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Objectives 
of  Today’s 
Webinar 

 Explore conditions which increase the likelihood 
of cross-boundary collaboration success. – 
identify those that get in the way 

 Understand the role ‘shared facts’ or data play in 
gaining alignment toward a common goal. 

 Learn to use those facts appropriately to gain 
alignment 

 The role of an ‘adjust’ conversation in learning 
and staying on track 
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Imagine a Different Approach – Multiple Players 

Working Together to Solve Complex Issues 

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

• Cross-sector alignment with government, nonprofit, philanthropic 

and corporate sectors as partners 

• Organizations actively coordinating their action and sharing lessons 

learned 

 

Isolated Impact Collective Impact 

Collective Impact: Overview 
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Conversations 
produce value 
and waste 

VALUE: Something the families and 
funders are willing to support that 
community partners are willing and 
able to provide. 

WASTE: Any use of time and other 
resources that does not lead to value. 
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Creating 
conversational 
value 

What distinguishes value is not data, but the rate 
at which we do new and valuable things with that 
data. 

We aim to increase the rate of valuable outcomes 
by improving the timing and quality of 
conversations based on shared data. 
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The 
Intersection 
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Without 
shared 
facts, it’s 
just who 
talks the 
loudest 

Population data: 

# of children ages 0‐6 

# of at risk children ages 0‐6 

# of children of color 

# of children in DHS caseload 

# of open child welfare cases 

# of children on TANF, SNAP 
and Oregon Health Plan 

 

Online Community Data Maps 
coming  

August 12 to Early Learning 
System website 

Service data: 

# of early learning slots 

in their proposed 

service area (childcare 

slots and head start 

slots) 

# of children served by 

respite care/relief 

nurseries. 

 
7 



© Conversant 2013 

Shared 
facts – 
qualitative 
data to 
consider 

What do we believe about the following? 

 

CONTEXTUAL DATA 

 Relevant state policies, priorities and goals 

 Community responses to asset mapping 
questions 

 Child and family feedback on services in the 
community 

 

PARTNER DATA 

 Existing constraints to making commitments 

 Prior experience, learning, & insights 
 

8 



© Conversant 2013 

Leaders, 
when they 
are 
effective, 
create 
Cycles of 
Value 
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Cycle of 
Value 

Align: Connect to senior purpose as a source for 
creative ideas and commit resources to action. 

 

Act: Engage those who must deliver on 
commitments, clarify accountabilities, and deliver 
results. 

 

Adjust: Learn from successes and failures and 
make agile, valuable improvements. 
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Align 
conversations 

Create shared purpose, stimulate creativity, and 
ensure smart resource decisions. 

1. Intersect (relationship): Identifying key participants 
and the senior purpose. . . Why are we here?  What 
is our reason for working together? 

2. Invent (creativity): Inventing a surplus of ideas to 
fulfill the senior purpose . . . What’s possible? What 
choices do we have? 

3. Invest (deciding & planning): Confronting feasibility 
and committing resources. . . What will we do? 
What do we choose to not do as a result? 
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Act 
conversations 

Clarify accountabilities and launch action. 

4. Engage (buy-in): Connecting the thinking behind 
the investment decision to the best interests of 
the people you want to execute the decision. . . 
What’s at stake for us all? 

5. Clarify (expectations): Clarifying precise 
expectations to fulfill the senior purpose. . . 
What is needed from each partner? 

6. Close (promises): Committing to achieve the 
accountability and launching action. . .            
What can we count on each other for? 
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Adjust 
conversations 

Review performance and translate experience into 
improvement. 

7. Review (review performance): Reviewing 
performance data to date . . . Where are we being 
successful; where not? 

8. Renew (update plans): Applying important 
lessons to improve performance . . . What do we 
need to do differently going forward? 
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Shared 
outcome 
data – 
what 
difference 
are we 
making for 
children? 

Outcome data collection and reporting to be 
designed and supported by Early Learning 

Division 
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Outcome data - tracking 
children who are: 

• Ready to learn 

• In high quality learning 
environments 

• Receiving developmental 
screenings 

• Connected to a primary care 
doctor 

• In foster care 

• At risk 
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Cycle of 
Value 
Summary 

 

Align Deeply 

Act Quickly 

Adjust Often 
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Ascending 
Cycle of 
Value 
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Developing 
conversational 
timing 

Please think about your own 
experience in your 
community and assess: 

 Which of the 8 
conversations is the most 
reliable? Please write that 
down. 

