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Abstract 

The United Way of the Wabash Valley has a 60-year history and is transitioning from a 

transactional to a relational model in order to meet their community’s changing needs.  The 

organization will be utilizing collective impact, which is a structured form of collaboration that 

revolves around a common agenda to address a social issue.  One of the established conditions 

for collective impact is to have a backbone organization that holds the center of the initiative and 

drives the work forward.  The United Way of the Wabash Valley will be assuming the role of 

funder and backbone organization in the collective impact initiative and will need to reevaluate 

their organizational structure and job duties.  This thesis will assess the organizations current 

structure, draw upon research of successful collective impact organizations to lay a foundation of 

common practices, and finally apply that research to the current organization.  This will result in 

a new organizational structure and job descriptions.  This work will be pivotal in laying the 

foundation for the Wabash Valley to see societal change and creating a stronger community as 

the result of collective impact.    

Keywords: collective impact, backbone organization, collaboration, organizational structure, job 

responsibilities 



THE ROLE OF THE BACKBONE ORGANIZATION          4 

Table of Contents 

List of Figures ................................................................................................................................. 6 

List of Tables .................................................................................................................................. 7 

History and Background ................................................................................................................. 8 

A Time for Change ....................................................................................................................... 10 

A Change Beyond the Mission – Collective Impact ..................................................................... 12 

Problem Statement ........................................................................................................................ 14 

Collective Impact in the Wabash Valley ...................................................................................... 15 

Current Structure of the United Way of the Wabash Valley ........................................................ 16 

Board of Director’s Structure and Responsibility ..................................................................... 18 

Staff Structure and Responsibilities .......................................................................................... 20 

Executive Director ................................................................................................................. 22 

Community Impact Director .................................................................................................. 24 

Resource Development Director ........................................................................................... 27 

Marketing and Communications Director ............................................................................. 29 

Collective Impact Backbone Organization Best Practices ............................................................ 32 

Board of Director’s Structure and Responsibility ..................................................................... 34 

Staff Structure and Responsibilities .......................................................................................... 37 

Executive Director ................................................................................................................. 39 

Facilitator ............................................................................................................................... 41 

Data Manager ........................................................................................................................ 45 

Changes for United Way of the Wabash Valley ........................................................................... 47 

Board of Director’s Structure and Responsibility ..................................................................... 48 

Advisory Council ................................................................................................................... 49 

Governing Board ................................................................................................................... 51 

Staff Structure and Responsibilities .......................................................................................... 53 

Executive Director ................................................................................................................. 56 

Community Impact Director .................................................................................................. 59 

Resource Development Director ........................................................................................... 61 

Marketing and Communications Director ............................................................................. 64 

Summary ....................................................................................................................................... 67 



THE ROLE OF THE BACKBONE ORGANIZATION                                                                             5 
 
 

References ..................................................................................................................................... 70 

Appendices .................................................................................................................................... 74 

Appendix A Current Board of Directors Member Job Description .......................................... 74 

Appendix B Current Executive Director Position Description ................................................. 75 

Appendix C Current Community Impact Director Position Description .................................. 77 

Appendix D Current Resource Development Director Position Description ........................... 79 

Appendix E Current Marketing and Communications Director Position Description ............. 81 

Appendix F Advisory Council Member Position Description .................................................. 83 

Appendix G Revised Board of Directors Member Position Description .................................. 84 

Appendix H Revised Executive Director Position Description ................................................ 86 

Appendix I Revised Community Impact Director Position Description ................................... 88 

Appendix J Revised Resource Development Director Position Description ............................ 90 

Appendix K Revised Marketing and Communications Director Position Description ............ 92 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



THE ROLE OF THE BACKBONE ORGANIZATION                                                                             6 
 
 

List of Figures 

Figure 1: United Way of the Wabash Valley Historical Campaign Total 2007-2017 .................. 11 

Figure 2: United Way of the Wabash Valley Organizational Chart, February 2018 .................... 17 

Figure 3: Current Executive Director Job Duties. ........................................................................ 23 

Figure 4: Current Community Impact Director Job Duties .......................................................... 25 

Figure 5: Current Resource Development Director Job Duties .................................................... 28 

Figure 6: Current Marketing and Communications Director Job Duties ...................................... 30 

Figure 7: Revised United Way of the Wabash Valley Organizational Chart, February 2019 ...... 48 

Figure 8: Revised Executive Director Job Duties ......................................................................... 57 

Figure 9: Revised Community Impact Director Job Duties .......................................................... 59 

Figure 10: Revised Resource Development Job Duties ................................................................ 62 

Figure 11: Revised Marketing and Communications Director Job Duties ................................... 65 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



THE ROLE OF THE BACKBONE ORGANIZATION                                                                             7 
 
 

List of Tables 

Table 1:Establishing Conditions for Successful Collective Impact .............................................. 13 

Table 2: Current United Way of the Wabash Valley Roles and Essential Duties ........................ 22 

Table 3: Changes in Marketing Based on Hiring a Director ........................................................ 31 

Table 4: Recommended Roles for Backbone Staff ....................................................................... 38 

Table 5: United Way of the Wabash Valley New Roles .............................................................. 55 

Table 6: S.W.O.T. Analysis of United Way of the Wabash Valley New Structure ..................... 67 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



THE ROLE OF THE BACKBONE ORGANIZATION                                                                             8 
 
 

History and Background 

The United Way is a global brand that is represented by over 1,800 local United Way 

organizations across the world.  According to the United Way Worldwide website these local 

organizations together cultivate over 2.8 million volunteers and 9.8 million donors (United Way 

Worldwide, n.d.).  The global organization has a broad mission of “improving lives by 

mobilizing the caring power of communities around the world to advance the common good” 

(United Way Worldwide, n.d. para. 1).  While the global organization has a broad mission, each 

local affiliate is autonomous and by paying a licensing fee and signing a general membership 

agreement it allows them to operate under the United Way brand, while having the authority to 

manage and build their individual organization and mission around the needs in their specific 

community.  

In the Wabash Valley, the local United Way organization has a very long and established 

history in the community with supporting social service organizations and coordinating 

fundraising.  Their origin dates back to 1882 with the Society for Organized Charity who had a 

mission to offer the proper relief of cases of destitution, the prevention of indiscriminate and 

duplicate giving, the reduction of vagrancy, and pauperism.  With this mission the original 

organization was working to determine the true causes of homelessness and poverty in the 

community by utilizing effective fundraising and working to make employment the basis for 

their relief (United Way, 2006). 

Over the years the local organization transformed, all the while encouraging and helping in 

the formation of other local social service agencies.  The United Way of the Wabash Valley, as it 

exists today, was established in 1976, and for the last 40 years they have annually funded up to 
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40 membership-regulated partner agencies which provided 50-80 programs in their service area 

counties including Clay, Parke, Sullivan, Vermillion, and Vigo in Indiana and Clark in Illinois.  

