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Introduction

“Whoever controls information, whoever controls meaning, acquires power.” —Laura Esquivel’

In January 2025, Bellwether launched an initiative to explore strong practices in Systemic Impact (how an organization
shifts mindsets, relationships, and power to in turn shift policies, practices, and resource flows to create conditions for
systems-level adoption of an organization’s program model). This is the sixth in a series of publications exploring how
nonprofit organizations, including those in the education sector, can effectively design and execute Systemic Impact
strategies to achieve their ambitions. Learn more by reading Bellwether’s Systemic Impact series:

. The Only Path to Scale, Success, and Sustainability
. Systems, Markets, and Infrastructure

. Mapping Authority in Postsecondary Systems

A W N -

. Introduction to Designing Effective Strategies

(&)

. Designing and Executing Effective Campaigns
6. Using Measurement to Manage, Maximize, and Demonstrate the Value of Campaigns

7. The Importance of Implementation

This initiative builds on Bellwether's Pragmatic Playbook, published in June 2022, which explores how organizations

can employ three strategies to maximize their overall impact and their ability to effectively compete in the education
sector.?

DIRECT How an organization provides programming
IMPACT directly to its target beneficiaries.

WIDESPREAD How an organization builds the capacity of partners
IMPACT to implement elements of its program model.

How an organization shifts mindsets, relationships, and power to in turn shift
policies, practices, and resource flows to create conditions for systems-level

SYSTEMIC
IMPACT

adoption of an organization's program model.

A Note on Language: Although the sector uses the terms “Systemic Impact” and “Systems Change” interchangeably, this report
anchors on “Systemic Impact” (except in direct quotes). At times, the most important Systemic Impact work is not to create

a change but rather to preserve the status quo or “play defense” to preserve existing progress — to resist change that is in
opposition to an organization'’s agenda.
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Over the past three-plus years, dozens of organizations across the country have adopted this framework for
strategic decision-making and have used its key principles to communicate priorities in a clear, compelling external
pitchbook to attract clients, partners, funders, and allies, and as an internal playbook to build alignment within their
organizations. One of the biggest areas of need organizations frequently cite is access to more guidance and
resources on how to build their ability to pursue Systemic Impact, including making the case internally and
externally to other stakeholders such as funders.

This publication focuses on the importance of using measurement in designing and executing a Systemic Impact
campaign to manage, maximize, and demonstrate impact (Figure 1).

FIGURE 1: DESIGN ELEMENTS OF A SYSTEMIC IMPACT CAMPAIGN

1. Future-state vision of a high-functioning system.

2. Barriers/conditions preventing this vision from being achieved.

3. Campaigns that advance a specific agenda that addresses a barrier/condition.

Steps in Campaign Design and Execution

A. Establish campaign agenda and identify relevant system(s) and authority(ies).

B. Identify actions that will build and deploy power to influence authority. Use
measurement
to manage,

C. Develop work plan and resource requirements; pressure-test plan. .,
maximize, and

Go, No Go, or Go Back to Design demonstrate

D. Execute campaign and be adaptive. impact.

E. Learn, share, and determine next steps.

Focus of this publication
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The Importance (and Challenges) of Being

Measurement-Driven

Being measurement- or data-driven in any initiative, including within a Systemic Impact campaign, better

equips an organization to:

e Plan, set priorities, and properly allocate resources to meet those priorities.

e Create a social contract within an organization and with external stakeholders. Clarity on performance
expectations can also provide emotional safety for staff, who can operate with a shared understanding of

what success looks like rather than operating in ambiguity.

e Manage execution while being nimble and responsive to both opportunities and challenges as they arise.

e Shift mindsets, and ultimately actions, by others.

e Demonstrate impact to attract and retain partners, allies, and funders.

e Learn about what does and does not work in order to continuously improve.

For organizations to be truly measurement-driven, they must be good at all four steps of the measurement

cycle (Figure 2).

FIGURE 2: MEASUREMENT-DRIVEN DECISION-MAKING STEPS

1. Data, Targets, and Dashboards

e Use the right data and agree on a

method for collecting it.

The “"What"”
¢ Present data in the right format of Data

for ease of understanding and
for running sensitivities and
scenarios.

“So What"
of Analysis

Culture That
Prioritizes Being
Data-Driven and

e Establish the right timing and
frequency for data collection

and reporting. Transparent

The “What
. Happens” in The
4. Work Planning Action “Now What"
e Convert decisions into of Decisions
work plans.

e Create conditions and
expectations to ensure
successful execution and
follow-through.
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2. Analysis

Bring together the right team
to analyze the data.

Identify connections within
and across the data to
determine the “root cause”
of performance (or develop a
strong hypothesis to test).

Decision-Making

Establish a clear process for
making decisions.

Develop a set of options.
Decide which option(s) to act on.

Communicate decisions.

Bellwether.org
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Having the right measures at the right time and in the
right format — and the ability to move through this
cycle — enables organizations to execute a Systemic
Impact campaign with agility and respond to changing
conditions, progress, and setbacks as it unfolds.

This publication is focused on the first critical step
— the “what"” of data that organizations engaged in
Systemic Impact campaigns should measure.

