=PERFORMANCE
PRACTICE |

LEARN. IMPROVE. REPEAT.

PRINCIPLES & PROOF POINTS
PILLAR 1

ovelopad collaboratively by the
LEAP OF REASON
AMBASSADORS COMMUNITY



CCL AND COPYRIGHT INFO

This document, developed collaboratively by the Leap of Reason Ambassadors

‘@ @ @ \ Community (LAC), is licensed under a Creative Commons Attribution-
. i Bl NoDerivatives 4.0 International License. We encourage and grant permission

for the distribution and reproduction of copies of this material in its entirety

(with original attribution). Please refer to the Creative Commons link for license terms for unmodified
use of LAC documents.

Because we recognize, however that certain situations call for modified uses (adaptations or
derivatives), we offer permissions beyond the scope of this license (the "CC Plus Permissions"). The CC
Plus Permissions are defined as follows:

You may adapt or make derivatives (e.g., remixes, excerpts, or translations) of this document,
so long as they do not, in the reasonable discretion of the Leap of Reason Ambassadors
Community, alter or misconstrue the document's meaning or intent. The adapted or
derivative work is to be licensed under a Creative Commons Attribution-NoDerivatives 4.0
International License, conveyed at no cost (or the cost of reproduction,) and used in a manner
consistent with the purpose of the Leap of Reason Ambassadors Community, with the
integrity and quality of the original material to be maintained, and its use to not adversely
reflect on the reputation of the Leap of Reason Ambassadors Community.

Attribution is to be in the following formats:

For unmodified use of this document, the attribution information already contained in the
document is to be maintained intact.

For adaptations or derivatives of this document, attribution should be prominently displayed
and should substantially follow this format:

“From ‘The Performance Practice,” developed collaboratively by the Leap of Reason
Ambassadors Community, licensed under CC BY ND https://creativecommons.org/licenses/by-
nd/4.0/”

The above is consistent with Creative Commons License restrictions that require “appropriate
credit” be required and the “name of the creator and attribution parties, a copyright notice, a
license notice, a disclaimer notice and a link to the original material” be included.

The Leap of Reason Ambassadors Community may revoke the additional permissions described above
at any time. For questions about copyright issues or special requests for use beyond the scope of this
license, please email us at info@leapambassadors.org.

Copyright © 2019 Morino Institute
(Provisional holder of copyright for Leap of Reason Ambassadors Community)

PERFORMANCE
PRACTICE



http://creativecommons.org/licenses/by-nd/4.0/
http://creativecommons.org/licenses/by-nd/4.0/
http://creativecommons.org/licenses/by-nd/4.0/
http://creativecommons.org/licenses/by-nd/4.0/
https://creativecommons.org/licenses/by-nd/4.0/
https://creativecommons.org/licenses/by-nd/4.0/
mailto:info@leapambassadors.org

PILLAR
A

COURAGEOUS, ADAPTIVE, EXECUTIVE AND BOARD LEADERSHIP

Principle 1.1: Executives and boards embrace their responsibility to deliver meaningful,
measurable, and financially sustainable results.
1.1.1: My organization's executives and board have formally documented that they are mutually
responsible for ensuring strong performance and their respective roles in achieving it;
furthermore, they have fully committed to and accepted these roles and responsibilities.

1.1.2: Through a formal process, my organization's executives assess themselves individually and
collectively, at least once a year, to hold themselves accountable for delivering strong results.

1.1.3: Through a formal process, my organization's board members assess themselves individually
and collectively, at least once a year, to hold themselves accountable for delivering strong results.

Principle 1.2: Executives and boards clarify the mission of their organization and passionately push
to keep getting better at pursuing it.
1.2.1: Every three to five years and at other critical junctures, my organization’s executives, board,
and key staff thoroughly review, question, and revise as necessary the mission of the organization
and the core assumptions upon which the mission is based.