With this model the United Way of the Wabash Valley was very hands-off in the types of 

programs that were being funded in the community.  The requirement for funding was that a 

program must fit into the focus areas of the United Way of the Wabash Valley’s general mission 

to create a better community.  These focus areas were what the United Way Worldwide 

organization deemed to be the building blocks to a better life which included education, health, 

financial stability, and community basics.  A member agency would apply to the United Way of 

the Wabash Valley once a year for funding to support their program that fit into these focus areas 

that are the building blocks to a better life.  Those applications were grouped together based on 

their program’s focus area and reviewed by volunteers to evaluate if the programs were a 

valuable investment of donor resources.  The evaluation process included the scoring of their 

application, an agency site visit to learn more about the program, and an agency presentation 

which further allowed the agency to explain their program and the impact it was making in the 

community.  Volunteers would then determine the funding that they would grant to each of their 

reviewed programs based on their allocated pool of resources.  The only requirements for 

funding included abiding by a simple membership agreement, continuously running the program, 

and providing an outcome report at the 6-month point.  This entire process would then repeat the 

following year with many of the same programs seeking the same funding or on a rare occasion a 

new program to address the issues in the community. 

With this structure the organization was creating a mile wide and an inch-deep worth of 

impact.  The inability to direct the focus, types of programs, their outcomes, and issues they were 

addressing made it a struggle for the United Way to highlight all the good work they were 
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creating in the community.  Data for outcomes were difficult to articulate since all the programs 

focused on different outcomes.  In addition, the funding typically only accounted for a fraction of 

a program’s budget so it was difficult for the United Way to say they were the only reason this 

program existed and changed lives. The organization could just state they helped fund many 

great programs every year, and it proved difficult to pinpoint and articulate the actual impact 

they were making in the community.  This created a mentality of funding a great deal of others 

good work in the community, but not creating the social change the community actually needed.     

A Time for Change 

Over the 20th century, United Way became the nation’s strongest fundraiser, but also 

allowed that competency to over-shadow their mandate to improve lives and strengthen 

communities.  So strong has the fundraising focus become, that many perceive “fundraising” to 

be the mission of the organization.  And with such a broad and encompassing mission of 

improving lives in the community, the organization was investing in such a wide range of 

programs and organizations that it was difficult to articulate their specific impact.  These issues 

have all culminated with the United Way of the Wabash Valley experiencing a 10-year trend of 

declining donations displayed in Figure 1.  This consistent and deep decline in resources implied 

the broad mission was not compelling to donors and merited a change.  
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Figure 1: United Way of the Wabash Valley Historical Campaign Total 2007-2017 

In order to decide what that change should be the organization listened to their community 

in structured conversations and combed through local data.  During this process one issue rose 

above and tied the problems that the community is facing together -- the struggle to make ends 

meet for individuals and families.  The United Way of the Wabash Valley determined its new 

targeted focus would be to reduce the cycle of poverty in the community with a bold goal of: 

“Helping to move 10,000 families out of financial struggles and into stability” (United Way of 

the Wabash Valley, 2018b, p. 6).  Work towards accomplishing this bold goal will include a 

narrowed emphasis on four key elements including: education - improving educational 

attainment; health - addressing physical and mental health barriers; financial stability - 
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supporting and stabilizing family income; and neighborhoods - building community engagement 

and pride (UWWV, 2018).    

A Change Beyond the Mission – Collective Impact 

United Way of the Wabash Valley has funded partner agencies and their programs 

through an annual fundraising drive for nearly 60 years in their community.  However, the voices 

in the community say they have not seen problems solved, and many of those problems have 

worsened.  For the United Way to accomplish their intended impact on critical social issues and 

create a new value proposition to donors it will require a shift from two previously discrete and 

transactional business functions the United Way has been known for–fundraising and fund 

allocating–to a collaborative and relational model.  The latter model requires United Way to 

engage actively with their partners to achieve the outcomes the community collectively seeks, 

and not simply those sought by each individual nonprofit agency.  By going beyond a simple 

agency-requested fund allocating process as the sole means of community support, it can deepen 

United Way’s relevance and impact.   

The model that the United Way of the Wabash Valley will be implementing in order to 

achieve this relational approach will be collective impact.  The Council of Nonprofits defines 

collective impact as, “an intentional way of working together and sharing information for the 

purpose of solving a complex problem” (Collective Impact, 2018, para. 1).  The concept gained 

notoriety in 2011 when it was realized that there were a multitude of organizations working in 

silos to create change, but without them all working together the problems will remain too large 

for any single organization to conquer (Collective Impact, 2018).     
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Collective impact is not just a collaboration of entities, but instead entails a set of specific 

conditions and steps that have proven effective in creating change.  This model, developed by 

Kania and Kramer, was published in the Stanford Social Innovation Review and includes the 

following established conditions for successful implementation. 

Table 1:  

Established Conditions for Successful Collective Impact 

Bold Goal 
Participants have a shared common agenda with a joint 

approach to solving a problem through established methods. 

Shared Measurement 
Collecting data and measuring results consistently across 

participants ensures efforts remain focused. 

Supporting Activities 
Participant activities must be different but still coordinated to 

the overall bold goal. 

Continuous Communication 
Consistent and open communication builds trust and increases 

motivation. 

Backbone Organization 
Needed to serve as the support for the initiative and to 

coordinate participating organizations. 

Note. Adapted from https://ssir.org/articles/entry/collective_impact. Copyright (2001) by Kania, J. & Kramer, M. 

 

Collective impact is not unique to the United Way Worldwide organization and is 

actively promoted as the way of the future of the United Way, social change agencies, and 

communities across the country.  But when it comes to change, organizations are slow to fully 

adopt this complex concept.  In a recent survey of the largest United Ways in the United States, 

four of five United Ways reported implementing collective impact, but only one in four reported 

executing all five elements.  Of those organizations who reported implementing collective 

impact work, the least established areas were shared measurement with 59% and backbone 

https://ssir.org/articles/entry/collective_impact
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support at 63% (Elder, 2017).  While these organizations are working to implement collective 

impact, without enacting all of the required conditions it leads to decreased results and impact for 

their communities.  Individually each these conditions play a critical role in creating system-wide 

change, but they each relying on the other to create the broader success.  While each condition is 

important, the role of the backbone organization lies at the heart of collective impact and is 

pivotal in creating change.  A cross-site study of 25 organizations successfully implementing 

collective impact showed that the backbone is a foundational condition that supports the 

presence of the other vital conditions to collective impact (Lynn & Stachowiak, 2018).  The 

backbone is responsible for implementing many of the conditions and ensures that the initiative 

is moving forward and in turn allowing the entire initiative to succeed. 

Problem Statement 

Research shows that donors want to see impact and how their donation can make a 

difference.  In a survey of over 300 major millennial donors they ranked, “seeing that my 

contribution makes a real difference and the organization has real impact” as one of their three 

top reasons for giving (Goldseker & Moody, 2017, para. 3).  The other top two rankings include 

that the organization does its “due diligence” and “addresses root causes” (Clark, Eyre, 

Goldseker, & Moody, 2013, para. 8).  While impact has a variety of direct meanings, in the 

survey all answers pointed back to “being able to see something happen as a result of giving” 

(Goldseker & Moody, 2017, para. 15).  This fact is important as millennials are the donors of 

both today and the future.  Gone are the days that individuals will donate to a cause and just trust 

that the organization will do good with their resources.  Because of this shift, the act of giving 

has evolved and even become simpler with technology resulting in a highly competitive 

marketplace for charitable donations.  It is important to deliver impact to donors and show them 
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results in order to efficiently compete for donations.  Nonprofits need to adapt to these changing 

views and habits of charitable giving in order to remain successful.   