However, gathering the “what” to employ in the
next steps of the cycle often is easier said than done;
measurement presents many challenges.

e Many organizations lack a common language
around measurement: Without a common
language, organizations (and even systems) cannot
communicate and effectively collaborate in using
measurement (Sidebar 1).

* People can disagree about measurement:
There can be strong disagreement about what to
measure. There can also be strong disagreement
about how to measure.

e Capturing measures is not easy: Measurement is
not costless and can require financial and political
capital and change management to ensure internal

staff and external partners are making the necessary

commitments so that key data is available and
accurate.

e Attribution is not easy: Taking credit for outcomes
can be challenging for some program models with
a narrow focus (such as professional development),
operating within a complex system (a school
district), and/or involving many organizations
working together or in parallel.

® The results captured by measurement have
consequences: Data is rational; systems are
political. Measuring and reporting data can win

friends and make enemies. Measuring and reporting

data is an act of accountability — it is often high
stakes.

6 Systemic Impact: Using Measurement to Manage,
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SIDEBAR 1

Measurement Key Terms

There is no shortage of jargon on the topic of measurement.
This publication uses the following definitions:

Inputs: The resources (expressed together as costs)

to execute a program or action — staffing, content
development, event execution, systems and tools, facilities,
and/or overhead/administrative.

Program Design: The specific elements of a program

(e.g., dosage, format, location) that are intended to deliver
a set of desired outputs and outcomes. Program design
both informs and is informed by the availability of inputs.
The intended program design may not be what actually gets
executed — being able to measure and nimbly respond to
that difference is critical to program management. In the
case of a Systemic Impact campaign, program design can
be broken down by a set of specific campaign actions. Some
organizations also articulate this in a theory of action.

Outputs: Measures of (a) deliverables completed,
(b) reach of a program, and/or (c) participation in a
program/engagement with deliverables.

Outcomes: Measurable changes that create the intended
value or demonstrate progress toward that intended value.
Outcome measures can include:

e Satisfaction/perception of value.

e Attainment of knowledge/skills.

e Shift in attitudes/beliefs about self or others.

e Actions that are taken, which can include actions
taken by systems as a consequence of Systemic Impact
campaigns.

e Changes in performance for the beneficiaries a
strategy is meant to serve. In education, this can
be measures of value from birth through working
adulthood and can be measures of both achievement
(GPA, proficiency/mastery, earnings) and attainment
(high school graduation, pursuing and completing a
postsecondary pathway).

Infrastructure: In Systemic Impact strategies, there is an
additional hybrid measure — a combination of outputs and
outcomes — that quantifies the level of community-driven
power an organization has. This measure is determined

by tracking the number of individuals in different roles,
each of whom is contributing in distinct ways to exercising
that power. (Read the fifth publication’s Sidebar 2 in this
Systemic Impact series for more details.)

Bellwether.org
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* Measurement is itself an act of power: Without
understanding a community’s definition of success

and how it is measured, there is a risk that those

pursuing Systemic Impact may impose their own

definition. Measurement has also at times been

weaponized against communities.

e Measurement is also ultimately about people:

In education, data points represent the hopes of

students who want the opportunity to pursue their

dreams, and the fear that these opportunities will

be denied.

Measurement plays a critical role at each step of

designing and executing a Systemic Impact campaign

(Figure 3).

FIGURE 3: ROLE OF MEASUREMENT AT EACH STEP IN A SYSTEMIC IMPACT CAMPAIGN

A. Establish campaign
agenda and identify

relevant system(s)
and authority(ies).

B. Identify actions
that will build and
deploy power to
influence authority.

Go, No Go, or
Go Back to Design

C. Develop work
plan and resource
requirements;

pressure-test plan.

D. Execute
campaign and
be adaptive.

E. Learn, share,
and determine
next steps.

e What value is a
campaign seeking to
create?

— What is the problem
or opportunity a
campaign is seeking
to address?

- What is the
quantified value
of successfully
addressing this
problem or
opportunity?

® Leveraging
measurement to map
out power — where
does an organization
have power and where
does power need to
be strengthened to
achieve a campaign
agenda?

e Leveraging
measurement to
determine the level
of effort required
in each action that
has been identified
as necessary in a
campaign to build
power.

7 Systemic Impact: Using Measurement to Manage,
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¢ Quantifying the cost
of resources (inputs)
required to execute
the identified set of
actions at the quantity
and quality estimated
to be required to
execute a successful
campaign.

¢ Gut-checking overall
resources required,
and whether they
are available or can
be secured, before
committing to a
campaign.

Managing execution
of actions in a
campaign — what

is on track, what

is off track? Are
actions having a
positive impact on
building the power
necessary to achieve
a campaign agenda?
If not, what needs to
change?

Did the campaign
achieve its
immediate agenda
of a change or a
preservation of a
status quo?

What can measurement
reveal about what
worked and did not work
(or work sufficiently) in a
campaign'’s execution?

What power was
developed that can be
leveraged in the future?

What needs to be
measured to continue
to monitor progress and
success — and may point
to a next campaign?

Did campaign success
create the intended
value identified at the
beginning? How does an
organization communicate
that value creation?

Bellwether.org
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Measurement in Steps A and E. Establish a
Campaign Agenda and Share Results

Measurement is an important part of the first and last steps in a Systemic Impact campaign (Steps A and E). By
answering a set of questions at each stage, an organization or coalition can better define its agenda and capture
lessons learned for ongoing measurement, results tracking, and refinement (Figure 4).

