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EXECUTIVE SUMMARY 

INTRODUCTION TO THE COLLECTIVE 

4ÈÅ 3ÔȢ ,ÏÕÉÓ %ÑÕÉÔÙ ÉÎ %ÎÔÒÅÐÒÅÎÅÕÒÓÈÉÐ #ÏÌÌÅÃÔÉÖÅ ɉȰÔÈÅ #ÏÌÌÅÃÔÉÖÅȱɊ ÉÓ Á ÃÒÏÓÓ-sector collaborative of 

actors working to improve racial and gender equity in entrepreneurship in the St. Louis region. Since 

2016, the Collective has worked to engage and convene relevant stakeholders - entrepreneur support 

organizations (ESO), investors, economic development organizations, and affected entrepreneurs  - 

around its vision, that ÁÎ ÅÎÔÒÅÐÒÅÎÅÕÒȭÓ ÓÕÃÃÅÓÓ ×ÉÌÌ ÎÏÔ ÂÅ ÐÒÅ-determined by their race or gender.  

Using the Collective Impact 

framework to loosely guide their 

collaborative work, BioSTL currently 

serves as the backbone managing 

operational supports, and members 

engage at various levels in the 

Collective, including four action 

teams that serve as working groups. 

referred to as action teams. 

Currently, the Collective has more 

than 20 formal members and is 

connected to over 350 stakeholders 

across the ecosystem through their 

listserv.   

In 2018 the Collective engaged Spark 

Policy Institute ɉȰ3ÐÁÒËȱɊ to evaluate 

its efforts and progress as a 

collaborative group, including 

inform ing the Collective as they adapt their structure and strategies for their next phase of work. 

Spark developed several strategy and evaluative tools for the Collective, including a draft theory of 

change, above. The TOC summarizes ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ current strategies and demonstrates how the 

Collective aims to influence structural changes (policies, programs, and structures) and 

transformative changes (shifts of mindsets and mental models) needed to dismantle inequities in 

entrepreneurship in STL. 

Currently, the Collective is wrapping up their first phase of work and has established a planning task 

force, which is reviewing findings from the evaluation and designing governance and strategy for 

Collective Phase 2.0 This report serves as a summative product that provides an overview of the 

development and progress of the Collective in its first phase, and shares the insights and learnings 

from the evaluation, which may inform Phase 2.0. 
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PROGRESS 

Using the Bridgespan 'ÒÏÕÐȭÓ #ÏÌÌÁÂÏÒÁÔÉÖÅ 

Life Stages tool, 3ÐÁÒËȭÓ ÅÖÁÌÕÁÔÉÏÎ ÆÏÕÎÄ 

that the Collective is on track in its 

development, in the Ȱ0ÌÁÎȾ0ÕÂÌÉÃ ,ÁÕÎÃÈȱ 

stage (usually years 1-2) and moving into the 

Ȱ!ÌÉÇÎ ÁÎÄ )ÍÐÒÏÖÅȱ ÓÔÁÇÅ ɉÕÓÕÁÌÌÙ ÙÅÁÒÓ χ-5). 

Importantly, the Collective has achieved the 

following important activities in the first 

two phases:   

¶ Identified and secured financial 

resources to build necessary 

infrastructure;  

¶ Established and staffed a backbone 

to coordinate activities, 

communications and convenings; 

¶ Developed a theory of change summarizing their strategy and activities; 

¶ Built in opportunities for peer learning around the core concept of equity 

¶  Established baseline data to help define the intended impact and inform strategy.  

¶  Engaged more 23 partner 

organizations as formal members 

(see left) 

¶  Action teams have advanced 

progress by assessing needs and 

establishing baseline activities 

within each of the four strategies. 

Notably, the data team collected 

initial metrics on DEI in the 

ecosystem and will be publishing 

a report soon. The resources team 

conducted national best practice 

research to develop a way-finding 

toolkit.  

 

  

Next Step Complete In progress 

http://www.sparkpolicy.com/
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KEY INSIGHTS  

SparkȭÓ ÅÖÁÌÕÁÔÉÏÎ ÁÌÓÏ identif ied key insights that have propelled the CollectiveȭÓ ÓÕÃÃÅÓÓ ÔÏ ÄÁÔÅ ÁÎÄ 

may be leveraged for future success. 

The Collective is unique. The Collective is one of the first efforts to intentionally and 

formally bring together diverse stakeholders - from policymakers to entrepreneurs to 

investors - to design a comprehensive strategy of shifting equity indicators specifically 

within entrepreneurship .  

-ÅÍÂÅÒÓȭ ÐÒÉÎÃÉÐÌÅÓ ÁÒÅ ÐÏ×ÅÒÉÎÇ ÔÈÅ #ÏÌÌÅÃÔÉÖÅ. The progress achieved to date is driven 

largely by the compelling principles underlying the actions of many of its members, 

including respect for competing priorities, a high bar for inclusion, and commitment to 

innovation.  

The Collective is responsive to feedback. The Collective, even in its infancy, prioritizes 

getting and being responsive to feedback, even when it requires a pause in the process. 

Critical feedback from the community regarding inclusion caused managers to rethink some of the 

collaborative processes (or lack thereof) available to members. 

The Collective is building a foundation to drive systems change. Formal systems changes are 

rare for collaborative initiatives in this early stage; however, there is evidence of critical 

early changes to the system as a ÒÅÓÕÌÔ ÏÆ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ×ÏÒË ÔÏ ÄÁÔÅ, including new levels and 

avenues of collaboration, increased availability and use of data, and building public will.  

ROADBLOCKS AND OPPORTUNITIES 

The Collective has not clearly defined their governance structure. Opacity around 

participation and decision-making structures has led to lowered member participatio n, as 

they struggle to find clear avenues for participation and collaboration, and paralysis 

around action, as managers struggle to understand their decision-making roles. Several collaborative 

models, many with a racial equity focus, can inform improvements to the governance structure to 

improve decision-making and collaboration. 

× Opportunity in Phase 2.0  Based on feedback from the evaluation, managers 

established an interim planning task force in January 2019, which has plans to establish 

a longer-term steering committee to guide the leadership of the Collective. Additionally, 

it will be important to define and communicate the roles and responsibilities of the 

backbone, and clarify action team leadership and responsibility.  

While responsive to feedback, many members still feel the Collective can and should have a 

stronger community engagement strategy to ensure inclusion and collaboration in the 

design, strategy, and accountability of the Collective. Lack of an explicit engagement 

strategy and unclear pathways for input from the community has led to lowered member 

participation, especially by WE/EOC and some of the ESOs ȬÏÎ ÔÈÅ ÇÒÏÕÎÄȭ ×ÈÏ ÔÒÕÌÙ ×ÁÎÔ ÔÏ ÂÅ 

involved and lead the ×ÏÒËȢ !Ó ÄÅÃÉÓÉÏÎÓ ÁÒÅ ÍÁÄÅ ÁÂÏÕÔ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÓÔÒÁÔÅÇÉÅÓ ÁÎÄ ÅÖÏÌÕÔÉÏÎÓ 

(i.e. systems focus, tech focus or not) without adequate investment to ensure critical stakeholders 

http://www.sparkpolicy.com/
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are involved and understand reasoning behind decisions, some members ultimately lose touch with 

ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÍÏÍÅÎÔÕÍ ÁÎÄ ÅÎÄ ÕÐ ÃÏÎÆÕÓÅÄ ÁÎÄ ÆÒÕÓÔÒÁÔÅÄ ×ÉÔÈ ÔÈÅ ÄÉÒÅÃÔÉÏÎȢ  

× Opportunity in Phase 2.0  Considering the re-emergence of this challenge throughout 

its first two years, the Collective should consider developing an explicit community 

engagement strategy to improve inclusion, especially of WE/EOC. Avenues for feedback 

and input should be clarified. Additionally, more consistent communication about 

decisions and changes should help improve collaboration. 

