the rural communities  of Arizona, New Mexico, and 
beyond.

Network Purpose Score

3.0

3.5

4.0

4.5

5.0

Jun-09 Oct-09 Jan-10 Apr-10 Jul-10 Feb-11 Jun-11 Sep-11 Feb-12 Jun-12

Date

A
v

e
ra

g
e

 C
o

m
p

o
n

e
n

t 
S

c
o

re

Network Purpose Score Trend Over Time

Network Performance Score
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Network Performance Trend Over Time

Network Operations Score
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Operations Trend Over Time

3.0

3.5

4.0

4.5

Jun-09 Oct-09 Jan-10 Apr-10 Jul-10 Feb-11 Jun-11 Sep-11 Feb-12 Jun-12

A
v
e
ra

g
e
 C

o
m

p
o

n
e
n

t 
S

c
o

re

Date

Network Capacity Score

Network Capacity Trend Over Time

Network Metrics Over Time
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Purpose Performance Operations Capacity

Strategic Plan 
developed

Three Action Teams 
formed

Project Funds received 

Value added by working 
together

Inability to attract 
needed funds

Network communication 
with stakeholders needs 
to be enhanced 

Competent and Stable 
Network Coordinator

Quarterly  face-to face-
meetings/other ongoing 
communication

Unequal contribution by 
existing members 

Member skills present  to advance 
goals

Member connections help to 
advance goals

Lack material resources to attain 
goals 

Advancement  in the Network  
Purpose made great strides over 
the past 2 years.  Small funding  
support for specific projects 
helped members begin to focus 
directly on policy work. 
Coordinator  turnover stabilized 
Network Operations. Network 
Performance and Network 
Capacity continues on a positive 
trajectory.

Distributed the “network health scorecard” at each quarterly
face to face meeting to each person attending the meeting.

 Collected data starting in June 2009 until June 2012 yielding 10
data points for each of the 22 statements.

Ranked each statement using a 5 point Likert Scale -1 being
‘Not so much’ to 5 being ‘Totally’.

 Statements categorized as follows: Network Purpose (3
statements); Network Performance (9 statements); Network
Operations (7 statements); Network Capacity (3 statements).

Joyce  A. Hospodar, MBA, MPA, PI and Jennifer Peters, BA, Co-PI 



Network Health 29Comprehensive Network Health Survey

The survey includes the following sections: 

Many investigations of network health led by Network Impact include more comprehensive network surveys



Network Evaluation

Q&A



Answer these questions for a basic network diagnosis of strengths and areas 
of growth. Refer back regularly and you can use your score to identify and 
track progress in key areas of network development. (We suggest quarterly.)   

How to use this scorecard: 

	 •		 Ask	each	network	member	to	fill	out	an	individual	scorecard.	

	 •		 Enter	individual	scores	in	a	collective	table,	indicating	the	number	of		
  members selecting particular scores to tabulate network results.

	 •		 Together	consider	the	results.	What	patterns	do	you	see?	 
	 	 What	results	need	further	discussion?	Over	time,	what	has	improved?		
	 	 What	hasn’t?	Why?

NETWORK	PURPOSE   

 1 .  All members share a common purpose for  
  the network. 

	 2.	 Together,	members	have	identified	strategic		
  goals and objectives for the network. 

 3. Network plans reflect network goals.

NETWORK	PERFORMANCE  

	 4.	 Members	are	working	jointly	to	advance		
  network goals. 

	 5.	 Members	are	adding	value	to	each	 
  other’s work. 

	 6.	 Members	are	creating	new	knowledge	or		
  insights together. 

	 7 . 	 The	way	the	network	communicates	with		
  stakeholders builds support for the network.

	 8.	 The	network	is	creating	value	for	the		 	
  constituents it serves. 

	 9.	 The	network	is	able		to	attract	additional	 
	 	 network	funds,	as	needed.	

Looking for a way to assess
												the	health	of	your	Network?

 o  o o o o

	

	 o o o o o

	

	 o o o o o

	

	

	 o o o o o

	

	 o o o o o

	

	 o o o o o

	

	 o o o o o

	

	 o o o o o

	 o o o o o

 Not so much   Totally! 
 1  2 3 4 5

network

scorecard
health



 10.	 Members	honor	their	commitments	to	 
  the network. 

	1 1 .	 The	network	is	meeting	its	strategic	goals	 
  and objectives. 