FIGURE 4: MEASUREMENT IN A SYSTEMIC IMPACT CAMPAIGN, STEPS A AND E

Go, No Go, or
Go Back to Design

A. Establish campaign
agenda and identify

E. Learn, share,
and determine
next steps.

relevant system(s)
and authority(ies).

What value is a ® Leveraging ¢ Quantifying the cost * Managing execution e What can measurement

campaign seeking to
create?

— What is the problem

or opportunity a
campaign is seeking
to address?

What is the
quantified value
of successfully
addressing this
problem or
opportunity?

measurement to map
out power — where
does an organization
have power and where
does power need to
be strengthened to
achieve a campaign
agenda?

Leveraging
measurement to
determine the level
of effort required
in each action that
has been identified
as necessary in a
campaign to build
power.

of resources (inputs)
required to execute
the identified set of
actions at the quantity
and quality estimated
to be required to
execute a successful
campaign.

Gut-checking overall
resources required,
and whether they
are available or can
be secured, before
committing to a
campaign.

of actions in a
campaign — what

is on track, what

is off track? Are
actions having a
positive impact on
building the power
necessary to achieve
a campaign agenda?
If not, what needs to
change?

Did the campaign
achieve its
immediate agenda
of a change or a
preservation of a
status quo?

reveal about what

worked and did not work

(or work sufficiently) in a
campaign’s execution?

What power was
developed that can be
leveraged in the future?

What needs to be
measured to continue

to monitor progress and
success — and may point

to a next campaign?
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Y

Did campaign success
create the intended

value identified at the
beginning? How does an

organization communicate

that value creation?

Bellwether.org



https://bellwether.org/

In designing a Systemic Impact campaign, and in
attracting allies (including funders), organizations
should clearly define and quantify the intended
impact and value (Sidebar 2). This includes asking the
following questions:

e How many individuals are impacted because of the
presence or absence of the issue to be addressed?
What are the attributes of these individuals
(e.g., their location, demographics, educational
attainment level, and economic status)?

e What are the specific measures of impact a
campaign intends to achieve? What are these
individuals not able to achieve but could if a
campaign were successful, in both the short term
and the long term?

e What is the performance of these individuals
relative to other populations who are operating
in different conditions (i.e., without the presence or
absence of the issue being addressed), to illustrate
the disparity/inequity?

e What is the impact of their performance on
others (e.g., student success that drives value
for institutions of higher education via impact or
revenue) or value to society (e.g., cost avoidance,
tax revenue, civic engagement)?

e What is the impact of inaction? Will the problem
persist? Will it get worse?

It is important for organizations to keep in mind
that some Systemic Impact campaigns are about
preserving the status quo — so defending the
presence of something that currently exists or the
absence of something that an organization seeks to
prevent (like a funding cut, or a new restriction) is itself
a measurable success.

9 Systemic Impact: Using Measurement to Manage, Bellwether.org
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SIDEBAR 2

Building an Effective Agenda and Measurement System for a Postsecondary Systemic Impact Campaign

Note: This offers an example of how an organization may quantify the intended impact and value of a campaign. All figures are
hypothetical and illustrative except where research citations are provided.

A postsecondary advising organization wants to secure permanent institutional funding through legislation to integrate coaching
into an institution of higher education’s (IHE's) advising system, ensuring all first-generation students and students from low-income
households receive evidence-based persistence coaching.

Magnitude of the Problem: Roughly 10,000 students enroll at the IHE each year, 4,800 of whom are first generation and/or from
low-income households. In the absence of an evidence-based persistence coaching model, approximately 1,920 of these students
will drop out before their second year (60% persistence rate).

Quantitative Impact of This Problem:

¢ To Individuals: Bachelor's degree graduates earn roughly $900,000 more than nongraduates with some college over a
lifetime,® meaning that the loss of about 1,920 graduates a year also results in more than $1.7 billion in potential loss in lifetime
earnings.

e To Society: Using data from a 2012 study at Northeastern University’s Center for Labor Market Studies, the cost to society
is $875 million in lost income from tax revenue and an increase in the use of social services and other government spending
from losing these 1,920 students.* Note: This does not include the nonfinancial value (e.g., better health, stronger civic
engagement, lower incarceration rates associated with college completion).

¢ To This IHE: 1,920 students multiplied by $30,000 net tuition revenue per student over three years equals $58 million in
lost tuition.

Potential Solution and Magnitude of Impact: Shifting policy (at the IHE level or through state or federal funding) to invest in
first-year student persistence coaching would cost an estimated $2 million per year. The postsecondary persistence advising
organization has evidence that its model of persistence coaching reduces dropout rates by 12% between the first and second years
of college (1,920 down to 1,440 dropping out after their first year), and this persistence into the second year of college is highly
predictive of college completion.

¢ To Individuals: Reducing the number of dropouts by 230 students leads to a net positive impact of lifetime earnings of
$207 million.

¢ To Society: Keeping an additional 230 students in college leads to a net positive impact of $105 million.

¢ To This IHE: An increase of $30,000 in net tuition over three years multiplied by 230 students who now successfully persist,
for a total of approximately $7 million in additional revenue over three years from this intervention. The financial return on
investment (ROI) to the college in that year ($14.4 million in revenue divided by the one-year spending of $2 million), is
3.4 times the initial investment without considering other positive contributions, including strengthening its brand and
recruitment with an improved graduation rate and the potential for alumni giving.