The #ÏÌÌÅÃÔÉÖÅȭÓ ÔÈÅÏÒÙ ÏÆ ÃÈÁÎÇÅ ÃÕÒÒÅÎÔÌÙ ÄÏÅÓ ÎÏÔ ÉÎÃÌÕÄÅ Á ÐÏÌÉÃÙ ÓÔÒÁÔÅÇÙȟ ×ÈÉÃÈ ÉÓ ËÅÙ ÔÏ 

long-term systems change by shifting policies, procedures, and regulations that hold the 

problem in place. While the Collective has laid the foundation for systems change in other 

ways,  there is a missed opportunity to advance understanding and awareness of the issue at a greater 

level by developing a policy advocacy strategy. #ÏÎÓÉÄÅÒÉÎÇ ÐÏÌÉÃÙȭÓ ÉÎÆÌÕÅÎÃÅ ÏÎ ÅÎÔÒÅÐÒÅÎÅÕÒÓÈÉÐ 

through resource distribution (e.g. grant/lending/tax relief), norms (e.g. regulations ensuring race 

and gender are considered), and public will (e.g. communications), developing at least some level of 

awareness and presence in policy advocacy as it relates to WE/EOC will be critical to advance the 

intended impact.  

× Opportunity in Phase 2.0  The Collective has an opportunity to clarify their systems 

focus and should consider interim actions to build their capacity around advocacy. This 

may include engaging policymakers as members, partnering with  the Missouri 

'ÏÖÅÒÎÏÒȭÓ 4ÁÓË FÏÒÃÅ ÏÎ )ÎÎÏÖÁÔÉÏÎȟ ÁÎÄ ÅÎÇÁÇÉÎÇ "ÉÏ34,ȭÓ membership in the 

Entrepreneurial Policy Network.   

&ÏÒÍÁÌÉÚÅÄ ÅÖÁÌÕÁÔÉÏÎ ÁÎÄ ÌÅÁÒÎÉÎÇ ÉÓ ÎÏÔ ÙÅÔ Á ÃÏÍÐÏÎÅÎÔ ÏÆ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÓÔÒÁÔÅÇÙȟ ×ÈÉÃÈ 

would allow the Collective to regularly use data to drive decision-making and identify early 

changes in the system that signal progress. As complex social problems require strategies 

that can adapt to changing environments and take longer to see the intended systems-level outcomes, 

a strong evaluation and learning component is critical for helping initiatives track interim progress 

and adaptations. In its first phase of work, members were eager to develop a set of high-level DEI 

metrics (e.g. amount of money going to WE/EOC) and outputs (e.g. number of trainings, convenings) 

to track equity outcomes in the ecosystem. While this work is important  and builds momentum, 

changes to these metrics may take years to be seen.  

× Opportunity in Phase 2.0  To support ongoing work around the theory of change and 

measurement of interim outcomes, Spark developed a suggested evaluation framework 

×ÉÔÈ ÏÐÔÉÏÎÁÌ ÏÕÔÃÏÍÅÓ ÁÎÄ ÉÎÄÉÃÁÔÏÒÓ ÆÏÒ ÅÁÃÈ ÏÆ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÓÔÒÁÔÅÇÉÅÓȟ ÁÓ ×ÅÌÌ ÁÓ 

for interim systems change and equity (see Appendix C). This framework can help guide 

both current strategy conversations (e.g. Given the current conditions, what are the most 

impactful changes we can aim for?) and retrospective strategy conversations (e.g. In 

×ÈÁÔ ×ÁÙÓ ÈÁÖÅȾÈÁÖÅÎȭÔ ×Å ÉÎÔÅÒÖÅÎÅÄ ÉÎ ÔÈÅ ÓÙÓÔÅÍ ÂÁÓÅÄ ÏÎ ÏÕÒ ÔÈÅÏÒÙ of change?).  

 

 

http://www.sparkpolicy.com/
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INTRODUCTION  

The St. Louis Equity in Entrepreneurship Collective (ȰÔÈÅ Collectiveȱ) is a cross-sector collaborative 

of actors working to improve racial and gender equity in entrepreneurship in the St. Louis region. 

Since 2016, the Collective has worked to engage relevant stakeholders around its vision, that in the 

St. Louis region an enÔÒÅÐÒÅÎÅÕÒȭÓ ÓÕÃÃÅÓÓ ×ÉÌÌ ÎÏÔ ÂÅ ÐÒÅ-determined by their race or gender.  

The Collective was formed to convene ecosystem actors ɀ those working in the 

entrepreneurship ecosystem including entrepreneur support organizations 

(ESO), investors, economic development organizations, and entrepreneurs ɀ 

to develop strategies to advance equitable systems to support women 

entrepreneurs and entrepreneurs of color (WE/EOC) in the St. Louis region.  

The Collective engaged Spark Policy Institute (ȰSparkȱ) in 2018 to evaluate its efforts and progress 

as a collaborative group, including inform ing the Collective as they adapt their structure and 

strategies for the next phase of work. Spark developed several strategy and evaluative tools for the 

Collective, many of which are embedded in this report including a draft theory of change, internal 

and external reporting tools to demonstrate impact, and reviews of collaborative action and equity 

models to inform future adaptations of the Collective. This report serves as a summative product that 

provides an overview of the development and progress of the Collective in its first phase, and shares 

insights and learnings from the evaluation.  

DEVELOPMENT OF THE COLLECTIVE 

The Collective emerged out of diversity, equity, and inclusion (DEI)-oriented efforts in the St. Louis 

region over the last several years. BioSTL, a regional non-profit  driving innovation and entrepreneur 

success in biosciences, began to raise the profile of DEI within the field, culminating in the formation 

of the Bioscience Inclusion Initiative (BII) in 2014. BioSTL supported the BII through grant support, 

hiring equity consultants, and hosting some 1-1 training for entrepreneurs of color. Still, the initiative 

was a loosely organized group of people in STEM who cared about DEI.  In 2015, partly i n response 

to the growing interest in equity in the region post Ferguson1, BioSTL hired a manager to put 

structure to the network and develop a more concrete agenda.  

Research on best practices and models for collaborative action on entrepreneurship and equity 

revealed a lack of pilot models to replicate, further making the case for piloting a collective model in 

St. Louis. In 2016, twelve organizations in tech entrepreneurship, led by BioSTL formed the St. Louis 

Equity in Entrepreneurship Collective with seed funding from the Ewing Marion Kauffman 

FoundationȭÓ Inclusion Challenge award. The emergence and development of the Collective is 

summarized in Figure 1  below.  

                                                           
1 After the death of Michael Brown, Jr. on Aug. 9, 2014 in Ferguson, Missouriȟ Ȱ&ÅÒÇÕÓÏÎȱ ÃÁÍÅ ÔÏ ÓÙÍÂÏÌÉÚÅ 
racial strife and inequality. The circumstances surrounding and following his death sharply defined 
challenges that demanded transformation. The Missouri Governor convened a group of regional leaders ɂ 
The Ferguson Commission ɂ to study the situation and develop a report outlining a path toward change. 
https://forwardthroughferguson.org/  

http://www.sparkpolicy.com/


 

Figure 1: Collective Emergence and development  
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Over the last two years, the Collective has greatly evolved and adapted, including iterations of the 

purpose, strategies and structure of the initiative. In November 2017, the Collective convened more 

than 100 ecosystem actors from multiple sectors to discuss challenges and strengths related to DEI 

in entrepreneurship, and collaboratively ÉÄÅÎÔÉÆÉÅÄ ȰFour Pathways to Equityȱ ɀ money, people, 

resources and data ɀ ÔÈÁÔ ÎÅÅÄÅÄ ÁÔÔÅÎÔÉÏÎ ÔÏ ȬÕÎÓÔÉÃËȭ ÉÎÅÑÕÉÔÉÅÓ ÉÎ Ôhe ecosystem. These Four 

Pathways formed the initial strategic focus of the Collective, and action teams were developed to 

begin pilot ing solutions to each of the pathways.  