 12. Members	are	achieving	more	together	than		
  they could alone. 

NETWORK	OPERATIONS   

 13. Decision making processes encourage   
  members to contribute and collaborate.

	14.	 The	network	anticipates,	surfaces,	and		 	
  addresses conflict when it arises.

	15.	 The	network’s	internal	communications		 	
  systems are serving it well. 

 16. All members are contributing time and   
  resources to the network. 

	17.	 The	work	of	the	network	is	attuned	to	the		
  comfort and energy levels of members.

	18.	 Members	reflect	on	network	experience	and		
  adjust network practice accordingly. 

	19.	 The	network	has	mechanisms	in	place	to		
  promote accountability among members  
	 	 (e.g.,	agreements,	understandings).	

NETWORK	CAPACITY   

20.	 As	a	network,	members	have	the	material		
  resources needed to advance network goals. 

21 . 	As	a	network,	members	have	the	skills	they		
  need to advance network goals.

22. 	 As	a	network,	members	have	the	connections		
  they needed to advance goals.
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YOUR	ADDITIONAL	CHECK-UP	QUESTIONS	HERE

 Not so much   Totally! 
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Partnerships with Chemistry 
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Getting to Know You 
• What I bring to this team is… 

• My biggest opportunity to grow when working in teams is… 

• I am willing to do/contribute XYZ to this environment and success of the initiative. 

 

What is Emotional Intelligence (EI) 
SELF 

Understanding your own emotions (self-awareness) 

Being able to manage your emotions (self-regulation)  

Utilizing them to achieve your goals (self-motivation) 

OTHERS 

Understand the emotions and feelings of others (empathy)  

Ability to foster healthy relationships (social skills) 

Influence and lead others (leadership)  

 

Competencies of EI 

 

 

COMPETENCY GROUPS Personal Competence Self Social Competence Others 
Awareness Self-Awareness 

• Emotional Awareness 
• Accurate Self-Assessment 
• Personal Power 

Other Awareness 
• Empathy 
• Situational/Org. Awareness 
• Service Orientation 

 
Management Self-Management 

• Behavioral Choice 
• Integrity  
• Innovation & Creativity 
• Initiative& Bias for Action 
• Achievement & Drive  
• Realistic Optimism 
• Resilience 
• Stress Management 
• Personal Agility  
• Intentionality  

Relationship Management 
• Building Trust  
• Fostering Bonds 
• Teamwork & Collaboration  
• Communication  
• Interpersonal Effectiveness 
• Powerful Influencing Skills 
• Conflict Management  
• Inspirational Leadership  
• Catalyzing Change  
• Coaching & Mentoring Others 
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Elements of Culture  

Types of Teams  

 

 
 

 

 

 

 

 

 

 

 

 

 

These teams do 
not have much 

oversight as 
members work 
independently 
towards goals.

Self-managing

Team members 
come with 

different areas 
of expertise to 

complete a 
single goal.

Cross-
functional

These teams 
work in a 

general area or 
department to 

support the 
customer 

needs.

Functional

Groups of 
people with 

complementary 
skill sets who 

work on 
projects or 

activities 
towards 

common goals.

What is a Team
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Stages of Team Formation  
 

 

Top 4-Reasons People Hesitate to Work in Partnership 
• Experience 

• Forced Teams 

• Poor Launch 

• Ineffective Leadership 

 

CHAT BOX ACTIVITY: Effective Leadership 
Think about an effective leader you admire or enjoyed working with. 

1. What made them effective?                                

2. Cite 3-leadership qualities. 

3. Reflect on how many qualities are EI related? 
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10-Keys to Effective Partnerships 
 

1. TRUST. Without trust there can be no productive conflict, commitment, or accountability.  Having 
Common Values/Standards is the very foundation of the successful partnership. This does not mean 
that partners are clones of one another, but partners need to agree upon the team’s core values. 
 

2. CHEMISTRY. How do you feel about your fellow partners? Would you still make them partners today?  
When partners have defined expectations and understanding of each other’s strengths, they develop 
a Mutual Respect for each other. Respecting your partner in key areas is indispensable in making a 
partnership work.  Great partnerships have Synergy.  They are more than the sum of the whole. If you 
are a big-picture person, then you want to be partnered with a detailed person. If you are a strategic 
leader, then you want a partner who is a good implementer.   

 
3. CLEAR VISION, GOALS, RESPONSIBILITIES. The best partnerships set goals for each of the partners at 

the beginning of the year. And they don't try to make all the partners do the same things. They look 
to leverage each partner's strengths. 
 

4. CONTROL.  Give control (or authority) with responsibility. If they are held accountable for a task 
without having the means to accomplish it, they’ll fail, and they’ll be terribly frustrated. 
 