1.2.2: My organization’s board members are sufficiently knowledgeable about our business model
and programs to engage in routine, constructive questioning of how we deploy resources and to
ensure that we’re focusing our resources on the areas where we can have the greatest impact.

1.2.3: My organization’s executives regularly and rigorously analyze how we are deploying all
resources—not just money but also people, time, energy, and focus—with an eye toward shifting
resources to those areas that can have the greatest impact.

1.2.4: My organization’s executives routinely review research, including rigorous evaluations, and
engage in learning opportunities that can help us improve our organizational effectiveness and
produce improved results.

1.2.5: My organization’s board members routinely review research, including rigorous evaluations,
and engage in learning opportunities that can help us improve our organizational effectiveness
and produce improved results.

Principle 1.3: Executives and boards clearly define their respective roles and expectations. They
hold each other accountable for delivering on their commitments.
1.3.1: My organization has put in writing “terms of engagement” for how executives and board
members work together to advance our mission. They use these terms of engagement in
orientation sessions for new executives and board members.

1.3.2: My organization’s board chair and CEO routinely spend time outside of board meetings to
build a strong, effective working relationship and to discuss each other’s progress in meeting
commitments to the organization.
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Principle 1.4: Boards are strong, assertive governors and stewards, not just supporters and
fundraisers. They recruit, advise, and hold accountable the lead executive (CEO). They ask probing
questions about whether the organization is living up to its promises and acknowledge when course
correction is needed.
1.4.1: My organization's executives and board identify and prioritize the diverse skills and
backgrounds we need on our board for producing meaningful results—and use this as guidance for
recruiting and vetting prospective board members.

1.4.2: Through strong board orientation and engagement processes, my organization encourages
board members to ask probing questions and provide constructive pushback on the CEO.

1.4.3: My organization's board meetings are data-informed, provide user-friendly reports on
results, and allow for in-depth discussions on major strategic issues.

1.4.4: My organization’s board annually reviews our CEO’s performance using a self-assessment by
the CEO, an assessment by the governance committee, input from the full board, and insights from
staff. The board chair discusses the results with the CEO, celebrates successes, and sets forth a plan
to address areas of concern. Generally, the board chair reports back to the governance committee
and/or full board to summarize how the discussion with the CEO went and if there were any new
issues, considerations, or differences.

Principle 1.5: Executives and boards listen and respond to the needs of the people they serve (i.e.,
their primary constituents). This means systematically collecting, synthesizing, and using constituent
feedback to inform decision-making.
1.5.1: My organization has a plan for—and dedicates resources to—collecting, analyzing, and
acting on feedback from staff and constituents on desired outcomes, what’s working, and where
we're falling short.

1.5.2: My organization’s leaders report back to staff and constituents on what we found, what
changes we're planning, and what feedback we’re not acting on. We regularly check with staff and
constituents to learn whether we’ve adequately addressed their concerns.

Principle 1.6: During the ongoing and iterative process of assessing effectiveness, executives and
boards constantly ask: What do our constituents need to make their lives better? Is our program
helping them get it? If not, what should we do differently?
1.6.1: My organization’s executives seek out informal opportunities, such as impromptu
conversations and “management by walking around,” to deepen their understanding of our
constituents’ lives and how we can get better at meeting their needs.

1.6.2: My organization’s executives and board routinely review aggregated constituent feedback, in
conjunction with performance and evaluation data, to assess program quality, prioritize program
improvements, and validate results.
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Principle 1.7: Executives and boards are constantly assessing not only what the organization should be
doing but also what it should stop doing.
1.7.1: My organization can cite specific cases in which we have cut back or eliminated efforts we
found to be ineffective, redundant, or unsustainable and/or redirected resources to areas of greater
opportunity.

1.7.2: My organization periodically assesses the costs and benefits of each function (through “zero-
based budgeting” or some other process) to evaluate whether each is worth continuing.

1.7.3: My organization can cite specific examples of cases in which we have turned away potential
funders when their intentions did not align with the organization’s mission or readiness.