As of February 2019, in response to evaluation findings and the conclusion of the first funding cycle, 

a planning task force was established to build the strategy and structure for the CollectiveȭÓ ÎÅØÔ 

iteration, what they ÁÒÅ ÃÁÌÌÉÎÇ ȰÔÈÅ #ÏÌÌÅÃÔÉÖÅ Phase 2.0.ȱ   

STRUCTURE OF THE COLLECTIVE 

The Collective has used the Collective Impact2,3 framework to loosely guide their  collaborative work 

(see Figure 2  below). BioSTL serves as the backbone to the Collective and staffs two part-time co-

managers and a strategy consultant. Combined, these three positions are responsible for operational 

supports of the Collective, 

including coordination, 

communications and 

administratio n. Action teams 

informally operate as 

working groups of the larger 

Collective, meet 

intermittently  as needed, and 

are led primaril y by a few 

highly-involved Collective 

ÍÅÍÂÅÒÓ ÁÎÄ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ 

strategy consultant. At 

present, 42 individuals are 

active on one or more action 

team within the Collective.  

 

                                                           
2 Collective Impact is a multi-sector collaborative framework initially outlined by FSG in 2011 (Kania and 

Kramer, 2011) that includes a basic structure of five core principles: a common agenda, mutually-
reinforcing activities, shared measurement system, consistent communication, and a backbone 
organization. Kania, J. and M. Kramer. "Collective Impact." Stanford Social Innovation Review 9, no. 1 
(Winter 2011): 36ɀ41.  

3 Following initial findings from the evaluation, the Collective is considering other multi-sector 
collaborative models as its guiding framework during the next phase of development. See Appendix B 
for more information. 

Figure 2: Collective Structure  

http://www.sparkpolicy.com/
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While the Collective is connected to over 350 

stakeholders across the entrepreneurship ecosystem 

through their listserv, membership is formalized by 

partnership agreements that organizations and 

individuals sign at one of three levels (see right). 

Partnership Agreements outline the #ÏÌÌÅÃÔÉÖÅȭÓ 

purpose and values and allow the Collective to publicly 

recognize members through external communications 

and the website. As of February 2019, 23 organizations 

have signed partnership agreements; two signed on as 

Activators and the remaining as #ÏȤ#ÒÅÁÔÏÒs, as seen in 

Figur e 3 below. 

COLLECTIVE STRATEGY AND ACTIVITIES 

In 2018, Collective staff worked with Spark to develop a draft theory of change summarizing the 

#ÏÌÌÅÃÔÉÖÅȭÓ ÃÕÒÒÅÎÔ ÓÔÒÁÔÅÇÉÅÓ ɉPathways to Equity), activities (pilot solutions), and intended impact. 

Spark engaged some of the more involved Collective members one-on-one to review various 

iterations of the draft theory of change, culminating in the version seen in Figure 4 on the next page.  

Partnership Agreements 
formalize member 

commitment and 

participation at three levels:  

× Advocates: individuals 
committed to the work of 
the Collective 

× Activators : organizations 
living new ecosystem 
norms 

Co-creators : 
organizations building 
new ecosystem norms 

Figure 3:  Signed Partnership Agreements  

Entrepreneur 

 

Collaborative workspace 

 

Entrepreneur support organization 

(ESO) 

Investor 

Level of Participation indicated by size: 
Advocate<Activator<Co-Creator

* 
* 
Partnership agreements have been signed at the Activator and Co-Creator 

levels as of January 2019. 
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Figure 2: Collective Theory 
of Change 
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The theory of change tells the story of how the Collective contributes to systems change necessary to 

advance equity in entrepreneurship. The Four Pathways to Equity (represented by the blue 

quadrants) describe the specific activities of the Collective, which are embedded within the larger 

entrepreneurship ecosystem (represented by the gray outer circle). Transformational changes to the 

system (represented by the dark blue triangle in the upper right corner) are intentionally placed 

ÏÕÔÓÉÄÅ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÁÒÅÁÓ ÏÆ ÉÎÆÌÕÅÎÃÅ ÁÎÄ ÅÃÏÓÙÓÔÅÍ ÃÏÌÌÁÂÏÒÁÔÉÏÎ to demonstrate that the 

CollectiveȭÓ strategies alone will not lead to systems changes, rather they depend on collaboration 

with efforts in the broader system working on racial and gender equity. Combined efforts of the 

Collective and the broader ecosystem will result in the structural (policies, programs, and structures 

at the top of the triangle) and transformative changes (shifts of mindsets and mental models at the 

bottom of the triangle) needed to achieve the overall impact desired: )Î 3ÔȢ ,ÏÕÉÓȟ ÁÎ ÅÎÔÒÅÐÒÅÎÅÕÒȭÓ 

success will not be pre-determined by their gender or race. 

It should be noted the theory of change is a draft version and has not been formally adopted by the 

Collective as a group. Furthermore, as the Collective is still in development, the theory of change is a 

working version of their current thinking. As the Collective works through adaptations of their 

strategy and structure moving towards Phase 2.0, the theory of change should be reviewed with 

leadership and members to continuously refine and adapt the tool, providing a consistent, agreed-

upon definition of the common agenda for the initiative. 

PROGRESS OF THE COLLECTIVE 

The Collective has made significant progress in the last two years, both at the initiative level and 

within each action team. Progress is summarized in the external dashboard in Appendix F and 

expanded upon below.  

Initiative Progress 

Progress of the Collective at the initiative level is typically led by the co-managers, sometimes with 

support of external consultants. Primarily, the initiative -level progress has been focused on hosting 

convenings and trainings, coordinating communication among members, and fleshing out tools to 

drive development of the common agenda among the initiative. 

Convenings 

Collective managers have convened members and ecosystem actors formally to engage in critical 

dialogue on issues of equity in entrepreneurship. For some participants, those convenings are their  

first opportunity for deep discussion of the issue with peers. The first convening was the first 

Collective summit held in November 2017 which brought together over 100 ecosystem actors and 

served as the first ever summit in the St. Louis region focused on inequities in entrepreneurial 

outcomes. The second convening in September 2018 was supported by Spark to re-engage members 

around the systems focus of their work, review progress of the Collective and Action Teams, and build 

momentum around its vision. In between Collective-wide convenings, action teams meet 

intermittently  as needed (see more ÉÎ ÎÅØÔ ÓÅÃÔÉÏÎ ȰÁction team progressȱ).  Most recently, Collective 

managers formed an interim planning task force to help design the Collective Phase 2.0 and have 

brought members together around these developments several times in 2019.  

http://www.sparkpolicy.com/
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Equity trainings 

To progress towards their goal of shifting the narrative on equity in entrepreneurship, the Collective 

organized an equity training series for members and broader ecosystem actors. Led by an external 

equity consultant, the training series introduced the concepts of racial equity, gender equity, and a 

workshop on operationalizing these concepts within the workplace. Forty-two people participated 

in at least one of the trainings, 15 of whom attended more than one training.  

Values  

In addition to defining strategies and activities, the Collective developed a set of values that guide 

their work (see callout box below). Collective managers and consultants developed the values in early 

2017, based on the intended impact of the initiative and building off principles for effective equity 

work. Collective members are exposed to the values through 1-1 meetings to formalize partnership 

ÁÇÒÅÅÍÅÎÔÓȟ ÁÎÄ ÔÈÅ ÖÁÌÕÅÓ ÁÒÅ ÐÏÓÔÅÄ ÏÎ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ×ÅÂÓÉÔÅ4.  As the Collective works through 

adaptations moving towards Phase 2.0, the values should be reviewed with members more directly 

to ensure collaborative buy-in to the values that guide the work.

                                                           
4 https://www.stlequitycollective.org/ 

Collective Values   

× Commitment to s ystems-level change: addressing root causes of inequities by asking tough 
questions, facing unpleasant truths, and having authentic dialogues about structural, cultural, and 
institutional impediments to equity. 

× Truth -telling:   acknowledging that the causes of inequities are a result of systems; the absence of 
women and entrepreneurs of color is not the result of natural selection or survival of the fittest.  