The current structure of the United Way creates limits in the changing nonprofit 

marketplace by passing on donations to other agencies in the broad focus areas of health, 

education, financial stability, or community basics to carry out their missions without influence 

in their direction or mutual coordination in their outcomes.  This has created a disconnect 

between the impact and the value the organization brings to the community.  Without being able 

to effectively communicate tangible results to donors the organization is losing donors and 

relevancy in the community.  Collective impact will be an approach that will allow the United 

Way of the Wabash Valley to actively engage with many more organizations and utilize focused 

results and impact.  These results will be what the community seeks and needs, and not only 

those sought by each individual nonprofit agency working in their silo.  By moving beyond the 

agency-requested fund distribution process as the sole means of community impact, the 

organization can become the backbone support to guide the bold goal and create great social 

change for the community.   

Collective Impact in the Wabash Valley 

The United Way of the Wabash Valley is introducing the collective impact process to their 

community and wants to be successful in its implementation.  They will be assuming the role of 

the backbone organization, provide funding to the initiative, and be the driving force to ensure all 

the other conditions of collective impact are being met.  The organization wants to be the one 

that gets their community to band together and take on the impossible, and is a far stretch from 

how the current organization operates as a fundraiser and fund distributor.   
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This thesis will draw upon published research, best practices, and examples of backbone 

organizations in order to develop a new organizational structure, roles, and responsibilities that 

will be more effective as a collective impact backbone than what is currently in place.  In order 

to do so, this the thesis will complete an assessment of the current structure, roles, and 

responsibilities involved in the organization.  It will then utilize research on collective impact 

backbone organizations to present the best practices in structures and roles.  It will then conclude 

with implementing those best practices into the current structure of the United Way of the 

Wabash Valley resulting in a new organizational structure, roles, and responsibilities including 

new position descriptions for each role and an overall organizational structure.  This will provide 

the United Way of the Wabash Valley a road map to restructuring in order to implement 

collective impact as the backbone organization which, if followed, can result in positive 

community change.        

Current Structure of the United Way of the Wabash Valley 

 Each local United Way organization functions as a franchise to the overall worldwide 

parent organization.  This allows them the autonomy to structure and operate their local 

organization based on their individual community and needs.  The current United Way of the 

Wabash Valley structure is rooted in a transactional model.  The organizational structure is 

depicted in the current organizational chart in Figure 2. 
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Figure 2: United Way of the Wabash Valley Organizational Chart, February 2018 

Overseen by a governing board of directors, the focus of the organization has been to 

raise as much money as possible and then pass that funding through to outside agencies in the 

community in order to allow them to create impact.  In addition to passing through funds, the 

organization has also created a few select programs that were direct impact products in the 

community such as a mobile market that delivers fresh fruit and vegetables to food deserts for 

purchase.  These programs are overseen and operated by the United Way staff.  This section will 

dive deeper into different facets of the current organizational structure and function.  This will 

paint a picture of where the organization currently stands in order to decide what should be 

modified in order to create the best backbone organization to implement collective impact and 

create change in the community.   
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Board of Director’s Structure and Responsibility  

 The current organizational structure of the United Way of the Wabash Valley is overseen 

by the governing Board of Directors.  The composition of the board is designed to be 30 

individuals representing the organization’s 6 county service area.  The region’s Central Labor 

Council appoints 5 members, and the remaining 25 members are recommended by board 

members and staff, vetted by the board governance committee, and invited to join the 

organization.  Board members are asked to serve a three-year term with the option to extend for a 

second term, completing a total of a six-year commitment (United Way, 2013).            

 According to the United Way of the Wabash Valley’s board member job description, 

Attachment A, the key objective of the members is to, “Actively participate in helping the United 

Way of the Wabash Valley increase the organized capacity of people to care for one another, 

through policy formulation and in development of the organization’s financial resources” 

(UWWV, 2018a, pg. 1).  This objective directly relates back to the past transactional model with 

a heavy focus on raising as much money as possible and passing it through to other organizations 

in the community to do their good work.  This objective does not reflect the current 

organizational transition to the new function as a backbone structure in collective impact which 

will require a more collaborative focus than the previous model.  

 In review of the duties of the board members, as outlined in the United Way Board 

Member Job Description, they represent a very generic and limited responsibility.  Their duties 

include: attend and participate in meetings, serve and participate on one or more committee, be a 

spokesperson for the organization in the community, and be accessible for communication 

(UWWV, 2018a).  These basic and simple duties do not provide much structure and information 

to a potential or current board member.  They fail to highlight the functions that the board and 
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the organization need its members to perform in order to be effective.  With the structure of the 

Board of Directors overseeing and governing the entire organization, these vague duties do not 

offer much support to the function of the overall organization.  In addition, they fail to cover the 

basic nonprofit board responsibilities as outlined by BoardSource, a trusted source in nonprofit 

governance, which include: “establishing identity and direction, ensuring the necessary 

resources, providing oversight, and overseeing board operations” (BoardSource, 2016a, pg. 1).  

These basic functions of a board are the foundation for a successful organization.  

  In review of the current United Way of the Wabash Valley Board of Directors and their 

participation in the organization it is observed that they are lacking an overall passion and drive 

for the organization.  Based on their 30-member board, the breakdown of participation shows 

that a third of its members put forth a great deal of effort in order to participate and create 

change, a third are passively engaged doing the bare minimum in order to participate, and the 

final third provide little to no participation or aid to the organization.  This breakdown of the 

board is based on a track record of attendance, communication, participation in meetings, 

attendance at events, and participation in special projects for the organization.  Over the last two 

years of strategic planning the passive and little to no participation members, or two-thirds of the 

overall membership, have held little to no discussion on topics, seem disengaged, and do not 

participate in fundraising, major events, or projects intended to help move the organization 

forward.  But in comparison, the top third that are actively engaged are pivotal and the driving 

force in moving the organization forward.  Their participation in sub-committees, policy making, 

and planning have been vital in allowing the organization to transition to collective impact.  The 

participation of the board in one of the primary board responsibilities outlined in both their job 

description and as identified by BoardSource of ensuring the organization has the needed 
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resources has been very limited.  The board fails to follow through on requests for aid in the 

organization’s Community Resource Drive which is the primary source of funding for the 

organization and this has been one of many factors leading to the over 10-year decline in 

financial resources for the organization.        

 In assessing the current composition of the board, it is observed that a lack of diversity 

and inclusion occurs based on the demographics the organization is working to serve.  It also 

does not properly include representation of all 6 counties that are included in the organization’s 

service area.  Both of these shortcomings are not for a lack of attempts.  The board governance 

committee vets the composition of the board each year and attempts to properly represent the 

community it serves.  Members from counties outside of Vigo County, the central county, have 

been solicited, but have chosen not to join.  With a lack of connections in order to provide a deep 

pool of candidates from outlying counties it has proven difficult to recruit proper area 

representation.  Many outlying county board member recruits cite the timing of board meetings 

and the distance they need to travel as a factor in declining acceptance to the board.       