 Which of the conversations 
is least reliable? Please 
write that down. 
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Cycle of 
Value 
Diagnostic 
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Leaders, 
when they 
are 
ineffective, 
create 
Cycles of 
Waste 
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Cycle of 
Waste 

Disagree: “You are wrong!”  

Negate the other before communicating 
differences. 

Defend: “No, you’re wrong!”  

Protect current positions and avoid 
learning from differences. 

Destroy: “I must prevail!”  

Damage relationships and weaken the 
chance for coordinated success. 
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Descending 
Cycle of 
Waste 
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Seven 
signs of 
waste in a 
system 

1. Silo vs. system view 
 Lack of shared purpose, turf protection 

2. Chronic, unresolved complaints 

3. Poor execution of cross-boundary 
commitments 
 Confusing agreement with alignment 

4. Covert communication 
 Gossip, suppression, dishonesty, and secrecy 

5. Impotent explanations 
 Explanation of a problem that does not help 

solve it 

6. Addiction to indecision 
 Slow decisions, second-guessing, and frequent 

escalation 

7. Valuing opinion and habit over facts and 
innovation 
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Determining 
value begins 
with 
differences 

 It is our differences that can make us smarter 
together than separately. 

 When we learn from differences we cause 
creativity, innovation, and progress. 

 

“If everybody’s thinking what I’m  

thinking, then nobody’s thinking.” 

—Gen. George Patton 

 

Difference must be mined as a source of value 
rather than allowed to become a source of 

waste. 
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Value is 
built or 
destroyed 
based on 
how we 
deal with 
differences 

Difference 

Mood & 

Listening 

Value is 
built or 
destroyed 
based on 
how we 
deal with 
differences 
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Reflection 
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Opportunities 
for aligned 
action begin 
at the 
intersection 

View = Purposes, Concerns, & Circumstances 
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Axioms  
of the 
Intersection 

1. All humans have purposes (for), concerns 
(against), and circumstances (facts). 

2. When people perceive you are unaware of 
or opposed to their purposes, concerns, 
and circumstances they resist, producing 
waste. 

3. When people perceive you are aware of 
and sensitive to their purposes, concerns, 
and circumstances they communicate and 
collaborate, producing value. 
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Finding 
strong 
Intersections 
begins with 
listening “Change happens by listening and then 

starting a dialogue with the people who 
are doing something you don’t believe is 
right.” 

—Dr. Jane Goodall 
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Conversation 
Prep Chart 

Conversation 
Prep Chart  
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The 
Conversation 
Meter 
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Pretense 

Listening Focus:  

Avoid difficulty 

 

    A direct conflict between 
what you say in one 
situation and what you say 
in another (lying, 
withholding information). 

 Pretense  
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Pretense 
at work 
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Sincerity 

Listening Focus: 

Express and defend my  

sincere opinion 

    An honest report of my point 
of view; includes the 
thoughtless certainty that 
my view is right. 

Sincerity  
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Sincerity–
Feelings 
may be 
honest and 
inaccurate 

© 2006 Sidney Harris from cartoonbank.com.  All Rights Reserved  
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Accuracy 

Focus: 

Reveal facts and compare 
explanations for value 

   Separating mutually 
observable facts from 
explanation of those 
facts. Includes the 
recognition that my 
perceptions are not 
reality. 

Accuracy  
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Shift to 
Accuracy: 
Separate 
facts from 
explanations 

Facts Explanations 

 
 
 

Mutually 
observable,  

acceptable data 

 
 
 

Interpretations,  
deductions or stories 
that account for the 

facts 
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Authentici
ty 

Listening Focus: 

Clarify essential purpose and reveal 
intersections for action 

    Genuine 
appreciation of 
various views and 
factors, researching 
where they intersect 
for new insight and 
opportunity. 

 Authenticity  
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Three  
kinds of 
Intersections 
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The Performance Story 

The 
Performance 

Story 
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Conversation 
Prep Chart 

Conversation 
Prep Chart  
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Reflection 
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