× Bias toward action: recognizing that collecting data is important, but there is sufficient quantitative 
and qualitative data to act. 

× Question the default: supporting individuals and institutions as they question ways of thinking, 
acting, and being and challenging myths, biases, and assumptions about the right flow of resources 
in the ecosystem. 

× Collaboration and co -creation : working together in the spirit of learning, radical listening, and an 
abundance mindset to create new opportunities beyond resource constraints. 

× Public accountability and transparency : allowing the community to hold the Collective, its 
members, and the larger ecosystem accountable to the goals, benchmarks, and data that drive and 
explain the work. 

× Inquiry and experimentation : working from a solutions-based perspective, developing 
and testing solutions, and iterating and investing in the most effective strategies. 

http://www.sparkpolicy.com/
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Action Team Progress 

As the working groups of the Collective, action teams work to advance pilot solutions related to the 

Four Pathways to Equity ɀ People, Data, Resources, and Money. Each action team has been working 

over the last year to asses needs and establish baseline activities for a few different pilot solutions.  

The People action team is focused on ensuring WE/EOC are adequately represented 

in the ecosystem and have access to opportunities in mentoring and networking. The 

team is currently conducting a scan of entrepreneurship organizations in the 

region to identify incubators, accelerators and networking events focused on 

women and people of color, as well as exploring options for a database that would 

match WE/EOC mentors with new entrepreneurs. One of the pilot solutions being considered by the 

team is the creation of an equity toolkit  for organizations to improve their equity practices, including 

interacting with and supporting WE/EOC. Due to its work on the equity toolkit, the People action 

team has begun partnership conversations with Propeller, a local equity-focused organization, who 

is considering joining the Collective and potentially inviting the Collective to be a part of their anti-

racist, anti-biased community of practice pilot taking place Spring 2019.  

The Data action team is focused on transparency and accountability around equity 

within the ecosystem. Its early goals were to collect and analyze data around the 

characteristics of entrepreneurs being supported in the ecosystem in order to 

uncover inequities related to race and gender. As a first step, the team assessed 

the entrepreneurship landscape and identified metrics of interest for assessing 

equity, including investment sources for entrepreneurs (investor types and amounts), ESO-provided 

supports received (type and source), and the demographic makeup of entrepreneurs.5  

During the first iteration of what is intended to be annual reporting , the team was unable to collect 

data on all the metrics of interest. Still, the team compiled data from 13 ESOs around the number and 

type of entrepreneurs they support, types of supports offered, and how supports are distributed. The 

data collection approach is designed to leverage existing data as much as possible to limit the burden 

on entrepreneurs and ESOs. Led by a third-party contractor (who is also a Collective member), the 

team developed a baseline study of supports given to 835 unique entrepreneurs and findings were 

summarized in a September 2018 report being prepared for wide-spread publication. The Collective 

will need sustainable (3-5 years) funding to ensure this process is repeated. 

The Resources action team ÏÒÉÅÎÔÓ ÉÔÓ ×ÏÒË ÁÒÏÕÎÄ ÉÍÐÒÏÖÉÎÇ Ȱ×ÁÙ-ÆÉÎÄÉÎÇȱ ɀ how 

diverse entrepreneurs navigate available supports - within the systemȢ 4ÈÅ ÔÅÁÍȭÓ 

early activities included examining what entrepreneur support resources are 

available in the system, and how diverse entrepreneurs are able (or unable) to 

access those resources in a user-friendly, equitable way. The team conducted a 

survey of 22 ESOs in the region, investigating the ways in which they bring in and 

connect with entrepreneurs. Early survey results suggest: (1) most ESOs are not typically sharing 

their event calendars, signaling a lack of integration of resources, (2) some organizations rely on 

                                                           
5 See Appendix A for all the identified equity-oriented metrics of interest.  
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ÓÅÎÉÏÒ ÌÅÁÄÅÒÓȭ ÄÉÓÃÒÅÔÉÏÎ ÔÏ ÄÅÔÅÒÍÉÎÅ ÔÈÅ ÂÅÓÔ ÓÅÒÖÉÃÅÓ ÆÏÒ ÅÎÔÒÅÐÒÅÎÅÕÒÓ, and (3) referrals to ESOs 

come primarily through word of mouth.  

One pilot solution the team is considering is the design of a digital way-finding tool, designed based 

on community needs and race and gender considerations, that aggregates all the ÒÅÇÉÏÎȭÓ ÒÅÓÏÕÒÃÅÓ 

for entrepreneurs to easily access and navigate a diversity of supports. In support of this tool, the 

team researched other cities with similar resources including Boston, Miami, and Atlanta. In 

consideration of how WE/EOC enter the system, it will be importan t for the way-finding tool to 

include step-by-step guidance on how to access resources rather than a simple map of resources.  

The Money action team is focused on improving equity in the way investments are 

considered and provided to support WE/EOC. Its goals are to understand how 

racial and gender equity are considered in the distribution of financial resources 

to entrepreneurs in the St. Louis region, especially to help uncover any biases of 

investors. The team has looked into national and local models related to equitable 

investing and is in the process of planning a convening for regional investors to discuss equity and 

inclusion challenges. To support the multi -sectoral, systems approach of the Collective, and in 

response to the limited representation of the financial sector in the Collective, the team is also 

working to get investors to sign partnership agreements as members in the Collective. The team has 

considered the possibility of conducting an equity training series specifically oriented for investors. 

EVALUATION FINDINGS  

In 2018, the Collective engaged Spark to conduct an evaluation of the Collective that included 

reviewing its progress to date, identifying key insights and emerging challenges, and reviewing areas 

for potential refinement. The evaluation used developmental evaluation (DE) tools that rely on rapid 

collection and analysis of data to inform leadership as they made adaptations to their  strategy. The 

evaluation used several sources of data, including interviews and surveys with Collective members, 

engagements with BioSTL and Collective managers, literature reviews, environmental scans, and 

assessment against collaborative and systems change best practices. The evaluation was guided by 

overarching learning questions including:  

¶ How has the work of the Collective to date contributed to advancement of 

women and people of color in the St. Louis entrepreneurship ecosystem? 

¶ What would it take for the Collective to accelerate its contributions 

towards advancing equity in entrepreneurship over the next 3-5 years?  

¶ What is the optimal structure and partnerships to support this result? 

¶ How would the Collective best measure its success? 

¶ WhÁÔ ÁÓÐÅÃÔÓ ÏÆ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÓÔÒÁÔÅÇÙ ÓÉÇÎÁÌ ÕÎÉÑÕÅ ÏÐÐÏÒÔÕÎÉÔÉÅÓ ÔÏ 

advance equity in entrepreneurship? 

The following sections summarize the findings across all data collected to date. The section begins 

with a discussion of where the Collective is in terms of development as a systems-change initiative, 

ahb9¸ 
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reviews major insights from the evaluation driving the progress and success, and closes with 

roadblocks and challenges identified throughout the evaluation.  