Staff Structure and Responsibilities 

 The work being done by the current structure of the United Way of the Wabash Valley 

staff is centralized in the Executive Director and the leadership team including the Community 

Impact Director, Resource Development Director, and the Marketing and Communications 

Director.  These four individuals are responsible for all facets of the organization and are 

working to keep the organization moving forward while transitioning into the collective impact 

model.  As the backbone structure they have developed the bold goal and a framework of how 

the collection of partners will work together to create impact.  But the organization has failed to 
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look internally into how their individual roles will need to shift in order to support the backbone 

organization and a new way of doing business.  

   The current structure of the organization takes a siloed approach to completing the 

overall mission as represented in Table 2 with the current roles and essential duties of each staff 

member.  This approach was sufficient in a transactional approach as the Resource Development 

Director raised the money and the Community Impact Director was responsible for distributing 

the funds.  With collective impact there will be a blurring of the lines in the types and ways of 

funding and a new approach to fundraising that will require an impact approach and all the team 

members working together.  The sections that follow will outline the current roles of the 

leadership team in order to present the current picture of where the organization is and how it can 

successfully transition to a collective impact backbone organization.   
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Table 2:  

Current United Way of the Wabash Valley Roles and Essential Duties 

Executive Director 

 

Represents United Way in 

the community 

• Manage and Direct Staff  

• Volunteer Participation 

• Cooperative Relationships 

• Organizational Plans and Policies 

• Work with Board – Strategic Planning 

Community Impact 

Director 

 

Creates change in the 

community 

• Oversee Community Impact Committee 

• Oversee Success By 6 Committee 

• Oversee Healthier by 2020! Committee 

• Oversee Planning Committee 

Resource Development 

Director 

 

Cultivates donations and 

relationships in the 

community 

• Oversee Community Resource Drive 

• Manage Donor Segments 

• Build Business Relationships 

• Manage Donor Database 

• Special Events 

• Grants, Planned Giving, Affinity Groups 

Marketing and 

Communications 

Director 

 

Builds a strong brand 

image in the community 

• Develop and Implement Marketing Materials 

• Create Public Awareness Volunteerism 

• Coordinate Press and Special Events 

• Coordinate Marketing Campaigns with 

Fundraising 

• Assist with Community Resource Drive 

• Adherence to United Way Brand Guidelines 

 

Executive Director 

The Executive Director of the United Way is the face of the organization representing it 

in the community.  They report to the President of the Board of Directors and are responsible for 
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managing and directing the responsibilities of the staff in all areas of the organization.  This 

includes fundraising, community impact, and marketing.  In review of the position description 

the essential duties and responsibilities and the amount of time devoted to each of those areas of 

the Executive Director are displayed in Figure 3. 

 

Figure 3: Current Executive Director Job Duties. United Way of the Wabash Valley. (2017a). Executive Director 

Position Description. Unpublished internal document. 

The majority of the current Executive Director’s essential job duties include managing 

and directing the staff that will be executing the mutually developed strategies and plans to move 

the organization forward.  The second essential duty includes working with volunteer leadership 

to ensure the continuity of top-level participation with the United Way.  The organization 

requires volunteers to perform its overall essential duties including fundraising and funding 

decisions with staff overseeing and directing these functions.  The Executive Director is 

responsible for ensuring that volunteers are recruited and engaged in the organization in order to 

allow it to perform its work.  Other essential duties worth noting is that relationship building and 

40%

35%

10%

10%
5%

Manage and Direct Staff

Volunteer Participation

Cooperative Relationships

Organizational Plans and Policies

Work with Board - Strategic

Planning, etc.
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guiding strategy are both at the 10% level (UWWV, 2017a).  The current job description of the 

Executive Director is included in its entirety in Appendix B.    

The current Executive Director is a very driven and dedicated individual who is pivotal in 

creating change for the organization.  His background in engineering and upper-level 

management for a power plant has proven very valuable to the organization and has brought a 

unique skill-set that has been the driving force behind the strategic planning process, developing 

new funding guidelines, creating agency transition plans, and implementing new policies.  He is 

also a very passionate and motivating speaker which lends itself very well to representing the 

United Way in the community.  From making group presentations on promoting the work of the 

organization or fundraising pitches to workplaces for their resource drives, his speaking skills are 

excellent at spreading the work about the organization.  Because of his skill-set much of his time 

has been devoted to developing and implementing new organizational structures and fundraising 

which has created a lack of time devoted to cultivating relationships in the community that are 

needed to move the organization forward.      

Community Impact Director 

The Community Impact Director of the United Way is the person directly responsible for 

working towards achieving long-lasting change in the Wabash Valley.  They report to the 

Executive Director and are primarily responsible for research, strategic planning, and community 

collaboration development.  In review of the position description the essential duties and 

responsibilities with the amount of time devoted to those areas of the Community Impact 

Director are represented in Figure 4. 
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Figure 4: Current Community Impact Director Job Duties. United Way of the Wabash Valley. (2017b). Community 

Impact Director Position Description. Unpublished internal document. 

The majority of the current job duties for the Community Impact Director revolves 

around the community impact committee which was responsible for distributing funds to 

member agencies.  The main job functions of this duty revolved around fund distribution and 

volunteer coordination.  The transactional model was a cycle of cultivating volunteers for 

program reviews, overseeing the volunteer review team process, distributing money to 

organizations, and monitoring them for compliance.  As a result, this model did not create a close 

relationship with the community.  By only allowing funding to the less than 30 United Way 

partner agencies it created a small sample of observation and connections in the community, 

which created a narrowed vision of organizations doing work in the community.  The 

Community Impact Director has been focused solely on the partner agencies for so many years 

that they have lost touch with others doing great work in the community.  And since it was the 
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volunteer’s duties to review the programs that received funding from the United Way it has 

created a lack of understanding of what even the partner agencies do in the community.  

Secondary responsibilities of the Community Impact Director include overseeing two 

initiatives of the organization in Success By 6 and Healthier by 2020.  These initiatives are 

volunteer committees that gather and are working to address issues in the community of early 

childhood education and community health related to obesity respectively.  The Community 

Impact Director oversees theses committee’s functions and implements any programs or impact 

products they develop such as Real Men Read which utilizes volunteers to read to kindergarten 

students across the Wabash Valley.  These impact products create a great deal of work for the 

Community Impact Director in volunteer cultivation and project implementation.  These 

committees have been developed without clear structure or responsibilities and because of this it 

has proven difficult to keep volunteers engaged and committed.     

The position description also includes the responsibility of overseeing the planning 

committee as the job of the Community Impact Director.  Over the past few years this has been 

essentially handled by the Executive Director with little help from the Impact Director.  The 

Executive Director is the one responsible for overseeing the general direction of the organization 

and as such this has fallen more as his responsibility (UWWV, 2017b).  The current job 

description of the Community Impact Director is included in its entirety in Appendix C.       

