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DESCRIPTION

This method facilitates the development of 
an effective structure of roles within the 
partnership. While a more fluid role defining 
process, as facilitated by a “role board,” may 
be advisable in team settings, inter-organiza-
tional collaborations require a more formal 
structuring to counter the effects of virtual 
collaboration and the lack of daily regulation 
through face to face interactions. 
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PREPARATION

The partnership should have 
defined a shared vision (Method 
Card: Vision Statement for Guidance (20)) 
and conducted an integrated 
problem analysis (Method Card: 
Problem Tree and Solution Tree for New 

Strategy (21)) to engage in this step. 
Prior work on Worksheet: Projects as 

an Interface (24) is also helpful to 
engage in this activity.

DEFINING PARTNERSHIP ROLES 

Moderation Cards
Pin Board

MATERIALS

TOOLS

Method Cards: 
Vision Statement for Guidance (20)

Problem Tree and Solution Tree for New 

Strategy (21)

SUMMIT Worksheets: 
Problem Tree (10)

Solution Tree (11)

Projects as an Interface (24)

PLENUM

COLLECTIVE IMPACT



IN PLENUM: 
Decide on 7-10 (potential) funders you already work with or you would like to 
get engaged with in the future. [10 MIN]

IN PLENUM: 
Make a list of roles and functions that are needed in your partnership, both in 
regard to impact strategies (tackling sub-issues of the Problem Tree), as well 
as in regard to internal coordination and support functions. Some classic 
internal functions are 
a. Backbone Coordination/Project Management, 
b. Community Involvement, 
c. Engaging Institutional Stakeholders, 
d. Marketing/Design, 
e. Acquiring/Providing Financial Resources, 
f. IT/Communication, Research, etc. 
Note all roles needed on moderation cards and sort them into functional 
clusters. [20 MIN]

IN TEAMS FROM THE SAME ORGANIZATIONS: 
Review the role clusters and note down the competencies your team/organi-
zation can contribute to the partnership. Take into account the capacities and 
structures of your organization as resources to share as well. [20 MIN]

IN PLENUM: 
Share the proposed contributions and discuss how to handle overlaps and 
gaps in the role structure. [20 MIN]

STEP 1

STEP 3

STEP 4

FOLLOW UP
Creating a plan for collective action requires balancing the necessity of 
having clearly defined roles and responsibilities for each partner, while 
allowing enough space for emergent learning and responses to happen 
and be incorporated into the strategy. Therefore, it is vital to understand the 
role structure as a dynamic document that needs to “breathe” and be 
continuously adapted. Another follow up activity to this method is planning 
the actual project. You can start this process by using the Background 
Paper: How to Start Planning a Project (35).

STEP 2
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