THE COLLECTIVE IS ON TRACK  

To help the Collective identify its  progress in the initial phase of development, Spark reviewed 

various frameworks that characterize the type of multi-stakeholder collaborative work undertaken 

by the Collective.6 As a collaborative initiative working toward audacious systems-level impact that 

may take years to achieve, it is 

important to identify interim 

progress that signals the right 

foundation is being laid for systems 

change. To this end, Spark used the 

"ÒÉÄÇÅÓÐÁÎ 'ÒÏÕÐȭÓ #ÏÍÍÕÎÉÔÙ 

Collaborative Life Stages tool7  

which maps initiatives on a 

development spectrum and 

provides guidance around common 

strategies appropriate for different 

phases of development. As seen in 

Figure 5, left, the evaluation 

suggests the Collective is in the 

Ȱ0ÌÁÎȾ0ÕÂÌÉÃ ,ÁÕÎÃÈȱ ÓÔÁÇÅ ɉÕÓÕÁÌÌÙ 

years 1-2) and moving into the 

Ȱ!ÌÉÇÎ ÁÎÄ )ÍÐÒÏÖÅȱ ÓÔÁÇÅ ɉÕÓÕÁÌÌÙ 

years 3-5). Importantly, the 

Collective is in line with many other systems-change initiatives in its development, many of which 

take 6-7 years to truly get off the ground and begin to see impact.8 Figure 6 below helps visualize the 

#ÏÌÌÅÃÔÉÖÅȭÓ ÐÒÏÇÒÅÓÓ ×ÉÔÈÉÎ ÔÈÅ ÆÉÒÓÔ ÔÈÒÅÅ "ÒÉÄÇÅÓÐÁÎ ÌÉÆÅ ÓÔÁÇÅÓȢ Notably, the Collective has: 

¶ Identified and secured financial resources to build necessary infrastructure ; 

¶ Established and staffed a backbone to coordinate activities, communications and convenings; 

¶ Developed a road map (theory of change) that summarizes their strategy and activities; 

¶ Built in specific opportunities for community feedback and peer learning, including around 

the Collectiveȭs core concept of equity; and 

¶ Established baseline data to help define the Collectiveȭs intended impact and inform strategy.  

                                                           

6 See Appendix B to see the healthy collaborative model matrix from the Interim Pathway Forward Memo.  

7 Ȱ#ÏÍÍÕÎÉÔÙ #ÏÌÌÁÂÏÒÁÔÉÖÅ ,ÉÆÅ 3ÔÁÇÅÓȢȱ "ÒÉÄÇÅÓÐÁÎȢ 3ÅÐÔÅÍÂÅÒ ςȟ ςπρςȢ !ÖÁÉÌÁÂÌÅ 
at https://www.bridgespan.org/insights/library/children -youth-and-families/needle-moving-
collective-impact-three-guides/community-collaborative-life-stages. Accessed January 20, 2019. 

8 Spark Policy Institute and ORS Impact. (2018) When Collective Impact has an Impact. Accessed at: 
http://orsimpact.com/DirectoryAttachments/10262018_111513_477_CI_Study_Report_10-26-2018.pdf 

The 
Collective  

Figure 5: Collective development mapped  
to Bridgespan Stages 
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KEY INSIGHTS OF THE COLLECTIVE 

Using the learning question ɀ What will it take for the Collective to accelerate its contributions towards 

advancing equity in entrepreneurship over the next 3-5 years? ɀ Spark examined the Collective within 

the context of healthy collaborative models, other equity initiatives, and its own unique goals and 

vision to identify key insights that have propelled the Collective towards success and may be 

leveraged for future success. These include that the Collective is:    

¶ unique in its approach, 

¶ powered by deep principles, 

¶ responsive to challenges, and  

¶ laying the foundation to drive systems change. 

The next sections ÏÆ ÔÈÅ ÒÅÐÏÒÔ ÄÅÓÃÒÉÂÅ ÔÈÅ ÅÖÁÌÕÁÔÉÏÎȭÓ insights based on 3ÐÁÒËȭÓ ÁÎÁÌÙÓÉÓ ÏÆ ÔÈÅ 

Collective.  

Figure 6: Collective progress towards activities in 
first three Bridgespan stages  

 

Next Step Complete In progress 
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The Collective is unique  

The Collective is one of the first efforts to intentionally and formally bring 

together diverse stakeholders - from policymakers to entrepreneurs to 

investors - to design a comprehensive strategy of shifting equity indicators 

specifically within  entrepreneurship.  

Several organizations, the Collective among them, received funding from the 

Ewing Marion Kauffman FoundationȭÓ Inclusion Challenge to develop 

strategies to ensure women and people of color have access to opportunities in entrepreneurship 

(e.g. the Minnesota Economic Development Association9 and the Chicago Urban League10). Similarly, 

the Collective builds off momentous work in the St. Louis region to advance accountability around 

racial equity in housing, education and health, of which many Collective members are involved and 

offer opportunities for collaboration.  Still, the Collective is unique in its approach to blend equity and 

entrepreneurship fields by formally bringing together multi -sector stakeholders to integrate racial 

and gender equity into the conversation of entrepreneurship and innovation in the St. Louis region. 

This uniqueness positions the Collective to: 

¶ Advance momentum on racial equity in a new space,  

¶ Make critical advancements in a sector with significant leverage for larger change 

(entrepreneurship and innovation with high investments), and  

¶ Inform the broader social change field as a case study of what it takes to build a successful 

multi -sector collaborative effort focused on equity.  

MŜƳōŜǊǎΩ ǇǊƛƴŎƛǇƭŜǎ are powering the success of the Collective 

The success achieved to date by the Collective is driven largely by the compelling 

principles underlying the actions of many of its members and leadership, 

including respect for competing priorities, a high bar for inclusion, and 

commitment to innovation. 

 

Respect for competing priorities  

Many of the core members of the Collective are well-embedded in the entrepreneurship ecosystem 

and many are women and people of color who are especially engaged with equity work in the region. 

These core members have a deep grasp of impediments to equity, especially understanding the 

barriers and challenges marginalized entrepreneurs face when trying to enter the system. The 

principles of the Collective are reflected in the respect and responsiveness of Collective members to 

WE/ EOC the initiative intends to benefit. Collective members and managers have been intentional 

and thoughtful about how strategies ensure the #ÏÌÌÅÃÔÉÖÅȭÓ work is balanced against the resources 

                                                           
9 -ÅÄÁȭÓ Αρ -ÉÌÌÉÏÎ #ÈÁÌÌÅÎÇÅ ÆÏÒ -ÉÎÏÒÉÔÙ %ÎÔÒÅÐÒÅÎÅÕÒÓȢ !ÖÁÉÌÁÂÌÅ ÁÔ http://meda.net/ . Accessed 

October 2018.  
10 Chicago Urban League Center for Entrepreneurship and Innovation. Available at 

https://www.chiurbanleaguecei.com/ . Accessed October 2018. 
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its members need to develop businesses and make a living. When facilitating meetings or surveys, 

member leaders make the best use of time (e.g. in-person meetings must have a concrete purpose) 

and are always looking for ways to use known knowledge rather repeating burdensome survey data 

collection. Respect for competing priorities makes the Collective agile and adaptive, using limited 

resources to accomplish as much as possible while respecting WE/EOC needs. 

Setting a high bar for inclusion 

Many core members of the Collective are committed to ensuring all voices are included, heard and 

involved in decision-making. Some processes were tested to engage members in decision-making in 

2018, including serving on review committees for evaluation and co-manager hiring. Recently, 

managers and consultants have been meeting 1-1 with organizations to discuss partnership 

agreementÓ ÁÎÄ ÆÕÒÔÈÅÒ ÂÕÉÌÄ ÒÅÌÁÔÉÏÎÓÈÉÐÓ ÔÏ ÉÎÃÒÅÁÓÅ ÔÈÅ ȬÃÏ-ÃÒÅÁÔÉÏÎȭ ÖÁÌÕÅ ÏÆ ÔÈÅ ÉÎÉÔiative. The 

high bar for inclusion is an important community-driven practice that has the potential to build 

trusting, equitable relationships with members, especially WE/EOC, which will lead to greater 

collaboration and engagement in the overall vision and work of the Collective. 

Although this high bar for inclusion is a hallmark of managers and consultants, it is worth noting 

different perspectives of inclusion ɀ some members feel there has not been enough, and some 

members feel the need for consensus has delayed and at times paralyzed decision-making. This 

challenge is especially inter-related to the lack of clarity around roles and responsibilities (see more 

in Roadblocks and Opportunities starting on page 17) and represents a significant challenge for the 

Collective moving forward. As governance is clarified and strengthened through some of the current 

work underway in the planning task force, the Collective is well positioned to inform other initiatives 

in how to enter the process with inclusion front and center as opposed to an add-on benefit of the 

work .  