Based on the aforementioned job duties and experience, the current Community Impact 

Director is not invested in the overall issues in the community.  In the transactional model there 

was not a great need to understand the community and the issues it was facing as the mission was 

so broad that as long as a program fit into the generic silos of education, health, financial 
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stability, or community basics it fit under the United Way umbrella.  This has created a lack of a 

pulse on the needs in the community and the individuals working on addressing those issues.  

For example, the Community Impact Director does not participate in community coalitions or 

collaborations that pertain to the organization’s service areas in order to learn more about what 

others outside of the partner agencies are doing to address the issues in the community.  There 

has also been little to no research conducted on any of the issues in the community the United 

Way of the Wabash Valley was addressing so it was difficult to explain why these areas needed 

funding from the community.  Also, with being a mile wide and an inch deep it created too broad 

of an impact that could be quantified to show any real progress on any of the issues.  In addition, 

the lack of connections to outside organizations and overall community it has created a limited 

pool of volunteers to draw upon for programs and initiatives.  

Resource Development Director 

The Resource Development Director of the United Way is the person directly responsible 

for developing and executing programs designed to increase the organization’s fundraising and 

relationships.  They report to the Executive Director and are responsible for the community 

resource drive, new business solicitations, year-round giving programs, donor recognition, and 

other strategies designed to build giving relationships with new and existing donors.  In review 

of the position description the essential duties and responsibilities with the amount of time 

devoted to those areas of the Resource Development Director are include in Figure 5. 
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Figure 5: Current Resource Development Director Job Duties. United Way of the Wabash Valley. (2017c). 

Resource Development Director Position Description. Unpublished internal document. 

The main duty of the Community Resource Director is to oversee and implement the 

Community Resource Drive, which is the main funding source for the organization.  This 

includes recruiting and training volunteers to implement the drive, attract and retain new 

business and donors, and the thank you programs.  The foundation of fundraising for the United 

Way across the country has been through workplace giving campaigns.  At one point, payroll 

deductions were the largest source of funding nationwide for the United Way (Gallagher, 2018).  

While workplaces can be a great opportunity to fundraise with large groups of people and the 

ease of payroll deductions, many businesses are starting to show resistance to allowing the 

United Way in to run a workplace campaign.  Many companies are trying to do more with less.  

This can lead to businesses that do not have time to stop and allow the United Way inside to run 

a workplace campaign so their employees can understand what the organization.  Over the last 
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are many factors that have been attributed to this decline, including large companies closing their 

local operations and the most recent recession that affected many in the community for years.  

But this declining trend continued well past these two major events which seems to point to a 

larger issue of people losing touch with the United Way mission and being relevant within the 

community.  This is a hole the United Way has dug itself into by only going to businesses once a 

year with their hand out asking for money.       

 Currently the majority of funds for the organization are raised in workplace campaigns 

and direct giving.  This focus on community fundraising has created a lack of diversification in 

funding which results in a constant chase to create revenue.  The current Resource Development 

Director has been focused on trying to revive workplace giving with the resource drive which 

has consistently been declining.  This approach will need to re-evaluated because without 

adequate resources the collective impact approach will not be able to succeed.    

 The other job duties of the Resource Development Director pertain to building 

relationships and managing donor groups.  These all correlate back to raising resources for the 

organization.  The current job description of the Resource Development Director is included in 

its entirety in Appendix D.       

Marketing and Communications Director 

The Marketing and Communications Director of the United Way is the individual directly 

responsible for building a strong brand image within the community.  They report to the 

Executive Director and are responsible for the effective management of marketing, advertising 

and promotional activities, development of communication tools, and media relations.  In review 

of the position description the essential duties and responsibilities with the amount of time 

devoted to those areas of the Marketing and Communications Director are included in Figure 6. 
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Figure 6: Current Marketing and Communications Director Job Duties. United Way of the Wabash Valley. (2017d). 

Marketing and Communications Director Position Description. Unpublished internal document. 

The main job duties of the Marketing and Communications Director are to develop 

marketing materials and to create public awareness by active promotion of volunteerism 

opportunities in the community and United Way.  These essential functions are needed in order 

to create awareness of the organization and to help the community understand what the 

organization does.  The current Marketing and Communications Director position was created in 

2017.  Before that time no one was comprehensively overseeing the marketing for the 

organization for several years.  The organization had become very special event focused with the 

mentality that just having their name in the community with events was proper marketing for the 

organization.  Because of this the brand suffered and the mission of the organization was lost.  

The community could not identify what the United Way was or what they did.  With the people 

losing the focus of the mission of the organization, then the organization had lost the value 
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proposition with their donors helping to lead to the dramatic loss of resources.  Table 3 depicts 

the changes that occurred as the result of hiring a Marketing and Communications Director.    

Table 3: 

Changes in Marketing Based on Hiring a Director 

Marketing Before 2017 Marketing Since Director Hired 

• No Overall Plan or Marketing 

Strategy 

• Special Events Used to Create 

Community Awareness 

• Occasional Press Releases Written by 

Multiple Employees   

• No Consistent Message  

• Busy and Text Heavy Marketing 

Materials 

• No United Way Brand Adherence 

• Outdated Website  

• Little to No Social Media Posting 

• Marketing Plan Developed and 

Implemented 

• Consistent Messaging 

• Follow United Way Brand Guidelines 

Creating Consistent Look  

• Constant Press Releases with 

Consistent Voice 

• New Website with Cohesive Message 

and Easily Updated 

• Social Media Plan and Consistent 

Posting 

• Emails Utilized to  

• Community Connections  

 

Marketing for the organization had taken a backseat and gotten lost in the shuffle.  Since 

this new position was created the first step was beginning to rebuild the brand in the community.  

A complete overhaul of the communications and marketing for the United Way was completed 

utilizing the established brand guidelines from the worldwide organization.  These guidelines 

created a framework for brand colors, fonts and simple messaging.  A new marketing and 

communication plan was developed in order to effectively communicate all the good work that 

the organization was doing in the community and its importance.  This plan allowed for 

consistent, brand specific, and educational information about the organization.  The current 
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Marketing Director is also working to become more connected with vital organizations and 

media in the community so the United Way will be seen as a respectable voice and partner in the 

community.  The current job description of the Marketing and Communications Director is 

included in its entirety in Appendix E.    

Collective Impact Backbone Organization Best Practices 

 Collective impact is meant to foster shared leadership and create a way that supports 

engagement across many organizations.  The role of the backbone is to nurture and promote 

those relationships and create an environment that encourages cross-sector communication, 

alignment, and collaboration in order to create great change (Backbone Starter Guide, 2017).  

The backbone does not push for, or create the change that is needed, but is the convener and 

spoke in the wheel that keeps the remaining conditions of collective impact moving forward.  

According to Stacey Steward, a past president of United Way Worldwide, “it’s important to 

understand that being the backbone doesn’t mean you are in control…it has to be the 

community’s process, not the backbone’s” (Barnes et al., 2014, para. 25).   