These different measures will appeal to different audiences and for different purposes in a Systemic Impact campaign. The
postsecondary persistence advising organization should be strategic in where it emphasizes certain measures, including ROI. For
instance, it may emphasize the value to individuals when communicating to students in an effort to bring them on board as partners
to advocate for funding. It will likely be most successful in convincing the IHE to support the campaign if it centers messages
around the financial ROI to the IHE and the value to the students being served. When aiming to influence state legislators, it should
promote the social financial ROl (and nonfinancial value). By considering relevant stakeholders and the measures of value most
likely to resonate with each up front, the postsecondary persistence advising organization can enter any situation prepared to bring

a compelling quantifiable case for its agenda.

10 Systemic Impact: Using Measurement to Manage, Bellwether.org
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Measurement in Step B. Develop the Plan
to Build and Deploy Power

Once a Systemic Impact campaign agenda is established in Step A, measurement is a useful tool for organizations
and coalitions to map power structures and determine the level of effort needed to take action in Step B (Figure 5).

FIGURE 5: MEASUREMENT IN A SYSTEMIC IMPACT CAMPAIGN, STEP B

B. Identify actions

that will build and

deploy power to
influence authority.

Go, No Go, or
Go Back to Design

¢ What value is a
campaign seeking to
create?

— What is the problem
or opportunity a
campaign is seeking
to address?

- What is the
quantified value
of successfully
addressing this
problem or
opportunity?

® Leveraging
measurement to map
out power — where
does an organization
have power and where
does power need to
be strengthened to
achieve a campaign
agenda?

e Leveraging
measurement to
determine the level
of effort required
in each action that
has been identified
as necessary in a
campaign to build
power.

* Quantifying the cost
of resources (inputs)
required to execute
the identified set of
actions at the quantity
and quality estimated
to be required to
execute a successful
campaign.

¢ Gut-checking overall
resources required,
and whether they
are available or can
be secured, before
committing to a
campaign.

Managing execution
of actions in a
campaign — what

is on track, what

is off track? Are
actions having a
positive impact on
building the power
necessary to achieve
a campaign agenda?
If not, what needs to
change?

Did the campaign
achieve its
immediate agenda
of a change or a
preservation of a
status quo?

What can measurement
reveal about what
worked and did not work
(or work sufficiently) in a
campaign'’s execution?

What power was
developed that can be
leveraged in the future?

What needs to be
measured to continue
to monitor progress and
success — and may point
to a next campaign?

Did campaign success
create the intended
value identified at the
beginning? How does an
organization communicate
that value creation?

In Step B, organizations engaged in Systemic Impact campaigns conduct power mapping. Measurements of levels of
relationships and influence may not be precise but are nonetheless necessary to (a) evaluate where an organization
has existing power, (b) where it needs to build more power, and (c) how it will assess progress against this

(Figure 6). Measurements of relationships, influence, and corresponding levels of support are critical components of

assessing campaign progress — even when informed by qualitative assessments and/or judgment.

11 Systemic Impact: Using Measurement to Manage,
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FIGURE 6: EXAMPLE OF MAPPING SUPPORT AND OPPOSITION TO A SYSTEMIC IMPACT CAMPAIGN AGENDA

—> The arrows map where various stakeholders have power to exert influence — on those in
authority or on each other. The width of the arrow represents the relative degree of strength.

B Strongly Supports Campaign Agenda Supports Neutral or Position Unknown Opposes M Strongly Opposes

v

Stakeholder Stakeholder Stakeholder

v

Stakeholder Stakeholder Those in Authority Stakeholder I Stakeholder

Stakeholder Stakeholder Stakeholder Stakeholder

T T

Lead Organization

Based on this power mapping, organizations then determine the set and quantity of actions required to shift
mindsets and build relationships to in turn build and deploy power. Organizations engaged in Systemic Impact
campaigns can take a wide array of potential actions to build and deploy power, as outlined in the fifth publication
in this series.

Each action has its own specific measures of inputs (resources), outputs (measures of deliverables created,

reach, and engagement), and outcomes (measures of value created).* In the case of some actions, there is also an
additional set of measures that quantify building an infrastructure of power. Take, for instance, the role of canvassing
in the context of measurement and actions. The intended outcomes of canvassing can include getting individuals to:

e Sign up for an ongoing relationship with an organization.

e Sign a petition indicating their support to those in authority, or enabling an issue to get on a ballot or an
individual to meet a threshold of support to run for office.

e Commit to attending an event, workshop, or training or to participating in a public action (e.g., a
peaceful protest).

® Register to vote.

e Sign up to get supports or provide supports to get out the vote on an election day. Note: This can occur as a
501(c)(3) nonprofit if it is done in a nonpartisan manner.

* Vote for a specific candidate or initiative on a ballot, or advocate for a specific piece of legislation. Note: This
action can be done only through the work of a 501(c)(4) nonprofit and not a 501(c)(3).

e Give money. Note: If it is to a nonprofit, this can be done through 501(c)(3) work; for a candidate or initiative on
a ballot, this requires working as a 501(c)(4).