Principle 1.8: Executives and boards are humble enough to seek and act on feedback on their own
performance and that of their organization. Even the highest performers acknowledge that they still
have a lot to learn and a lot of work to do.
1.8.1: My organization’s leaders aren’t just receptive to feedback from staff, constituents, and other
stakeholders. They actively seek it out!

1.8.2: My organization’s leaders acknowledge publicly where we need to improve and what we
still need to understand better if we are to realize the results we seek.

Principle 1.9: Executives and boards recruit, develop, engage, and retain the talent necessary to
deliver on their mission. They know that great talent is a huge differentiator between organizations
that are high performing and those that aren’t.
1.9.1: Our CEO and management team, with advice from the board, define our current and future
talent needs; develop and implement a strategy for meeting them; and review our progress on a
regular basis.

1.9.2: My organization’s CEO is deeply and personally engaged in talent recruitment and
development, with an eye toward strengthening our talent base at every opportunity.

1.9.3: My organization has a formal succession plan for every executive role.

1.9.4: My organization’s board has a governance committee that has developed a plan for and
tracks progress on board succession and board development.

1.9.5: My organization applies professional-development and compensation practices that reflect
the importance of cultivating and keeping great talent—and the disproportionate cost of losing it.

Principle 1.10: Executives and boards marshal the external partners and resources necessary to
deliver on their mission.
1.10.1: Each of my organization’s board members invests time outside of formal board and
committee meetings to work in partnership with our executives to raise the resources we need to
finance the organization.
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1.10.2: Annually, each of my organization’s board members can point to at least one example of
opening doors and/or fostering relationships that have helped us advance our mission (e.g.,
relationships with policymakers, business leaders, or the media).

Principle 1.11: Executives and boards cultivate trust-based relationships with key policymakers.
They keep policymakers informed about their work; advocate for policies and funding that can benefit
constituents; and advocate against proposals that could adversely affect constituents.
1.11.1: My organization educates the board and relevant staff on how they can legally and
effectively engage in public policy advocacy.

1.11.2: My organization’s board and relevant staff meet proactively (not just at times of crisis) with
policymakers and their staff to cultivate meaningful relationships.

1.11.3: My organization’s board and relevant staff speak up for the interests and needs of our
constituents by using appropriate advocacy and/or lobbying strategies.

Principle 1.12: Executives and boards cultivate diversity, equity, and inclusion at every level of the
organization, because a wide array of backgrounds, experiences, and perspectives contribute to an
organization’s creativity, empathy, and effectiveness.
1.12.1: My organization’s CEO, board, management, and staff have a diversity of perspectives,
backgrounds, and lived experiences that align with our mission and reflect the people or causes we
serve.

1.12.2: My organization’s executives and board embrace diversity, equity, and inclusion as essential
for achieving our mission.

1.12.3: My organization’s executives and board embrace a diversity of perspectives and
backgrounds; respect the insights and wisdom of those with relevant lived experiences (not just
those with professional expertise); and put in place policies that facilitate equitable, fair treatment
of all staff members.

1.12.4: My organization’s CEO, board, management, and staff have developed and implemented a
robust plan for diversity, equity, and inclusion (DEI). Our plan is informed by our board, staff, and
those we serve. A committee of top leaders monitors progress and holds us accountable for
implementing our DEI plan faithfully.

1.12.5: My organization cultivates applicant pools that are large and broad enough to ensure we
can achieve and sustain a diverse organization.

Principle 1.13: Executives and boards treat internal and external communications as a strategic
function that is essential for delivering great results and not just good PR.
1.13.1: My organization’s communications are rooted in clear descriptions of our mission, our
target population, our model, and our results.
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1.13.2: Each board member can point to specific instances in which they’ve shared our mission and
results within their own networks to further the organization’s goals.

1.13.3: My organization has a strategy that guides our internal and external communication. The
strategy addresses our communications protocols in case of a crisis and explains our approach to
communicating clearly, transparently, and proactively about our organization and results.