 The backbone is the entity that operates as the centralized management team for the 

efforts of the initiative partnerships (Klempin, 2016).  According to the Backbone Starter Guide, 

a report developed by a collaboration of consulting firms that specialize in collective impact, 

there are six key functions that the backbone organization utilizes in order to accomplish their 

role.  These include: 

1. Guiding Vision and Strategy 

2. Supporting Aligned Activities 

3. Establishing Shared Measurement Practices 
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4. Cultivating Community Engagement and Ownership 

5. Advancing Policy 

6. Mobilizing Resources (Backbone Starter Guide, 2017) 

In order to achieve these key functions, the backbone must be more than just an 

administrative arm of the initiative, but they must become “containers for change.”  This is 

because of their opportunity to become dynamic facilitators of change with their diverse roles in 

educating others, building trust, facilitating difficult discussions, becoming a support network for 

others, and their ability to empower their members to become the change agents that are required 

for success (DuBow, Hug, Serafini, & Litzler, 2018).  While doing this the backbone must 

remain behind the scenes to promote the collective ownership of the initiative.  They must 

highlight their successes and be sure to share the credit with partners in order to promote the 

shared leadership of the group (Backbone Starter Guide, 2017). 

There are a variety of different types of organizations that can take on the role of the 

backbone.  The most common types include: funders, nonprofits, government, universities, or a 

combination of these entities (Backbone Starter Guide, 2017).  Backbones can be a part of an 

existing organization or could be formed as the result of the beginning of collective impact with 

the sole responsibility of running the initiative.  The United Way of the Wabash Valley is taking 

on the role of the backbone and shifting their entire organization to function as the backbone for 

collective impact in their community.  As an existing nonprofit taking on the role of backbone 

presents a few pros and cons that the organization should be aware of.  The pros include the fact 

that an already established organization can carry credibility and a deeper understanding of the 

issues the community is working to address.  They also have a current infrastructure in place, but 

it should be evaluated to make sure it is sufficiently set up for the role of a backbone.  The cons 
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that should be kept in the forefront in the planning stages include the potential “baggage” that an 

existing organization could carry with them and their lack of perceived neutrality in the 

community (Backbone Starter Guide, 2017). 

While being the backbone the United Way of the Wabash Valley will also be taking on 

the role of funding the collective impact initiative.  This creates the dual role of funder and 

nonprofit backbone.  With being the funding organization, this carries its own set of pros and 

cons that should be addressed while forming and functioning in collective impact.  The pros of 

being the funder can include the ability to secure funding and recurring resources while being 

able to bring others to the table and leverage other funders.  The cons could include the ability to 

create a broader buy-in if the organization is seen as being driven by the funder.  Another issue, 

just like being an existing nonprofit, is the potential to or perceived notion that the organization 

can lack neutrality (Backbone Starter Guide, 2017).  As can be seen in these issues is the idea of 

neutrality is a major issue that needs to be addressed in the development and implementation of 

the backbone in collective impact.     

The next sections will work through the board of directors and staff structure that has 

been proven to be successful in collective impact backbone organizations.  It will address these 

positive and potentially negative issues that should be addressed in the formation of the 

backbone in order to lay a foundation to transition the current United Way of the Wabash Valley 

organization.   

Board of Director’s Structure and Responsibility  

In a cross-sector study of 25 collective impact organizations 83% of the study sites had a 

strong leadership structure for their governance which correlated with a mature backbone (Lynn 
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& Stackowiak, 2018).  This research shows that having a strong governance of the organization 

is needed to help lead to success in collective impact.  Typical nonprofit boards are only 

responsible for their own organization’s outcomes.  Unlike those nonprofits, the United Way of 

the Wabash Valley is transitioning to a backbone organization in collective impact which 

requires them to function in a manner that creates cross-sector collaboration in order to create 

change based on a common agreed upon agenda.  In doing so, the backbone is responsible for the 

performance of the entire system, and not just their siloed actions.  This creates an added layer of 

responsibility for the board of a backbone as they are accountable for additional items beyond 

the normal board responsibilities to include: a systems view, advancing shared responsibility, 

and working to create a collaborative environment (Thompson, 2016).  In the following sections 

each of these additional responsibilities for a board will be expanded upon and connected to their 

role in a successful backbone organization. 

Systems view relies on the premise that each organization is a system and they each play 

a part in the overall larger system (“A Systems View,” n.d.).  In creating a systems view for the 

organization presents the responsibility of understanding the role that the backbone needs to play 

in order to catalyze the actions in working towards the overall goal of the common agenda.  This 

view widens the focus from overseeing only what their own particular organization is doing, to 

understanding how their organization is working with many to create system-wide change 

(Thompson, 2018).  This view is critical to collective impact as the system requires a strong 

backbone in order to keep all the organizations working together and moving forward.  The 

organization must understand the higher-level system and work to establish its proper role in 

order to best fit the overall system (“A Systems View,” n.d.).  This means that in the systems 

view the organization sees the entire process of working together and not just the functions of the 
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backbone.  In bringing a diverse and passionate group of stakeholders together to create change it 

will take an understanding of different motivations and priorities while making sure that those 

are met, or expectations are properly laid out regarding the collaboration.       

The role of shared responsibility to a backbone board revolves around the issue of trust.  

Backbones cannot dictate change, they must create trust within the community in order to enlist 

organizations to work together towards the common goal.  That trust will create a collaboration 

that will then be able to share responsibility among the various stakeholders who will each do 

their part to create change.  The board of a backbone organization needs to be an extension of 

their staff.  “They must be responsible for exercising their leadership and influence across the 

system and keep the focus on the collective goal” (Thompson, 2018, para. 4).  An example of 

this role is that a board member could meet with individual stakeholders to reinforce the fact that 

the goals of the common agenda need to take priority over the individual interests of specific 

organizations.      

In creating a collaborative environment in the system, the backbone plays the most vital 

role.  While the backbones want to see progress, it is their role to oversee and manage the system 

and not create direct change.  Organizations can fall victim to straying from this vision by 

wanting to create the change themselves by expanding into direct impact with programs.  The 

backbone organization must resist this and instead focus on their intention to promote 

collaboration.  They must remember that they are not in the business of providing programs, but 

instead they are responsible for helping others improve their outcomes of programs to make 

progress on the common agenda goal (Thompson, 2018).  Board members must keep this vision 

in-line and help to promote the collaborative environment that is required in collective impact.     
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Staff Structure and Responsibilities 

 Based on the potential negative of the lack of neutrality for a funder and existing 

nonprofit organization taking on a backbone organization role it is imperative for the backbone 

to create a culture of trust in the community.  As stated by Collaborate Up, a nonprofit consultant 

specializing in community change, “collective impact is getting people to work with you who 

don’t work for you” (Collaborate Up, 2018, pg. 1).  This requires an organization to generate 

trust and respect needed in a community in order to create clout that is needed to bring together 

cross-sector organizations that might not necessarily sit at the same table (Needle-Moving, 

2012).  In order to bring these diverse and unusual partners together it will take a laser focus on 

the common goals of all the organizations (Ryan, 2014).   