12 Note: *Bellwether is not a legal services organization and does not provide legal advice. Bellwether.org
None of this content should be construed as advice from an attorney. Readers should consult
their legal counsel before engaging in lobbying, advocacy, or electoral activism.
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Canvassing can also be done for non-Systemic Impact campaigns, such as student or parent program recruitment.
There is a set of decisions that an organization needs to make about the quantity (i.e., measures) of canvassing
required as an action to build and deploy power (Figure 7).

There is then a set of measures that an organization can use to track the progress and success of executing a
canvassing action (Figure 8).° These measures are used in Step B to identify what actions need to be taken, in what
quantities (output), and for what purpose (outcomes). This then drives identifying and quantifying resources in
Step C and is what an organization manages execution against in Step D.

FIGURE 7: EXAMPLE OF KEY CALCULATIONS TO PLAN AND EXECUTE A SYSTEMIC CAMPAIGN ACTION

Canvassing Calculator
Cells in blue are assumptions to enter. Cells in gray are calculations and should not be changed.

Canvassing Participants

Target number of individuals reached by canvassing 1,000
Estimated percent of doors knocked that yield an individual reached 25%

Total number of doors that need to be knocked 4,000

Estimated number of doors knocked per canvasser (in one or multiple sessions) 50
Canvassers working solo or in pairs Solo

Total number of canvassers who need to show up to canvassing 80
Percent of canvassers who show up after signing up 80%

Total number of canvassers who need to sign up to canvassing (rounded up) 100
Percent of canvassers who sign up after being trained on canvassing 80%

Percent of individuals who need to be trained on canvassing (rounded up) 125

Number of canvassing sessions 2

Number of canvassing leaders required per session 2

Total number of leaders needed for canvassing (assuming participation in one session) 4
Percent of leaders who show up after signing up 80%

Total number of canvassing leaders who need to sign up (rounded up) 5
Percent of leaders who sign up after being trained on leading canvassing 80%

Percent of leaders who need to be trained on leading canvassing (rounded up) 7

“

Source: Re-created from New Profit, Parent Power in Education: Measuring What Matters, “Canvassing.”

13 Systemic Impact: Using Measurement to Manage, Bellwether.org
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FIGURE 8: POTENTIAL MEASURES TO USE IN MANAGING SYSTEMIC IMPACT CAMPAIGN ACTIONS

Type of Measure Measures

e # of parents who have completed training in canvassing.

. e # of parents who have participated in past canvassing.
Canvassing

Infrastructure Roles
(Roles individuals play in

e # of parents who can plan and lead a canvassing action.
e # of parents who can plan and lead multiple canvassing actions.

e # of parents who can turn out X number of other individuals to canvass.

taking an action)

e # of parents who can turn out Y (bigger than X) number of other individuals

to canvass.

e # of parents who sign up to canvass.

Canvassing Outputs e # of parents who show up to canvass.

(Deliverable, reach,
or participation/
engagement) e # of doors knocked per hour.

e # of hours spent canvassing.

e # of total doors knocked.

e # of contacts made.

e (Y/N) Track reflections/debriefs post-canvassing.

Outcomes During Canvassing

e # of contacts who complete survey on issue being discussed.

e # of contacts who sign a petition to indicate their support for the issue.

e # of contacts who report positive support for the issue being discussed.

e {# of contacts who report being persuaded to positively support the issue (were
undecided or opposed before).

Canvassing Outcomes e # of contacts who sign up for ongoing engagement as subscribers/supporters with

for Issue Campaigns organization on this issue campaign.

Outcomes After Canvassing

e # of contacts who then take an online action (through the organization’s online
resources).

e # of contacts who then participate in a real-world action (e.g., house meeting,

public action).

14 Systemic Impact: Using Measurement to Manage, Bellwether.org
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Measurement in Step C. Develop a Work Plan

and Resource Requirements, and Pressure-Test
the Plan

In Step C, organizations are quantifying the resources required in order to execute their Systemic Impact campaign,
determining what resources they have against this need, assessing the gap, and then deciding if they can attract the
resources to fill that gap before committing to a campaign (Figure 9).

FIGURE 9: MEASUREMENT IN A SYSTEMIC IMPACT CAMPAIGN, STEP C

Go, No Go, or
Go Back to Design

C. Develop work
plan and resource

requirements;
pressure-test plan.

e What value is a
campaign seeking to
create?

e Leveraging * Quantifying the cost
measurement to map of resources (inputs)
required to execute
the identified set of
actions at the quantity

¢ Managing execution e What can measurement
reveal about what
worked and did not work

of actions in a
out power — where campaign — what
is on track, what

is off track? Are

does an organization (or work sufficiently) in a

— What is the problem have power and where campaign’s execution?

or opportunity a
campaign is seeking
to address?

— What is the

quantified value
of successfully
addressing this
problem or
opportunity?

does power need to
be strengthened to
achieve a campaign
agenda?

Leveraging
measurement to
determine the level
of effort required
in each action that
has been identified
as necessary in a
campaign to build
power.
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and quality estimated
to be required to
execute a successful
campaign.

Gut-checking overall
resources required,
and whether they
are available or can
be secured, before
committing to a
campaign.

actions having a
positive impact on
building the power
necessary to achieve
a campaign agenda?
If not, what needs to
change?