Drive and innovation 

One of the most prominent and visible principles underlying the #ÏÌÌÅÃÔÉÖÅȭÓ progress is the drive and 

passion exhibited by core members. Those aware of and committed to the vision have been able to 

rapidly identify possible solutions, stay open and willing to experiment while not letting perfection 

hold them back, and dive into action team work quickly following the summit without need for 

definitive direction . Overall, these members continue to make time for the critical equity work, even 

and especially when the time is voluntary on their part and when strategies and structures are 

unclear or unestablished.  

4ÈÉÓ ÐÒÉÎÃÉÐÌÅ ÉÓ ÄÅÒÉÖÅÄ ÐÁÒÔÌÙ ÂÙ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ blending of the unique worlds of equity and 

entrepreneurship, enabling them to leverage the strengths of both fields. Entrepreneurially -minded, 

members are ready to innovate, act without getting bogged down in over-planning and over-

strategizing. In conjunction with that innovation, ÍÅÍÂÅÒÓȭ ÅÍÐÈÁÓÉÓ ÏÎ ÅÑÕÉÔÙ ensures specific 

attention is paid to the needs of WE/EOC in designing pilot solutions and strategies. 
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The Collective is responsive to feedback  

The Collective, even in its infancy, prioritizes getting and being responsive to 

feedback, even when it requires a pause in the process. 

Early on, there was concern in the entrepreneurship community that the 

#ÏÌÌÅÃÔÉÖÅȭÓ ÅÁÒÌÙ ÆÏÒÍÁÔÉÏÎ happened too quickly, failed to include those 

WE/EOC in the design, and was not representative of the community (being 

spearheaded by white- and male-led organizations). In response, Collective 

managers respectfully took a pause to redesign some processes to be more collaborative and 

inclusive - partnership agreements clarified equity and co-creation values and encouraged formal 

and adequate representation, the 2017 summit kicked off a renewed invitation to community 

partners, and managers began to think critically about a community engagement strategy to ensure 

WE/ EOC are driving the work .  More recently, managers established a planning task force to be 

more inclusive and invite more members into the design process. 

This self-reflection signifies the Collective is committed to not just stating, but practicing its values, 

and indicates the readiness to be honest about where the Collective is, and what it will take to get 

where they would like to be. Ultimately, these actions demonstrate the CollectiveȭÓ ÏÐÅÎÎÅÓÓ ÔÏ 

guidance from their intended beneficiaries (WE/EOC) to ensure effective and community-oriented 

strategy, a key indicator signaling increased capacity to do equity work.  

The Collective is building a foundation to drive systems change 

Formal systems changes are rare for collaborative initiatives in this early 

stage; however, there is evidence of early changes that set the stage for 

greater impact as a result of the CollectiveȭÓ work to date.  

Using the learning agenda question as guidance - What aspects of the 

#ÏÌÌÅÃÔÉÖÅȭÓ ÓÔÒÁÔÅÇÙ ÓÉÇÎÁÌ ÕÎÉÑÕÅ ÏÐÐÏÒÔÕÎÉÔÉÅÓ ÔÏ ÁÄÖÁÎÃÅ ÅÑÕÉÔÙ ÉÎ ÅÎÔÒÅÐÒÅÎÅÕÒÓÈÉÐȩ ɀ Spark 

identif ied early changes that can be leveraged in the Phase 2.0 to achieve greater systems change and 

impact.  

Collaborative relationships 

Multi -sectoral collaboration is an essential precondition to systems change. The Collective has built 

a platform for partners to collaborate in new ways, established new partnerships with key 

stakeholders, and set the stage for trust ing relationships 

among partners. While many ESOs have worked together in 

the past, the Collective is facilitating new ways of 

collaboration, especially on systems-level strategies. Action 

teams provide a platform for diverse organizations to 

collaboratively design prototypes, data collection methods, 

and plan convenings.  The work to engage policymakers and 

investors in the Collective, while still an area for improvement, 

indicates a new level of multi -ÓÅÃÔÏÒÁÌ ÃÏÌÌÁÂÏÒÁÔÉÏÎ ÉÎ ÔÈÅ ÅÃÏÓÙÓÔÅÍ ÁÎÄ ȬÂÒÉÎÇÉÎÇ ÉÎ ÎÅ× ÐÌÁÙÅÒÓȟȭ 

Á ÃÒÉÔÉÃÁÌ ÁÃÔÉÖÉÔÙ ÉÎ "ÒÉÄÇÅÓÐÁÎȭÓ 0ÌÁÎȾ,ÁÕÎÃÈ ÐÈÁÓÅȢ 4ÈÅ #ÉÔÙ ÏÆ 3ÔȢ ,ÏÕÉÓȭ $ÅÐÕÔÙ -ÁÙÏÒ ÏÆ 2ÁÃÉÁÌ 

Partners are collaborating in 
new ways on systems-level 
strategies, with new partners 
like policymakers and investors, 
and building trust through 
vulnerable discussions 
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Equity attended the 2017 summit and is supportive of the work, and BioGenerator, a powerful 

regional investment firm, signed on as a co-creator committing staff time to the Collective.  

Equity training s also validate unique ecosystem collaboration as members begin to convene around 

a common definition of racial and gender equity, while also engaging in open, honest dialogue about 

the realities of inequities. This deepens ÍÅÍÂÅÒÓȭ understanding of the problem on a personal level, 

builds trust among members, and sets the stage for changes in practice within organizations that will 

facilitate more formal systems change in the future.  

Data Availability and/or Use 

Multi -sector collaboration is largely driven by increased availability of data across the system so 

partners can use data to make decisions and drive advocacy. 4ÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÐÒÏÇÒÅÓÓ ÔÏ×ÁÒÄÓ ÔÈÅ 

collection of data on racial and gender representation within 

entrepreneurship represents a particularly unique 

opportunity to advance equity. While there is some data in the 

region regarding racial equity in housing, transportation, 

education, and employment,11 the Collective is the first 

initiative in the St. Louis region to explore a systematic data 

collection effort specifically for equity indicators within 

entrepreneurship. Data collection efforts are nascent, and the 

metrics and data collection methods need to be refined. Still, the data work will provide a critical 

resource in the region demonstrating where and how diverse entrepreneurs receive supports and 

investments, helping drive policymaking and organizational decision-making.  

Public Will 

Building public will around the issue is an important early change to note in multi-sector 

collaborative work. The Collective has taken actions to build public will around equity, especially in 

their efforts to highlight systems-level drivers of the problem and lift up systems-level solutions in 

their values statement, convenings, and external communications. The values establish a 

commitment to and explanation of the #ÏÌÌÅÃÔÉÖÅȭÓ ÉÎÔÅÎÔÉonal focus on systems-level change to drive 

sustainable change, rather than individual or ESO changes. Collective convenings included 

presentations on complex systems theory and sparked rich dialogues with partners , while the equity 

training series introduced and provided a space to discuss systemic and structural conditions 

underlying inequities. Furthermore, the Collective has 

been mentioned in numerous media outlets, especially 

those keeping an eye on equity initiatives in the region 

and naming efforts with the most potential to make 

change; this will go a long way to draw attention the 

systems goals of the Collective. 

                                                           
11 Equity Indicators: Toward a St. Louis Region that works for us all. Baseline Report, City of St. Louis. 

2018. Available at https://drive.google.com/file/d/1Ih4z0UH2ht70 8w_eVCub_c7wv4N-Et8d/view . 
Accessed January 2019. 

The Collective is the first 
initiative to explore systemic 
data collection on equity and 
entrepreneurship, serving as 
critical resource in the region  

While building public will 
through advancing systems-level 
solutions, inconsistent 
communication has left some 
members unclear on the systems 
level strategy of the Collective. 

http://www.sparkpolicy.com/
https://drive.google.com/file/d/1Ih4z0UH2ht708w_eVCub_c7wv4N-Et8d/view


Prepared by Spark Policy Institute | www.sparkpolicy.com  20 

It  should be noted that the systems focus is not necessarily understood or adopted by all members. 