 The partnerships that are required in order to create a successful collective impact 

initiative require someone to maintain a constant drumbeat, holding the center for the initiative 

itself (Collaborate Up, 2018).  This is the overall role of the backbone, but they must go beyond 

that in nurturing the collaboration and keeping it on track.  In order to do this, backbones need 

dedicated staff capacity that is solely focusing on the collective impact effort (Backbone Startup 

Guide, 2017).  In the early stages of collective impact, a backbone organization staff is typically 

lean in order to devote resources to the organization and lay the foundation for its work, with the 

ability to expand and add capacity as the initiative grows.  Based on research, the initial staffing 

requirements for a backbone include an Executive Director, Facilitator, and a Data Manager 

(Backbone Starter Guide, 2017).  These three individuals are charged with performing the roles 

that a backbone should perform in order to succeed, all the while during which time they are 

creating a culture of trust while remaining neutral and objective (Dubow et al., 2018).  This 

creates a tall task for three individuals to undertake, but with a proper breakdown of roles and 
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responsibilities the organization can begin to lay the groundwork for a backbone organization 

and collective impact initiative.  Table 4 includes a list of the roles and key functions that are 

recommended to begin a collective impact backbone organization.     

Table 4:  

Recommended Roles for Backbone Staff 

Executive 

Director 

 

Guide Vision and 

Strategy 

• Build common understanding of the problem 

• Serve as the thought leader for the initiative 

• Ensure common agenda is updated 

Advance Policy 

• Advocate for aligned policy agenda 

• Keep connected to policy developments that affect the 

initiative 

Mobilize Resources 
• Mobilize and align public and private resources to 

support initiative’s goal and backbone function 

Build Community 

Engagement 

• Create a sense of urgency and a call to action 

• Support community member engagement activities 

• Produce and manage communications 

Facilitator 

Support Aligned 

Activities 

• Coordinate and facilitate partner’s constant 

communication and collaboration 

• Recruit and convene partners and key external 

stakeholders 

• Seek out opportunities to align with others’ efforts 

• Ensure initiative is data driven 

Data 

Manager Establish Shared 

Measurement 

Practices 

• Collect, analyze, interpret, and report data 

• Develop shared measurement systems 

• Provide technical assistance for building partner’s 

data capacity 

Note: Adapted from https://collectiveimpactforum.org/resources/backbone-starter-guide-summary-major-resources-about-

backbone. Copyright (2017) by Collective Impact Forum 

In a cross-site study of 25 collective impact organizations the backbone was seen as 

critical in creating trust and building communication that leads to successes (Lynn & 

https://collectiveimpactforum.org/resources/backbone-starter-guide-summary-major-resources-about-backbone
https://collectiveimpactforum.org/resources/backbone-starter-guide-summary-major-resources-about-backbone
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Stachowiak, 2018).  The following sections will go into detail on the functions and activities that 

the three basic backbone staff should undertake in creating success for the organization by 

building the initiative and creating the needed trust.  

Executive Director 

 The Executive Director is the face of the organization and has the initiative success upon 

their shoulders.  This will require them to provide strong leadership, have the appropriate skill-

set, and credibility to perform the functions required for the backbone organization (Lynn & 

Stackowiak, 2018).  Beyond the basic functions of keeping the backbone operating the Executive 

Director has four main roles in creating a successful initiative as described in Table 4.  

 Their first role is to guide the vision and strategy surrounding the initiative.  This requires 

them to have a deep understanding of the problem that the collective is working to address.  They 

also must serve as the thought leader for the initiative by becoming an influential voice for the 

need in the community.  In addition, they oversee the common agenda that the initiative takes on 

and is responsible for updating the focus or strategy needed to accomplish their goals (Backbone 

Starter Guide, 2017).   

 The second role of the Executive Director is to advance policy surrounding the initiative.  

This will require them to advocate for an aligned policy agenda and to keep up-to-date of policy 

developments that impact the initiative’s efforts (Backbone Starter Guide, 2017).  While this role 

can be perceived as a politically charged policy activity it can extend beyond laws.  Samples of 

this could include changes to a school corporation policy in order to enhance the ability for 

students to succeed.  The Executive Director needs to keep a close relationship with those that 

can affect great change surrounding the issues that the initiative is working to address.  This is 
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why it is so pivotal to incorporate all sectors that can have an influence in creating lasting 

change.   

 The third role of the Executive Director, is to mobilize resources in support of the 

backbone, or in the case of a funder backbone, for the entire initiative.  The responsibilities 

involved in this role include mobilizing both financial and volunteer resources for the success of 

the initiative (Backbone Starter Guide, 2017).  In order to do this the Executive Director must 

constantly work to build support for the cause.  If an organization is not growing one should 

consider it is dying in the community.  This is because there needs to be a constant attract of 

resources in both money and people in order to maintain and grow action and impact 

(Collaborate Up, 2018).  In order to accomplish this a variety of funding and funders must be 

attracted in order to satisfy the need to address the variety of issues that the initiative is tackling.  

Diversification and long-term funding are key to a successful collective impact.  The focus of the 

organization cannot be to constantly chase money or replace lost donors when their efforts 

should be focused on creating social change.  

 The Executive Director shares their final role with the organization’s Facilitator in 

building community engagement.  Since this is a shared responsibility these roles need to be 

addressed together and divided as needed.  The Executive Director and Facilitator should be 

responsible for helping to create a sense of urgency surrounding the initiative and its needs by 

creating a call to action to the community.  They should both also support community member 

engagement activities as this is the areas that they will find and develop the individuals they need 

to participate in collective impact.  While the final activity for this role is to produce and manage 

communications about the initiative, the Executive Director should oversee the voice and 

direction of these communications, but does not need to be the individual producing all the 
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materials and should defer those duties to another individual on staff (Backbone Starter Guide, 

2017).   When it comes to marketing a collective impact initiative many times it requires 

working with silver buckshot instead of a silver bullet as collective impact takes a very long road 

to see great social change (Kania, Hanleybrown, & Juster, 2014).  It is imperative that the 

initiative shares its successes and share them often.  This will drive the community engagement 

that is needed to function and mobilize resources surrounding the initiative.   

 The most important skills that the Executive Director must possess in order to execute 

their needed responsibilities would include listening, facilitating, development of relationships 

and trust with individuals and partners, the ability to communicate a captivating vision, and the 

ability to execute toward the initiative’s vision (Backbone Starter Guide, 2017).  Leaders of 

collective impact must be able to know the environment they are working in by knowing who 

holds the reins of power and how to influence those individuals.  They need to how to build a 

powerful coalition of diverse groups and accept that working with conflict is a natural part of 

social change (Ryan, 2014).   A very critical skill that the Executive Director must possess is 

effective communication.  They must be able to communicate to the public and stakeholders in 

order to build trust surrounding the initiative to help create the cross-sector collaboration that is 

required for successful collective impact.  

Facilitator 

 The Facilitator is the individual who is charged with making the collective impact 

initiative work materialize.   Their role revolves around getting the community engaged and 

supporting the activities of the initiative.  Both of the Facilitator primary roles are shared with 

other staff members.  This is because they play an integral part in bringing the needed members 
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together to create lasting change and in turn this creates a great deal of responsibility that will 

need to be shared. 