Did the campaign
achieve its
immediate agenda
of a change or a
preservation of a
status quo?

What power was
developed that can be
leveraged in the future?

What needs to be
measured to continue

to monitor progress and
success — and may point

to a next campaign?

Did campaign success
create the intended

value identified at the
beginning? How does an

organization communicate

that value creation?
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There is a range of resources — measures of inputs — that an organization must consider. Each has its own
measures (e.g., the total number of canvassers in a given geography) but collectively can be quantified as a financial
cost that organizations must decide if they can invest in. Continuing the example of canvassing, the quantities of
need on the left need to then be matched to the specific cost drivers on the right (Figure 10).

This is an essential component of campaign planning because it first illustrates what resources are needed, and then
allows an organization to identify gaps against existing resources that need to be filled in order to set a Systemic
Impact campaign up for success (or illustrate where a campaign will need to be either more limited because of
limited resources, or not pursued until the resources can be secured).

FIGURE 10: EXAMPLE OF CANVASSING RESOURCE REQUIREMENTS IN A SYSTEMIC IMPACT CAMPAIGN

Canvassing Calculator Common Inputs Required to Execute Canvassing
Cells in blue are assumptions to enter. Cells in gray are calculations and should not be changed.
e Staffing costs to manage canvassing.
Target number of individuals reached by canvassing 1,000 R
Estimated percent of doors knocked that yield an individual reached 25% ¢ Tralnlng costs (e'g o Content' venue, fOOd)'
Total number of doors that need to be knocked 4,000 .
Estimated number of doors knocked per canvasser (in one or multiple sessions) 50 ® SYStem to manage Canva55|ng (eg o1 Where to
. Canvassers working solo or in pairs Solo canvass, allocating “doors,” tracking outcomes).
otal number of canvassers who need to show up to canvassing 80
Percent of canvassers who show up after signing up 80% . . .
Total number of canvassers who need to sign up to canvassing (rounded up) 100 L4 St|pends or payments |f app|lcab|e.
Percent of canvassers who sign up after being trained on canvassing 80%
Percent of individuals who need to be trained on canvassing (rounded up) 125 ° Stipend for ca nvassing participa nts or ca nvassing
Canvassing Leaders Example
Number of canvassing sessions 2 |eaders-
Number of canvassing leaders required per session 2
Total number of leaders needed for canvassing (assuming participation in one session) 4 L] Nonstaﬁ/stlpend costs (eg . tra nSpOr‘tatiOﬂ, 'Foodl
Percent of leaders who show up after signing up 80% .
Total number of canvassing leaders who need to sign up (rounded up) 5 Ch Ild care, branded Swag)-
Percent of leaders who sign up after being trained on leading canvassing 80%
Percent of leaders who need to be trained on leading canvassing (rounded up) 7 o Allocation Of OVerh ead/adminis‘trative and any Other

enterprise costs.
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Measurement in Step D. Execute a Campaign
and Be Adaptive

Campaigns are as complex in execution as they are in planning. As the work unfolds, organizations should be able
to track actual execution against expected (and budgeted) execution and prepare to pivot as circumstances require
in Step D (Figure 11). This is where organizations that invest in creating and populating dashboards will be able to
nimbly work through the measurement-driven cycle introduced on Page 5 to manage progress, make changes as
needed, and maximize their odds of success (as well as capture learnings no matter the campaign’s outcome).

FIGURE 11: MEASUREMENT IN A SYSTEMIC IMPACT CAMPAIGN, STEP D

Go, No Go, or
Go Back to Design

D. Execute
campaign and

be adaptive.

e What value is a
campaign seeking to
create?

* Leveraging * Quantifying the cost
of resources (inputs)
required to execute
the identified set of

actions at the quantity

¢ Managing execution e What can measurement
of actions in a
campaign — what
is on track, what
is off track? Are

measurement to map reveal about what
worked and did not work
(or work sufficiently) in a

campaign’s execution?

out power — where
does an organization

— What is the problem have power and where

or opportunity a
campaign is seeking
to address?

What is the
quantified value
of successfully
addressing this
problem or
opportunity?

does power need to
be strengthened to
achieve a campaign
agenda?

Leveraging
measurement to
determine the level
of effort required
in each action that
has been identified
as necessary in a
campaign to build
power.

and quality estimated
to be required to
execute a successful
campaign.

Gut-checking overall
resources required,
and whether they
are available or can
be secured, before
committing to a
campaign.

actions having a
positive impact on
building the power
necessary to achieve
a campaign agenda?
If not, what needs to
change?

Did the campaign
achieve its
immediate agenda
of a change or a
preservation of a
status quo?

What power was
developed that can be
leveraged in the future?

What needs to be
measured to continue

to monitor progress and
success — and may point

to a next campaign?

Did campaign success
create the intended
value identified at the

beginning? How does an
organization communicate
that value creation?
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“Campaigns are as complex in execution as they are in planning.
As the work unfolds, organizations should be able to track actual

execution against expected (and budgeted) execution and

prepare to pivot as circumstances require in Step D.”

What is a dashboard? A dashboard is a way to capture and share key measures in an accessible and actionable
format. Good dashboards:

Provide data that is important to drive insights and then decisions that will advance impact.

Are shared with the right frequency to be actionable but balanced with when data becomes available.
Are shared in a visually accessible way for data to be easily understood.