As membership has wavered and communication has been inconsistent at times, some members are 

unclear on the systems focus of the work and still misinterpret the Collective as a granting entity or 

a group focused on ESO and programmatic work to support entrepreneurs.  The Collective should 

dedicate time to more clearly educating and communicating the systems focus of the work with 

members and the community Phase 2.0 (see more in Ȱ0ÏÌÉÃÙȱ section below).  

ROADBLOCKS AND OPPORTUNITIES 

As the Collective moves into the ȰAlign and Improveȱ life stage12, it is important to  understand 

roadblocks encountered and identify opportunities to strengthen initiative . Using engagements with 

members and the understanding of the Collective in the context of healthy collaborative models, 

Spark identified four roadblocks of the Collective, including: 

¶ Unclear governance, decision making and leadership structures   

¶ Unclear role for community (WE/EOC) with undefined engagement strategy 

¶ Undefined policy strategy as it relates to systems change goals  

¶ Nascent evaluation and learning framework to support ongoing improvement 

The next section of the report describes these roadblocks in greater detail and provides actions the 

Collective should consider to address these challenges in Phase 2.0, making sure to note activities 

currently underway with the planning task force.   

Governance structure  

Member and manager engagement in the evaluation indicates that opacity around 

governing structure has led to lowered member participatio n, as they struggle to 

find clear avenues for participation and collaboration, and paralysis around action, 

as managers struggle to understand their decision-making roles. The Collective is 

staffed by two co-managers and one consultant who are sub-contracted by BioSTL 

as the backbone and currently coordinate all operational supports. While co-

managers and consultants provide a great link 

to the community and can help advance the work, they are unclear 

on their decision-making power, especially as it relates to how 

members should be involved in designing the strategies of the 

Collective. Furthermore, the roles and responsibilities of BioSTL 

as the backbone are unclear to many, which has caused further 

tension around who makes decisions on behalf of the Collective 

ÁÎÄ ×ÈÅÎ ÏÔÈÅÒÓȭ ÐÅÒÓÐÅÃÔÉÖÅÓ should be considered.   

Many multi -sector collaborative models, including Collective Impact, recommend establishing a 

steering committee or comparable leadership body with transparent decision-making power to help 

                                                           
12 See Bridgespan Life Cycle Figure 5 on page 15 
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co-create, communicate, define the resources needed and responsibilities of the backbone, and 

coordinate the efforts of action teams.  The Pathways Forward Interim Memo provided an overview 

of several collaborative frameworks to inform governance structures,13 with the most critical 

recommendation from all to include representative of those impacted by the work (WE/EOC) in the 

leadership body.  

In January 2019, Collective managers established a planning task force which is reviewing 

governance and strategy for Phase 2.0 and plans to establish a steering committee. The steering 

committee can ÌÅÖÅÒÁÇÅ ÅØÉÓÔÉÎÇ ÍÅÍÂÅÒÓȭ ÃÏÍÍÉÔÍÅÎÔ and clear up confusion about decision-

making in the initiative, while simultaneously addressing challenges of exclusion experienced by 

some members in earlier stages of Collective design and visioning. The steering committee can also 

work to better define roles and responsibilities for the backbone and partners, and the decision-

making authority of action team leaders.  

Inclusion and community engagement strategies 

While the Collective has taken steps to address feedback around inclusion of 

WE/EOC, many members and managers still feel the Collective, can and 

should have a stronger community engagement strategy that ensure the right 

people are included in design, strategy, and accountability of the Collective. 

Lack of clear inclusion and engagement strategies has led to lowered member 

participation, especially by WE/EOC and some of ESOs ȬÏÎ ÔÈÅ ÇÒÏÕÎÄȭ ×ÈÏ 

truly want to be involved and lead this work. As decisions are made about the 

CollectiveȭÓ ÓÔÒÁÔÅÇÉÅÓ ÁÎÄ ÅÖÏÌÕÔÉÏÎÓ ɉe.g. systems focus, tech focus or not) 

without adequate investment of time and resources to ensure 

critical stakeholders are involved and understand the 

reasons behind the decisions, some members ultimately lose 

ÔÏÕÃÈ ×ÉÔÈ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÍÏÍÅÎÔÕÍ ÁÎÄ ÅÎÄ ÕÐ ÃÏÎÆÕÓÅÄ 

and frustrated with the direction.  

Many multi-sector collaborative initiatives note the 

importance of an explicit community engagement strategy to 

propel inclusion. Often times this includes capacity-building 

activities with those affected by the problem, as exemplified in the Equity and Justice Collaborative 

(EJC) model14 which requires community organizing efforts to build leaders among affected 

populations, giving them greater influence over ÔÈÅ ÉÎÉÔÉÁÔÉÖÅÓȭ ÁÇÅÎÄÁ ÁÎÄ ÒÅÓÏÕÒÃÅ ÁÌÌÏÃÁÔÉÏÎȢ 

Similarly, Collective Impact 3.015 recommends incorporating a community engagement process to 

                                                           
13 See Appendix B for the Healthy Collaboratives Model Matrix. 
14 Wolff, T., M. Minkler, S. Wolffe, et al. Collaborating for Equity and Justice: Moving Beyond Collective 

Impact. Nonprofit Quarterly, Winter 2016. Available at 
https://nonprofitquarterly.org/2017/01/09/collaborating -equity-justice-moving-beyond-collective-
impact/ . Accessed October 2018.  

15 Cabaj, M. and L. Weaver. Collective Impact 3.0 An Evolving Framework for Community Change. 
Tamarack Institute Community Change Series 2016. Available at 
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ensure initiatives are working in communion with the broader community to design systems change, 

rather than dictating top-down decision-making from experts in the ecosystem.  

As the Collective reviews its governance structure and 

strategies for the next phase of work, it is an opportune 

time to redesign their community engagement 

strategy. Notably, a recommendation from the 2017 

Collective summit suggested an advisory board be 

established, made of women and people of color, to 

provide accountability and oversight to the 

Collective,16 which the Collective may consider in 

Phase 2.0.  The EJC model also offers community 

organizing and capacity-building tools17 the Collective 

could incorporate into its new governance structures 

to ensure true listening and engaging of all voices, 

especially at critical decision-making points. Lastly, the Collective should consider collaborating with 

other equity-focused initiatives in the region, many of whom have more resources dedicated 

specifically to community organizing.  

Policy strategy  

4ÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ theory of change currently does not include a policy strategy, 

which is key to long-term systems change by shifting policies, procedures, and 

regulations that hold the problem in place. Further, the Collective has struggled 

to engage active representation from policymakers in the initiative . As reviewed 

above, the Collective has laid the foundation for systems change through 

important avenues - building public will, improving data availability to drive 

decisions, and increasing ecosystem collaboration. Still, as the Collective moves 

ÉÎÔÏ ÔÈÅ Ȭ2ÅÆÉÎÅ ÁÎÄ !ÄÁÐÔȭ18 stage and clarifies their systems change focus there is a missed 

opportunity to advance understanding and awareness of the issue at a greater level by developing a 

policy strategy.  

Policymakers, both formal legislators and regulatory agencies at the municipal or regional level, 

greatly influence the entrepreneurship ecosystem through the way that resources are distributed 

(e.g. grant/lending/tax relief programs) , norms are embedded (e.g. regulations and laws ensuring 

                                                           
https://cdn2.hubspot.net/hubfs/316071/Events/Multi -
Day%20Events/Community%20Change%20Institute%20-
%20CCI/2016%20CCI%20Toronto/CCI_Publications/Collective%20Impact%203.0%20Liz%20Weave
r%20Mark%20Cabaj%20Paper.pdf. Accessed October 2018.  

16 Emerging Wisdom LLC on behalf of BioSTL (December 2017). St. Louis Equity in Entrepreneurship 
Collective Summit Report of Findings. Available at 
https://d10k7k7mywg42z.cloudfront.net/assets/5a70aff940780 805e201cd81/Equity_In_Entreprene
urship_Summit_Report_draft_12918.pdf Accessed September 2018. 