5. GREAT TWO-WAY COMMUNICATIONS. The above elements of a good partnership won't make much 
difference if there is not good or open, two-way communication in the organization/project. Partners 
need to communicate frequently and effectively to make a partnership work.  Open communication 
is the backbone of any effective partnership. Each party depends on the other to keep informed; this 
can be achieved by offering regular status reports and/or scheduling a regular touch base. It is better 
to overcommunicate and be transparent than to keep one another in the dark and surprised or 
confused if an issue arises. It is also important to take your commitments seriously if you have 
promised something by a certain day and time, then you must meet that deadline. Transparency and 
Reliability build trust and credibility which further fosters communication between partners. 
 

6. ACCESSIBILITY. Signing a deal is only the beginning, implementation is when the heavy lifting 
starts.  Access to the right team members is the difference between a partnership that yields results 
and one that is just on paper.  Do you understand which people or departments are involved in 
implementing your new partnership.  Have you sat down with those people?  Do you understand their 
pain?  Have you been intentional about helping them resolve their issues?  Understanding how a 
new/existing partnership effects everyone in the organization is critical to adoption and the overall 
success of the agreement for both sides.   So, make sure you discuss accessibility to the people that 
do the work, they are the ones holding all the gold.  
 

7. VULNERABILITY.  Creativity, innovation, and problem solving are birthed from vulnerability.   
Healthy teams foster the perspective that failure isn’t a tragedy and conflict isn’t the end of the world.  
Great leaders welcome dissenting opinions, as long as they are offered in good will and with an eye 
toward a solution. These teams are willing to take great risks and even to fail miserably because 
they’ve gotten over the notion that failure is a personal flaw.  
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8. FLEXIBILITY. It is important to keep your overall goal front and center, but it is also good to 
acknowledge the likelihood of everything going as planned is unlikely. Being prepared and flexible is 
the key to overcoming curve balls in partnerships. Make sure both parties discuss what could go wrong 
and how to handle an unexpected situation. Once these have been addressed your teams should 
develop contingency plans, so you are prepared while also remembering it is okay to pivot strategies 
when needed to reach a mutually successful outcome. 
 

9. MUTUAL BENEFIT.  In a mutually beneficial partnership, each partner takes an active interest in the 
other, while working together to develop shared success. A balanced commitment and investment 
from each party ensure the partnership will drive impact, innovation, and longevity in overall returns. 
Know that if both parties commit to this, you're giving each other a competitive edge. In the end, a 
mutually beneficial partnership can truly add up to more than the sum of its parts if each party stays 
focused on the end goal. 
 

10. MEASURABLE RESULTS. Partnerships can create great outcomes but require commitment and 
resources. Measuring the value of these relationships helps assess the success of the partnership and 
should be included in every agreement. As an example, consider the following metrics when 
evaluation: 

a. Financial KPIs can be used to determine the monetary value of the partnership such as leads 
generated, active deals or completed sales. 

b. Strategic KPIs can be less tangible but are still important when determining partnership 
impacts such as awareness, engagement, customer satisfaction, etc. 

c. In all partnerships, data should be a critical component of what’s agreed upon to help 
measure what matters.  Don’t overcomplicate these, as you can build on them throughout 
the partnership. 

 
 

CHAT BOX ACTIVITY: Prioritize the Top 3 Keys 
If you had to prioritize the Top 3 Keys to Effective Partnerships, what would they be? Why?                         
There is no right or wrong answer. 
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GROUP ACTIVITY: What Get’s in the Way of Partnership? 
As a team, briefly discuss the meaning of your assigned characteristic(s).  Next, identify three (3) actions, 
attitudes, or thoughts/beliefs that can be barriers to actualizing the characteristic and how you would 
solve it.  

 

 

 

TRUST BATTERY 
The Trust Battery is an assessment of your work relationships based upon the level of trust in each 
partner.  This tool provides clarity on work relations and the context to frame any potential conflict.  

• Relationship battery charge begins at 50%. 

– Every time you work with someone at the company, the trust battery between the two 
of you is either charged or discharged, based on things Say-Do ratio (for example). 

– A low trust battery is the core of many personal disputes at work. When the battery is 
drained, things quickly get judged harshly. 

• A trust battery is a summary of all interactions to date.  