Segment data as needed (for example, by action or stakeholder) to enable insights and decisions.

Provide the right level of detail required by different audiences/stakeholders.

During execution, organizations should be mindful of the following strong practices as they deploy dashboards
and measure progress:

Assign staff to update the dashboard weekly so it remains up to date.

Add a standing agenda item in biweekly (or monthly) leadership team meetings to review progress measures
and discuss adjustments.

Share versions of the dashboard with the board and coalition partners during regular touchpoints to keep
accountability high.

Some dashboards will outline the set of actions identified in Step B and the specific program design (dosage,
format, expected deliverables and participation) and then measure planned-to-actual performance to identify what
is working and what is not, and to be agile in adjusting (Table).
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TABLE: EXAMPLE OF MAPPING KEY MEASURES FOR SPECIFIC SYSTEMIC IMPACT CAMPAIGN ACTIONS

Canvassing

Petition to demonstrate
support for a campaign
agenda.

Private Meetings
Meet with stakeholders
with power/authority to

learn, build relationships,

influence.

Communications
Raise awareness of
agenda, shift mindsets,
equip partners with
resources to support
agenda, persuade/
pressure others.

® Training X canvassers.
Target X, XXX signatures.
Requires knocking

on XX, XXX doors in
neighborhoods A, B, and
C.

Requires XX hours of
canvassing and XX
canvassers working X
hours over Y days.

X meetings to be held
and with whom.

Training stakeholders in
research meetings.
Meeting preparation —
goals of meeting, content
to cover, distribution of
roles and voices to be

heard.

Develop research report
demonstrating disparities
in performance on X and
evidence that a solution
exists to address the
disparities.

Develop op-ed for local
paper, social media plan,
and webinar.
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Training X canvassers. °
XX canvassers working

YY average hours.
Knocked on XX, XXX .
doors in neighborhoods

A, B, and C.

X XXX signatures

secured.

X meetings scheduled. e
X meetings ultimately

held.

Content reaches o
X people (various
platforms).

Content is engaged
with by X people
(various platforms —
emails opened, emails
forwarded, report
downloaded, likes and
shares on social media,
cited/covered in other
news media).

Demonstrate support
for a campaign action to
those in authority.
Could be partnership
(they need this to make
the case to others),
persuasion (convince
them of community
support), or pressure
(demonstration of
potential community
anger if agenda not
supported).

Influence change

in support from X
stakeholders and “pin’
their commitment to act.
Equip those who
support with what they
need to take action.
Identify who remains
neutral/in opposition —
if possible, identify what
they would need to shift
support.

Identify next steps to
take action on to sustain
supporters, further
influence detractors
(where possible).

High-quality interactions
— key stakeholders who
reach out to organization
because of its content —
interest in partnering, or
funding, or to indicate
support for agenda,
request testimony,
among others.
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Measurement in Step E. Demonstrate a
Campaign’s Value

When a campaign is finished, it is critical to invest the time and effort to measure if the intended value was
created as laid out in Step A and why or why not (Figure 12). Evidence-based policymaking requires evidence.
If a policy was passed (or protected), did it have the required funding? In the rulemaking process, did the intent
of the policy get altered, and/or did the policy get implemented well (as outlined in the seventh publication in
this Systemic Impact series)? If it was implemented well, did it actually create the intended value for the intended
recipients? What does this point to in terms of the next or future campaigns?

FIGURE 12: MEASUREMENT IN A SYSTEMIC IMPACT CAMPAIGN, STEP E

Go, No Go, or
Go Back to Design

E. Learn, share,
and determine
next steps.

¢ What value is a

* Leveraging * Quantifying the cost * Managing execution e What can measurement

campaign seeking to
create?

— What is the problem
or opportunity a
campaign is seeking
to address?

- What is the
quantified value
of successfully
addressing this
problem or
opportunity?

measurement to map
out power — where
does an organization
have power and where
does power need to
be strengthened to
achieve a campaign
agenda?

Leveraging
measurement to
determine the level
of effort required
in each action that
has been identified
as necessary in a
campaign to build
power.

of resources (inputs)
required to execute
the identified set of
actions at the quantity
and quality estimated
to be required to
execute a successful
campaign.

Gut-checking overall
resources required,
and whether they
are available or can
be secured, before
committing to a
campaign.

of actions in a
campaign — what

is on track, what

is off track? Are
actions having a
positive impact on
building the power
necessary to achieve
a campaign agenda?
If not, what needs to
change?

e Did the campaign
achieve its
immediate agenda
of a change or a
preservation of a
status quo?

reveal about what

worked and did not work

(or work sufficiently) in a
campaign'’s execution?

What power was
developed that can be
leveraged in the future?

What needs to be
measured to continue
to monitor progress and
success — and may point
to a next campaign?

Did campaign success
create the intended
value identified at the

beginning? How does an
organization communicate
that value creation?
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As part of their agenda, some campaigns include a
requirement to report key measures of progress and
success (e.g., statewide efforts to deploy longitudinal
data systems to better understand the economic
outcomes of K-12 and postsecondary pathways). For
some campaigns, this may be the entire agenda.