1.13.4: My organization’s CEO “owns” our communications strategy and does not simply delegate
to internal or external communications professionals.

1.13.5: My organization’s leaders empower and equip staff and relevant volunteers to play a role in
external communication about our work and results—and can point to specific examples of how
this works in practice.

Now that you’ve had a chance to carefully work your way through each proof point, we encourage you
to take a step back and reflect on your organization’s overall progress on Pillar 1.

Where are you excelling? Where are you falling short of your own expectations? What two or three
actions could you take in the next 12 months to lead to the biggest improvement on your Pillar 1 self-
assessment the next time around?

Given the importance of human capital for making progress on Pillar 1 do you have the "right people
in the right seats" in the words of Good to Great author Jim Collins? What more could you do to
develop the talent you have and find the additional talent you need? What talent actions would likely
lead to the greatest improvements on your Pillar 1 self-assessment the next time around?

What additional resources or support do you need?
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GLOSSARY

This glossary provides explanations of terms we used in this pillar. While not exhaustive, it includes
terms that may have multiple meanings, due to different perspectives.

Evaluation — The systematic assessment, usually conducted by outside experts, of an organization’s
attempt to produce significant change through intentional actions. For information on the two key
types of evaluations, see “Formative evaluation” and “Summative evaluation” below.”

Formative evaluation — An evaluation organizations commission to help them improve the
performance of a program while it is underway. Also called process evaluation. Formative evaluations
can be designed to assess any of the following aspects of program delivery: the quality of internal data;
the fidelity of a program to its model; how well a program is recruiting and enrolling the population
for which it is designed; program utilization, program completion, and participant engagement; and
which clients achieve the intended outcomes, which do not, and which exit the program prematurely.

Impact (also referred to as Net Impact) — Meaningful, measurable results beyond what would have
happened anyway. Achieving impact requires not only that good things happen, but also that those
things are a direct result of the organization’s efforts. Assessing whether an organization has achieved
impact almost always requires external evaluations that are capable of factoring out (at a high level of
statistical probability) other explanations for how the results came to be.?

Succession plan — A written or unwritten (but explicitly discussed) blueprint laying out in detail how
an organization will identify and develop new leaders to succeed current leaders. At its best, a
succession plan is a proactive and systematic investment in building a pipeline of leaders within an
organization and identifying strong external candidates, so that when transitions are necessary,
leaders at all levels are ready to act.?

Summative evaluation — Evaluation of a program in its later stages or after it has been completed to
(a) assess its impact (b) identify the factors that affected its performance (c) assess the sustainability of
its results, and (d) draw lessons that may inform other interventions. Summative evaluations are
almost always performed by outside experts.*

Terms of engagement — A set of explicit rules for how leaders, such as board members and the CEO,
will engage with one another—to ensure clear, mutual expectations on respective roles,
responsibilities, and relationships.

* Adapted from Hunter, David E. K. (2013). Working Hard and Working Well: A Practical Guide to Performance Management for Leaders
Serving Children, Adults, and Families. Hartford CT: Hunter Consulting.

2 Adapted from Morino, M. (2011). Leap of Reason: Managing to Outcomes in an Era of Scarcity. L. Weiss & Collins, C. (Eds.). Washington, DC:
Venture Philanthropy Partners, in partnership with McKinsey & Company.

3 Bridgespan Group. (Undated). Leadership Succession Planning. Retrieved from http://www.bridgespan.org/Publications-and-
Tools/Nonprofit-Management-Tools-and-Trends/Succession-Planning.aspx#.VzZNO_krJPY

+ Adapted from USAID (2009). Glossary of Evaluation Terms. Washington, DC: Planning and Performance Management Unit, Office of the
Director of U.S. Foreign Assistance, United States Agency for International Development. Retrieved from
http://pdf.usaid.gov/pdf docs/Pnado820.pdf
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