– To recharge the battery, proactively work to build trust and a new attitude. 
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CHAT BOX ACTIVITY: Assessing Partnership Trust 
Instructions:  Use a percentage to determine the level of trust your team has with each Stakeholder (not 
an individual).  Assess the overall Trust Battery Charge based upon: 

1. Operate with Integrity, High Standards and Aligned with Stated Values  

2. Team Spirit, Collaboration, and Moral Support  

3. Openness, Acceptance of differences, and Inclusion 

4. Transparency and Consistent Communication 

5. Respect, Treated Fairly and/or Equitably 

6. Authority with Responsibility 

7. High Say-Do Ratio 

 

Next, identify the top 3 areas of strength and what makes it effective.  Then, identify 1 primary area of 
development and how it can be improved. 

 

 

 

 

Strengths 1: 
 
 
 
 
Strength 2: 
 
 
 
 
Strength 3: 
 
 
 
 
Development Area: 
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Understanding Values & Standards 
• Values are deeply held beliefs or principles that guide our decisions and actions.  They clarify 

what is right or fundamentally important. 

• Standards bring values to life through action. 

• Standards are your code of conduct. 

 

GROUP ACTIVITY: Clarifying Team Values 
• Each person independently selects 3-values that are essential to the team culture.   

• Take turns sharing your values with the group.  

• Discuss, negotiate, and build consensus around the Top 3 Values that your group believes 
should guide your decisions and actions as a team? 

 

 

 

 

 

 

 

 

 

 

 

INDIVIDUAL & SMALL GROUP VALUE 
 
 
 
 
 

HOMEWORK:  TOP 5 PARTNERSHIP VALUES 
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Understanding Standards 

 
CASE SCENARIO 

It was quite a blow-up. Laura and Will each accuse the other of violating one of the team’s 
core values – integrity. They each felt they had honored the value and the other person had 
disregarded it.  People sure get mad when they feel someone has trampled on their values! 
Will had promised the client he would send the proposal by the end of the day.  It was 4:45 
pm and he was waiting for Laura to finish the final edits on the graphics. Laura was 
conscientiously checking every detail for accuracy making sure that each segment of the pie 
chart was the exact same size. 
 
At 4:55 pm, Will walked over to Laura’s desk and asked her when she would be ready. She 
said she needed 15 more minutes.  Will told her to forget it – that he was going to use the 
earlier version. He walked back to his desk and sent the proposal at 5:00 pm sharp. 
And that is when the blow-up occurred. 
 
Laura’s view:  Our team values integrity. When I do a job, I do it right. You can count on me to 
make sure that whatever goes to the client looks professional and is accurate.  I am 
embarrassed and angry that Will violated our value of integrity by sending the proposal with 
inaccuracies. 
 
Will’s view:  Our team values integrity. When I make a promise, I keep it.  I promised the client 
I would send that proposal by the end of the day. The graphic was not the highest quality, but 
all the information was accurate, and we demonstrated to our client that they can count on 
us to follow through. Laura’s expectation that I wait for her was out of line because it violated 
our team’s value of integrity. 
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GROUP ACTIVITY: Values & Standards Case Scenario 
Who do you think was right / wrong?  Why?   

   

GROUP ACTIVITY: Creating Standards  
How could Will and Laura of established a standard around Integrity. 

Instructions: Select one value and write 1-3 standards to guide the team’s behavior.  

VALUE STANDARD 
EXAMPLE 

Transparency 
• Check your willingness to face the truth. 
• Be direct, and helpful during 

conversations. 
• Say what you mean; mean what you say. 
• Be willing to have difficult conversations 

within 24-48 hours of incident with the 
other party. 

• Instead of gossiping, encourage others to 
find resolution with the target of the 
conversation.  

• Openly share documentation. 
• Ask for feedback.  

 
EXAMPLE 

Collaboration 
• Include partners and stakeholders in 

decision making. 
• Seek out and utilize the expertise of all 

stakeholders. 
• Seek new ideas and approaches. 
• Equitably share opportunities, resources, 

wins, and losses. 
 

Integrity 
 
 
 
 
 
 
 

INSERT YOUR STANDARDS 
•  
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HOMEWORK 
Instructions: Work with your partners to establish a set of values and standards to guide your 
interactions and work together. 

 

VALUE STANDARD 
 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

 

 

 

NOTES & PERSONAL COMMITMENT 
My biggest take away was… 

 

 

What I will do differently as a leader, partner, and contributing team member? 

 

 

 

 
 
 
 
 
 

 
 
 
 
 
 



 

Partner Meeting Best Practices and Sample Agenda for ORHP Grantees 

Best Practices 

• Strive to have all partner organizations present at all meetings 
• Ensure that each partner organization designates a consistent representative for the duration of 

the grant 
• Establish and maintain a monthly meeting schedule for at least the first 12-18 months of the 

grants 
• If possible, have the first 1-2 meetings be in person to build rapport between partners in person 

with food.  NOTE: Federal funds cannot be used for refreshments BUT partners can rotate 
sponsorship for such from their internal budgets. 