In addition, organizations can leverage measurement
about what did and did not work for future Systemic
Impact campaign planning. Extending the earlier
example of canvassing, was the organization able to
generate the required infrastructure of power to meet
its canvassing goals of number of doors knocked? Did
canvassing lead to change in support of a campaign?
Were there technical aspects of executing canvassing
that should be addressed in the future (e.g., canvassing
training, scripts, targeting the right individuals and
neighborhoods)?

An organization can also assess power at the end

of a campaign. Because campaigns require power

to succeed, it is important for an organization to
understand where power was built and expended in
this campaign, and what that means for the power

the organization can leverage for its next campaign.

To continue with the canvassing example, how many
members of a community are now trained and willing to
lead and participate in future canvassing efforts, should
this action be necessary for a future campaign?
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An Example of Measurement in Action at
Each Campaign Step

To bring measurement to life across Steps A through E in a Systemic Impact campaign, consider a hypothetical
state-level organization with an agenda to change statewide policy to ensure that students are taught with
high-quality instructional materials (HQIM) at the K-12 level (Figure 13).

In Step A, the organization quantified the number of students impacted by lack of HQIM, the potential measurable
change in education outcomes if HQIM were implemented based on research from other states, and the dollars
required to achieve this agenda.

In Step B, the organization assessed what level of support it had at the time. It was able to determine that while it
had a majority in its state senate, it did not yet have a majority in the state house, nor a veto-proof supermajority if
the governor decided to veto the legislation.

Based on power mapping, the organization assessed that two major sets of actions needed to be taken to

influence those in authority to influence stakeholders who could influence those in authority: (a) direct engagement
with legislators and other stakeholders who could influence them, and then (b) broad publications and social
engagement to raise awareness of the problem and potential opportunity in order to shift mindsets and actions by
key stakeholders. The organization would set specific targets and then track progress in executing both the quantity
and the quality of these actions.

In Step C, the organization quantified the resources required to execute the actions identified in Step B, and the
fundraising required to ensure these resources were available.

In Step D, the organization used a dashboard to monitor progress, which enabled it to be nimble in making
required changes along the way. This included measuring the progress of the actions laid out in Step B and the
results of those actions in terms of building influence and increasing the number of legislators committing support
for a change in policy.

In Step E, the organization measured the first fundamental outcome — did legislation get passed, and did it
include necessary funding? It then continued to monitor implementation and, ultimately, impact — did the effective
implementation of HQIM lead to a change in student outcomes? In addition, the organization reflected on which
actions were well executed and effective, and what power it built that could be deployed for future campaigns.
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FIGURE 13: EXAMPLE OF MEASURES TO TRACK IN A SYSTEMIC IMPACT CAMPAIGN OVER TIME TO ENSURE VALUE WAS CREATED

A. Establish campaign
agenda and identify

relevant system(s)
and authority(ies).

. ldentify actions
that will build and
deploy power to
influence authority.

Go, No Go, or
Go Back to Design

C. Develop work
plan and resource

requirements;

pressure-test plan.

D. Execute
campaign and
be adaptive.

E. Learn, share,
and determine
next steps.

Potential impact of a

successful campaign:

¢ $ committed because
of a successful
campaign to enable
impact.

e # students impacted.

e # schools and districts
impacted.

® Expected change
in educational
achievement
or attainment if
the campaign is
successful.

Based on power mapping:

e 26 of 40 state senators
support campaign goals.

e 57 of 140 state house
members support campaign
goals.

¢ |dentification of 40
house members with
high likelihood of being
influenced to provide
support.

Actions to build and deploy

power to increase support:

* # meetings with legislators
and key stakeholders who
influence them (e.g., staff).

e # testifying on change
agenda.

e # publications, # reached
by publications, and # who
engage with publications.

e # texts or social media posts
sent by public to legislators

in support of campaign goal.

Conclusion

Resources required

to execute campaign

plan:

e Staff and nonstaff
costs.

e Direct and indirect
costs.

Quantification of
additional funding
required to resource
the campaign.

Sample of key measures of
progress in a management
dashboard:

® Measures tracking the
execution of actions
articulated in Step B.

e Measures of building
influence and progress
toward campaign
success:

— % public (or specific
segments of the
public) who support
the campaign via
public surveys (to
measure and promote
shift in public opinion
in support of the
campaign agenda).

- # targeted individuals
in positions to
influence those
in authority who
proactively champion
change.

- % members of
state Senate and
House prepared to
vote in favor of the
legislation.

Did the legislature vote
in favor of the campaign
agenda?

Was sufficient funding
made available to execute
agenda at the desired
scale?

Implementation:

e Were the required
regulations written and
deployed; did they
change the ability to
achieve the campaign
goals?

o Were effective
implementation resources
developed to support
schools?

® How many schools
effectively implemented
the practices supported
by the policy?

Impact:

e Was the desired change
in student performance
achieved over time?

In Systemic Impact, measurement bridges ambition and execution. Measurement articulates an organization’s
understanding of the problem that a campaign is attempting to address, quantifies the potential value it is trying to
create, and guides decisions about where and how to build power. It enables leaders to allocate resources wisely,
set expectations with staff and stakeholders, monitor execution in real time, and adapt as conditions shift.

When a campaign is successful, it allows an organization to understand and demonstrate the value created from its

efforts, building support for and shaping not only the success of that specific campaign but also the organization’s

understanding of how to execute future Systemic Impact campaigns.
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