17 Collaborating for Equity and Justice Toolkit. Available at 
https://www.myctb.org/wst/CEJ/Pages/hom e.aspx. Accessed October 2018. 

18 See Bridgespan Life Cycle Figure 5 on page 15. 

To improve community 
engagement the Collective 
should consider: 
× establishing an advisory 

board of WE/EOC 
× incorporating EJC model tools  
× leveraging partnerships with 

equity-focused initiatives  
× setting specific targets of 

WE/EOC in leadership 
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race and gender are considered), and public will is built (e.g. driving the narrative through 

communications). Developing at least some level of awareness and presence in policy advocacy as it 

ÒÅÌÁÔÅÓ ÔÏ ÐÏÌÉÃÉÅÓ ÔÈÁÔ ÉÍÐÁÃÔ 7%Ⱦ%/# ×ÉÌÌ ÂÅ ÃÒÉÔÉÃÁÌ ÔÏ ÁÄÖÁÎÃÅ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÉÎÔÅÎÄÅÄ ÌÏÎÇ-term 

change.  

Recognizing the competing priorities for 

members and resources, the Collective does not 

necessarily need to develop an explicit policy 

advocacy strategy at this time, but should 

consider a number of interim actions that can 

build their policy capacity. At a minimum, the 

Collective should consider how to engage 

policymaker members by leveraging existing 

relationships and networks. Also, there are 

several platforms the Collective can engage to 

build capacity, including the Missouri 'ÏÖÅÒÎÏÒȭÓ 

Innovation Task Force, for which BioSTL has already 

begun to discuss their involvement, and the Kauffman-sponsored Entrepreneurial Policy Network, of 

which BioSTL is already a member. The Collective can learn from ESOs around the country doing 

policy advocacy for entrepreneurs about best practices, advocacy tools, and specific policies 

proposed for pro-entrepreneurship. As resources are available (e.g. time, funding and/or members 

with capacity), the Collective could incorporate policy advocacy into their theory of change explicitly, 

which would help them secure the resources necessary to advance the policy work.  

Shared measurement and evaluation & learning 

As complex social problems require strategies that can adapt to changing 

environments and take longer to see the intended systems-level outcomes, a 

strong evaluation and learning component is critical for helping initiatives 

track interim progress and adaptations. In its first phase, members were 

eager to develop a set of high-level DEI metrics (e.g. amount of money going 

to WE/EOC) and outputs (e.g. number of trainings, convenings) to track 

equity outcomes in the ecosystem. While this work is critical and builds 

momentum for members and the broader community, changes to these metrics may take years to be 

seen.  

Collaborative action models recommend developing a shared measurement system where multiple 

partners can submit data on a regular basis that helps track progress towards long-term goals,19 as 

well as strategic learning components that track the health of initiatives  (in terms of collaboration, 

backbone effectiveness and communication) and help them learn from ongoing adaptations. 

&ÏÒÍÁÌÉÚÅÄ ÅÖÁÌÕÁÔÉÏÎ ÁÎÄ ÌÅÁÒÎÉÎÇ ÉÓ ÎÏÔ ÙÅÔ Á ÃÏÍÐÏÎÅÎÔ ÏÆ ÔÈÅ #ÏÌÌÅÃÔÉÖÅȭÓ ÓÔÒÁÔÅÇÙȟ ×ÈÉÃÈ ×ÏÕÌÄ 

                                                           

19 Some examples of shared data platforms among multi-sector initiatives include REDcap 
(https://projectredcap.org/ ) and the Good Food Tracker 
(https://www.goodfoodtracker.com/features.html )  

To leverage policy advocacy for systems 
change, the Collective may consider 
leveraging existing assets: 
×0ÁÒÔÎÅÒÓÈÉÐ ×ÉÔÈ -ÉÓÓÏÕÒÉ 'ÏÖÅÒÎÏÒȭÓ 

Innovation Task Force 
×"ÉÏ34,ȭÓ ÉÎÖÏÌÖÅÍÅÎÔ ÉÎ +ÁÕÆÆÍÁÎȭÓ 

Entrepreneurial Policy Network  
×-ÅÍÂÅÒÓȭ ÃÏÎÎÅÃÔÉÏÎÓ ÔÏ ÏÔÈÅÒ ÅÑÕÉÔÙ 

initiatives with policy focus in the 
region 
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allow the Collective to regularly use data to drive decision-making and identify early changes in the 

system that signal progress before quantitative, high-level outcomes may be seen. 

Spark developed tools with the Collective in 2018 that 

help think about ways to measure its health as a 

collaborative initiative , including an internal learning 

dashboard (see Appendix E). Furthermore, to support 

ongoing work around the theory of change and the 

measurement of interim outcomes, Spark developed a 

suggested evaluation framework with optional 

outcomes and indicators for each of the #ÏÌÌÅÃÔÉÖÅȭÓ 

strategies, as well as for interim systems change, 

equity, and learning (see Appendix C). This 

framework can help guide both current strategy 

conversations (e.g. Given the current conditions, what 

are the most impactful changes we can aim for?) and 

retrospective strategy conversations (e.g. In what 

×ÁÙÓ ÈÁÖÅȾÈÁÖÅÎȭÔ ×Å ÉÎÔÅÒÖÅÎÅÄ ÉÎ ÔÈÅ ÓÙÓÔÅÍ ÂÁÓÅÄ 

on our theory of change?). As the Collective designs its strategy for Phase 2.0, it will be important t o 

identify an evaluation and learning partner who can fortify its focus on strategic learning and upholds 

its value of equity.  

CONCLUSION 

The Collective is a unique initiative blending equity and entrepreneurship for a multi-sector, 

collaborative response to inequities in the system.   3ÐÁÒËȭÓ ÅÖÁÌÕÁÔÉÏÎ ÃÌÅÁÒÌÙ ÄÅÍÏÎÓÔÒÁÔÅÓ ÔÈÁÔ ÔÈÅ 

Collective is on track in its development, having completed or advancing progress on important 

ÁÃÔÉÖÉÔÉÅÓ ÉÎ ÔÈÅ ÆÉÒÓÔ Ô×Ï ÓÔÁÇÅÓ ÏÆ ÔÙÐÉÃÁÌ ÃÏÌÌÁÂÏÒÁÔÉÖÅȭÓ ÄÅÖÅÌÏÐÍÅÎÔȢ -ÏÖÉÎÇ ÉÎÔÏ ÔÈÅ ȰAlign and 

)ÍÐÒÏÖÅȭ ÓÔÁÇÅȟ ÔÈÅ #ÏÌÌÅÃÔÉÖÅ ÈÁÓ ÍÁÎÙ ÓÔÒÅÎÇÔÈÓ ÁÎÄ ÏÐÐÏÒÔÕÎÉÔÉÅÓ ÔÏ ÌÅÖÅÒÁÇÅ ÔÏ ÓÔÒÅÎÇÔÈÅÎ ÉÔÓ 

capacity for systems change.  

The newly-established planning task force, focused on reviewing governance and strategy designs 

for Phase 2.0, should consider the evaluation findings from this report to inform their decision-

making. As the Collective remains open to collaborative adaptations to its strategy and remains 

committed to systems strategies, they have significant potential to impact equity in the long term, 

ensuring ÁÎ ÅÎÔÒÅÐÒÅÎÅÕÒȭÓ ÓÕÃÃÅÓÓ ÉÓ ÎÏÔ ÐÒÅÄÅÔÅÒÍÉÎÅÄ ÂÙ ÔÈÅÉÒ ÒÁÃÅ ÏÒ ÇÅÎÄÅÒ ÉÎ ÔÈÅ 34Ȣ ,ÏÕÉÓ 

region.

As high-level equity outcomes can 
take years to develop, the Collective 
should develop a framework for 
measuring interim outcomes, 
early changes in the system that 
lay the foundation for greater 
impact , including:  
× Collaboration 
× Backbone effectiveness 
× Data availability and use 
× Public and political will  
× Equity capacity 

(see Appendix C for more) 
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