• Always have copies of the work plan available for EVERY meeting. This keeps the meeting 
focused on the work of the grant and avoid mission-creep when seeking other funding sources 
to sustain program services. 

• Open with an ice breaker to create a culture of fun yet engaging work together 
• Opt for Zoom meetings if virtual meetings (with cameras on) are the only option. 
• Have a partner spotlight running agenda item to allow the consortium an opportunity to learn 

more about the full scope of services and resources that partner has to offer 
• As the grant work matures, consider have subcommittees based on goals outlined in the work 

plan   

Sample Agenda 

I. Welcome & Introductions 
II. Ice Breakers (Examples: Partner Bingo (finding common traits and factoids about one 

another), 2 Truths & a Lie, what was dream job/occupation as child?) 
III. RHAP Program Updates (Wins & Brags and Lessons Learned 
IV. Work Plan Progress Update (All members should have a copy; walk through each goal and 

share progress made under each goal) 
V. Brainstorming/Open Discussion: How can we further our work in light of COVID-19 uptick in 

cases? 
VI. Partner Updates  
VII. Review of Action Items (Who does what by when) & Closing 

Other helpful tips 

• Send meeting notes to all partners within a week after meeting 
• If there are specific action items for partners, send it as a task from Microsoft Outlook with a 

deadline and priority  
• Program director schedules quarterly one-on-one calls with each partner to assess engagement 

level, provide safe spaces to express concerns, and feedback about their experience working on 
the consortium 
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• Meeting Design Best Practices
• Tools for Assessing the Health of 

Your Partnership 
• Power Mapping to Identify/New 

Partners
• Small Group Work: Troubleshooting 

Common Partnership Scenarios

Agenda Overview



• Have your first kick-off with 60 days of receiving of NOGA
• Establish a monthly meeting schedule
• Infuse ice breakers to make meetings fun and engaging 
• Encourage partners to keep videos on during 
• Work plan goals should be made available and running agenda items for EVERY meeting 
• Partners rotate notetaking responsibilities  
• Consider having a ‘Partner Spotlight” every other meeting or quarterly 
• Encourage partners to attend monthly TA calls

Meeting Design & Partner Engagement Best Practices



The Wilder Collaboration Factors Inventory (Mattessich, Murray-Close, & Monsey, 2001) is 
an assessment tool that helps provide an idea of how well interagency collaboration is doing 
in areas important to success. It captures a current snapshot of how the collaboration is 
functioning overall by assessing twenty factors that are grouped into the six categories of 
Environment, Member Characteristics, Process and Structure, Communication, Purpose, and 
Resources. The inventory can be used to help identify the possible strengths and 
weaknesses of individual factors in an organization’s collaboration, or can be used to 
provide an overall score of collaborative success. This instrument is designed to be a 
concise and simple diagnostic tool that can assess groups’ collaboration throughout the 
lifespan of a project.

Link for Free Assessment Access: Wilder Collaboration Factors Inventory (CFI) Online - Start here 
(wilderresearch.org)

Partnership Assessment Tools: Wilder Collaboration Factors Inventory

https://wilderresearch.org/tools/cfi-2018/start


Collaboration Multiplier is an interactive 
framework and tool for analyzing collaborative 
efforts across fields. It is designed to guide an 
organization to a better understanding of which 
partners it needs and how to engage them. It is 
also designed for organizations that already work 
together, so they may identify activities to 
achieve a common goal, identify missing sectors 
that can contribute to a solution, delineate 
partner perspectives and contributions, and 
leverage expertise and resources. Using 
Collaboration Multiplier can help lay the 
foundation for shared understanding and 
common ground across all partners.

Partnership Assessment Tools: Collaboration Multiplier Tool



A power map reveals avenues 
of influence available to an 
organization. The method 
allows a group to see how a 
particular target is influenced 
and to see connections between 
these influences.
• Power-mapping can help you 

to identify targets and focus 
your strategy.

Power Mapping for New Partners



Small Group Work: Scenario Team A ~ “Let’s Get Acquainted”

Establishing norms and building trust in a new consortium when 
partners are working together for the first time. The project 
director doesn’t know the history of the partners’ experiences 
with one another, so any territoriality or competition for clients 
would be unknown. 

• Based on what your team has learned today, what tools could the project director use 
to learn more about network partners and begin the team building process?



Small Group Work: Scenario Team ~ “Just Another Meeting”

Maintaining engagement among longtime partners who view 
participation as “just another meeting.” The organizations have 
previously worked together informally on an ad hoc basis, but 
now they are joined as a consortium for this project. 
• What strategies would your team use to motivate partners to 

meet and garner buy-in for future team?



Small Group Work: Scenario C ~ “So…Who’s Gonna Fire the Director?”

A former network grantee that maybe consisted of 5 or 6 organizations that made up the network. 
One organization was the fiscal agent, and their organization employed any staff that executed the 
work for the network’s FORHP grant. The network director had become ineffective and needed to 
be removed. Other members of the network felt that this should be the case, but they didn’t know 
how to broach the subject or if it was appropriate for the network to discuss it since the employee 
in question was technically only employed by the fiscal agent organization. Add into the mix that 
the network member who was from the fiscal agent had a very strong personality that some didn’t 
want to “go up against” and essentially, they had this person on board longer than they should have 
and he was likely removed later than he should have been. 

 How do you have those tough conversations and negotiate issues for the network even when 
dealing with very strong personalities?



Small Group Work: Scenario D ~ “Turfism Rules”

You are the project director of a network that is comprised of a hospital, 3 FQHCs and a community 
development council. One of the FQHCs serves as lead organization and the fiscal agent for the 
FORHP grant. The members are willing to “play nice” during site visits from FORHP project officer 
and the GHPC TA providers. However, locally the partners refuse to meet  but will submit monthly 
reports. Upon further investigation, the GHPC TA provider learns that the lead organization opened 
up a satellite clinic in one of partners’ territory- though promises were made not to previously. With 
this breach of trust,  not only is the disgruntled FQHC partner disengaged, but the other partners 
are also reluctant to engage now that this has occurred. The network has recently been awarded 
another grant and the partners refuse to develop work plan. The network director is at a loss at to 
what to do.

• How would your team attempt to develop a strategy to rebuild trust with partners?

• If the partners decided to end participation,  what would be a good course of action to preserve 
the network’s grant project



Small Group Work: Scenario E ~ “Stop Dumping Patients in my ER!!”

This is a mature network that has been working together for 5+ plus years.  The network is 
comprised of 2 hospitasl, a regional FQHC provider, a free clinic,  and the county behavioral health 
provider. The focus of their outreach planning grant is to provide primary care homes for uninsured 
patients.  Some of this primary care homes will be located in hospital-owned practices. However, 
the hospital CEO is becoming more and more vocal about self-pay patients being directed to her ER 
for care when they can be provided care for with RHC partner less expensively.  During a meeting, 
the hospital CEO declared that they would not participate any longer if patients continued to be 
referred to their ER and if the other partners did not start pulling their weight for care for self-pay 
patients.

• How would your team attempt to develop a  solution to growing dissention amongst partners?

• Based on what you learned today, what tools would you use to resolve this conflict?



Small Group Work: Scenario F ~ “Show Me the Money!”

This is an emerging network that has been working together for 2+ plus years.  The network is 
comprised of 1 hospitals, a regional FQHC provider, a free clinic,  a school district and the county 
behavioral health provider.  The hospital has earned an reputation for collaborating only when they 
see a direct financial benefit for their system. At this time, the network work like to co-locate 
behavioral health services in a hospital-owned clinic building next to a middle school. However, the 
hospital CEO is has been reluctant to provide the space because they want to use grant funds to 
have the building leased. The network director and the other partners want to devote grant dollars 
to covering clinician salaries to serve vulnerable children and their families

• How would your team attempt to develop a solution that would both appease the CEO and 
meet grant objectives?

• Based on what you learned today, what tools would you use to resolve this conflict?



Q&A



Takeaways

• Click on Google Jamboard Link
• Complete at least 1-3 sticky notes of tools you would like to 

use after this training
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Thank you for joining!

• Hang on a second to complete the evaluation. Link is in the chat.
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Develop High Performing Teams Series



My Philosophy 

My Intention 

Life is a game. To win, you must learn how to enjoy every

second of every experience in the face ever-changing circumstances

and relationships. Work is one of the playgrounds upon which

you hone your skills and become a Self-Master.

I help ambitious and influential leaders develop the character, 

courage, and EI competencies to build and lead principle-centered, 

high-performing workplace teams.



• I AM…

• What I bring to this team is…

• My biggest opportunity to grow when working in
teams/partnerships is…



SELF

• Understanding your own emotions (self-awareness)

• Being able to manage your emotions (self-regulation) 

• Utilizing them to achieve your goals (self-motivation)

OTHERS

• Understand the emotions and feelings of others (empathy) 

• Ability to foster healthy relationships (social skills)

• Influence and lead others (leadership) 



Personal Competence Social Competence

Awareness

Self-Awareness

• Emotional Awareness

• Accurate Self-Assessment

• Personal Power

Other Awareness

• Empathy

• Situational/Organizational 

Awareness

• Service Orientation

Management

Self-Management

• Behavioral Choice

• Integrity 

• Innovation & Creativity

• Initiative& Bias for Action

• Achievement & Drive 

• Realistic Optimism

• Resilience

• Stress Management

• Personal Agility 

• Intentionality 

Relationship Management

• Building Trust 

• Fostering Bonds

• Teamwork & Collaboration 

• Communication 

• Interpersonal Effectiveness

• Powerful Influencing Skills

• Conflict Management 

• Inspirational Leadership 

• Catalyzing Change 

• Coaching & Mentoring Others



SE-IQ STATS



•

•

•







Culture Is Usually Unnoticed, 
Unspoken, and Unexamined

Culture Determines How People 
Respond to Vision and Leadership

Culture Is Hard to Change, but …
Change Results in Multiplied Benefit

Culture Most Often Surfaces and Is 
Addressed in Negative Experiences

The Impact of Culture



These teams do 
not have much 

oversight as 
members work 
independently 
towards goals.

Self-managing

Team members 
come with 

different areas 
of expertise to 

complete a 
single goal.

Cross-
functional

These teams 
work in a 

general area or 
department to 

support the 
customer 

needs.

Functional

Groups of 
people with 

complementary 
skill sets who 

work on 
projects or 

activities 
towards 

common goals.

What is a Team

Business is a team sport.

Greg Brenneman





• They have commitment

• Believe in the cause

• They see the big picture

• Address but don’t belabor minor conflicts

• They are resilient

• Face adversity and overcome obstacles



• Past Experience

• Forced Teams

• Poor Launch

• Ineffective Leadership



•

•

•



•

•



1. Trust 

2. Chemistry

3. Clear Vision, Goals, Responsibilities

4. Control

5. Great two-way communications



6.   Accessibility

7.   Flexibility

8. Vulnerability

9. Mutual Benefit

10.Measurable Results



•



1. Trust 

2. Chemistry

3. Clear Vision, Goals, Responsibilities

4. Control 

5. Great two-way communications

As a team, briefly discuss the meaning of your assigned characteristic(s).  Next, identify three (3) 
actions, attitudes, or thoughts/beliefs that can be barriers to actualizing the characteristic in a 
partnership.   

6.  Accessibility

7. Flexibility

8. Vulnerability 

9. Mutual Benefit

10.Measurable Results



• Relationships
• No trust
• Competition is out of control
• Cliques develop
• Conflict 
• Micro-management

• Roles
• Undefined
• People are not sure of responsibilities
• No accountability and consequences

• Goals
• Unclear intent (win-lose/lose-win)

• Easy to misunderstand
• Team has no input
• Not clearly communicated

• Communication
• Meetings are irregular
• The communication only comes from leadership
• Members do not communicate

Teams/Partnership fall a part because…



•

•

•



People with this competence

• Share information, including about themselves (appropriate self-disclosure)

• Are willing to be influenced; are able to change their mind as a result of talking with 
others

• Treat people fairly, consistently and with respect

• Genuinely care about others

• Maintain high standards of personal integrity

• Behave in accordance with their expressed beliefs, values and commitments

• Deliver on their promises and commitments

Being trustworthy and ethical when working and relating to others; ability to 
establish a bond of trust with others



People lacking this competence

• Are unable to establish open, candid, trusting relationships

• Have developed a reputation for lacking integrity

• Make promises they are not able or do not intend to keep

• Behave erratically and treat people poorly

• Undermine others for their own gain

Being trustworthy and ethical when working and relating to others; ability to 
establish a bond of trust with others



• TRUST BATTERY 

– Assesses work relationships based upon the level of trust of each partner.

– A summary of all interactions to date. 

– Provides clarity on work relations and the context to frame any potential conflict.

• Relationship battery charge begins at 50%.

– Charged or discharged, based on the Say-Do ratio.

– A low trust battery is the core of many personal disputes at work.

– When the battery is drained, things quickly get judged harshly.

– To recharge the battery, proactively work to build trust and a new attitude.



Use a percentage to depict the overall level of trust 
your team has with each stakeholder (not an 
individual) based on…

1. Operate with Integrity, High Standards and 
Aligned with Stated Values 

2. Team Spirit, Collaboration, and Moral Support 
3. Openness, Acceptance of differences, and 

Inclusion
4. Transparency and Consistent Communication
5. Respect, Treated Fairly and/or Equitably
6. Authority with Responsibility
7. High Say-Do Ratio 

• Identify the top 3 strength.

• Identify #1 area of development and how 
it can be improved.



• Values are deeply held beliefs or principles that guide our 
decisions and actions.  They clarify what is right or 
fundamentally important.

• Standards bring values to life through action.

• Standards are your code of conduct.



• Each person independently selects 3-values that are essential 
to the team/partnership culture.  

• Take turns sharing your values with the group. 

• Discuss, negotiate and build consensus around the Top 5 
Values that your group believes should guide your decisions 
and actions as a team?

What values support the partnership?  
What values do you want to guide the team’s decisions and actions. 



• It was quite a blow-up. Laura and Will each accused the other of violating one of the team’s core values –
integrity. They each felt they had honored the value and the other person had disregarded it. People sure get 
mad when they feel someone has trampled on their values!

• Will had promised the client he would send the proposal by the end of the day. It was 4:45 pm and he was 
waiting for Laura to finish the final edits on the graphics. Laura was conscientiously checking every detail for 
accuracy making sure that each segment of the pie chart was the exact same size.

• At 4:55 pm, Will walked over to Laura’s desk and asked her when she’d be ready. She said she needed 15 
more minutes. Will told her to forget it – that he was going to use the earlier version. He walked back to his 
desk and sent the proposal at 5:00 pm sharp.

• And that’s when the blow-up occurred.

• Laura’s view: Our team values integrity. When I do a job, I do it right. You can count on me to make sure that 
whatever goes to the client looks professional and is accurate. I’m embarrassed and angry that Will violated 
our value of integrity by sending the proposal with inaccuracies.

• Will’s view: Our team values integrity. When I make a promise, I keep it. I promised the client I would send 
that proposal by the end of the day. The graphic was not the highest quality, but all the information was 
accurate and we demonstrated to our client that they can count on us to follow through. Laura’s expectation 
that I wait for her was out of line because it violated our team’s value of integrity.



5-Tips for Living Your Values

1. Don’t assume that any values are simply “understood.”

2. The meaning of the words is more important than the words 
themselves.

3. Translate the values into observable behaviors.

4. Think about how to model and integrate the values into your daily 
processes and practices.

5. Don’t ignore a values breach.



From Values to Standards

Values

• Transparency

Standards

• Be open, honest, and forthcoming.

• Seek and face the truth.

• Say what you mean; mean what 
you say.

• Be willing to have difficult 
conversations.

• Collaboration

• Include partners and stakeholders in 
decision making.

• Utilize the expertise of all 
stakeholders.

• Seek new ideas and approaches.

• Equitably share opportunities, 
resources, wins, and losses.



• Select one value to focus upon.

• Clarify the meaning of the value.

• Create 1-4 standards.



LEADERSHIP TRAINING

1. Emotional Intelligence for Leaders

2. Situational Leadership 

3. Having Difficult Conversations

4. Dealing with Difficult People 

TEAM BUILDING TRAINING

1. Team Connection and Communication

2. Intergenerational Relationships

3. Managing Pressure and Maintaining Balance



What is your 

BIG TAKE AWAY?



Company Address

Phone Number

Email  Address

IAMTRACEYKNIGHT

https://www.linkedin.com/in/iamtraceyknight/
https://www.facebook.com/IAMTraceyKnight/


Project Directors’ Orientation Training 
Video & Mini-Course Tutorial Links 

 
Network Health Scorecard: 
https://share.vidyard.com/watch/yXUHgsjtejYNEFpvXBTqma? 
 
Power-Mapping Quick Course: 
2018.06.26-Power-Mapping-for-Effective-Collaboration.pdf (ruralhealthlink.org) 
 
Other Helpful Quick Courses (Sustainability Framework, Strategic Mindset, Leadership 
Team Development, Strategic Planning, Conducting a Needs Assessment, Evaluation 
Learning Series): Online Learning – Community Health Systems Development Team 
(ruralhealthlink.org) 
 

https://share.vidyard.com/watch/yXUHgsjtejYNEFpvXBTqma
https://ruralhealthlink.org/wp-content/uploads/2019/10/2018.06.26-Power-Mapping-for-Effective-Collaboration.pdf
https://ruralhealthlink.org/e-learning/
https://ruralhealthlink.org/e-learning/
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