 The Facilitator’s first-shared role is with the Executive Director and as described above is 

to build community engagement.  While the role is responsible for creating a sense of urgency 

the Facilitator should take their call to action cues from the Executive Director as they have the 

bigger picture of the initiative in mind while guiding the vision and strategy.  In order to support 

community member engagements, the Facilitator should attend and network with as many 

community organizations in order to have a pulse on the community, to know who the players 

are, and to remain relevant in the community.  According to the Backbone Starter Guide, until 

you include people that you don’t know, you’re going to continue to have the same conversation 

and outcomes that you’ve been having (Backbone Starter Guide, 2017).  By creating engagement 

with as many stakeholders as possible it allows for a diverse and broad group of organizations to 

be involved.  This is the foundation of collective impact and required in order to promote 

collaboration and change.  The Facilitator will have to work a balancing act of keeping formal 

members limited, but create working groups of additional stakeholders in order to get as many 

people and organizations involved as possible.  This creates engagement and shared ownership 

of outcomes, and the Facilitator should be the driving force behind that collaboration.  In the role 

of producing and managing communications the Facilitator should take the lead in the 

production and distribution of those items such as press releases and reports regarding the 

initiatives’ progress (Backbone Starter Guide, 2017).  When it comes to promoting the successes, 

it is important to create a name and logo for the partnerships, and/or groups in collective impact, 

where appropriate.  This creates an identity that can aid in creating a culture of shared success 
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instead of each organization working to create their own personal successes (Crespin & Moser, 

2018).   

 The second shared role of the Facilitator is supporting aligned activities and is shared 

with the organization’s Data Manager.  The responsibilities of this role include coordinating and 

facilitating initiative partner’s communications and collaboration.  This would include running 

meetings and ensuring the partners are equipped to work together (Backbone Starter Guide, 

2017).  This role should facilitate accountability among the group by creating a culture of 

support of peers, goal setting, and reporting (Dubow et al., 2018).  And in doing so, it should be 

facilitated and not a forced connection or the Facilitator mandating the group’s strategies. The 

Facilitator should not be running and dictating the group, but instead create the needed 

connections and then take a step back and see what develops (Bartczak, 2014).  Another role that 

the Facilitator fulfills is recruitment and convening of partners and key external stakeholders for 

the initiative.  The Executive Director is responsible for laying the foundation of trust, while the 

Facilitator works to assess the collaboration and invite needed individuals to fill the gaps or build 

out the committees where necessary.  While doing so the Facilitator should be looking for 

opportunities for alignment with others.  Since they are connected and aware of other community 

projects they should strategize on when to bring them into the fold in order to avoid duplication 

of efforts in the community.  And lastly, the Facilitator should work with the Data Manager to 

ensure that the initiative is making data driven decisions.  Data is a constant that will put all the 

stakeholders and participants on an even playing field and should be what guides decision 

making.    

 The Facilitator is required to unite a diverse group around a common purpose.  In order to 

accomplish this, and fulfill the above activities, their most valuable skill will be communication.  
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They must be able to network in order to know who to bring to the table.  It is imperative to be 

able to clearly and effectively communicate with the diverse individuals that will be needed to 

accomplish collective impact.  The Facilitator is the link that keeps all of the collective impact 

work moving, and they must be able to share information inside the initiative and outside to the 

public.   

Their second beneficial skill is the ability to oversee the meetings of the initiative and to 

remain neutral.  They must have the ability to guide partners to learn how to put issues on the 

table and use honest and straight talk (Crespin, & Moser, 2018).  If everyone is worried about not 

making the others upset, then the needed gaps and opportunities will not be understood in order 

to develop a way to address them.  The Facilitator must not overtake the meeting and run it in the 

direction they seem best, but instead give the group the tools to work together and allow them to 

develop plans and make decisions for themselves.  They must be able to encourage open and 

honest discussion in order to truly address the issues of the initiative.  In order to do this, the 

Facilitator will need a strong personality that can handle the diverse group and potential for 

strong personalities that they will be faced with in their committees.  This is a collaboration of 

passionate people around a topic they care deeply about.  They have the potential to have varying 

opinions that will need to be addressed.    

The Facilitator’s third beneficial skill is the ability to be organized and work on a 

multitude of projects at once.  The Facilitator is the spoke in the wheel that will keep progress 

moving forward.  This individual must be able to juggle a multitude of meetings, keep 

communication flowing, and organize volunteers.  They must be able to get people who don’t 

work for them to work for them.  Parkhurs and Preskill summed up the Facilitator position best 

describing them as having the, “ability to unite diverse groups around a common purpose, 
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encourage open discussion and ongoing communication, support coordination and alignment of 

activities, and promote learning and continuous improvement,” (Parkhurst & Preskill, 2014, pg. 

18).      

Data Manager 

 The Data Manager is the individual responsible for ensuring the organization has the 

needed information to make informed decisions in order to create the greatest change.  In 

collective impact one of the essential conditions is to create shared measures which includes 

collecting data and measuring results consistently in order to make sure that the participants and 

the overall effort of the initiative remains focused (Kania & Kramer, 2011).  This position 

ensures that the data is collected and analyzed and disseminated out to the individuals in the 

initiative.  Their responsibilities are partially shared with the Facilitator as they are integral in 

effectively completing their role.   

 The first role of the Data Manager is to establish the shared measurement practices.  The 

Data Manager works with the initiative volunteers to develop the type of shared measurements 

that are important to them and will impact their overall bold goal.  They then work on collecting, 

analyzing, and reporting that data.  This gives the initiative a set of data that they can compare 

over time in order to measure their success and utilize to help inform their decisions (Backbone 

Starter Guide, 2017).  An example of the types of data that could be compiled is the amount of 

emergency room visits due to drugs, graduation rates, or the percent of families in poverty.  This 

data allows the initiative partners to work together to develop targeted programming or services 

that they can fund in order to address the agreed upon specific measurements.  The Data 

Manager can also collect tertiary data that could be of importance to the initiative to understand 

if their changes or programs are making a difference in any additional issues in the community.  
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The Data Manager is also used to provide technical assistance for building partners data capacity 

in order to help them collect data that could be useful to the overall initiative.  An example of 

this would be developing a process for collecting data from their clients in order to see if their 

program is addressing the needs it was intended for.     

Their second role is shared with the Facilitator and is to support aligned activities.  While 

the Facilitator runs meetings and keeps the initiative moving forward the Data Manager plays a 

different role.  They are responsible for making sure that the initiative is data driven (Backbone 

Starter Guide, 2017).  In order to accomplish this the Data Manager is responsible for making 

sure the needed data is delivered to the initiative participants in order to allow for data driven 

decisions.  They can collect the most amazing data, but unless they effectively share it, they will 

not be able to utilize it to make the most educated decisions for the community.  With a 

multitude of opinions and strong personalities in those participating in the initiative, data allows 

for a fresh and unbiased look at the issues.  Data should be used in order to improve decision 

making with the common agenda in mind (Edmonsond & Hecht, 2014).  The Data Manager is 

also a second arm for the Facilitator in order to aid in the meetings and communication inside the 

initiative.  This is a very tall order and it will require two individuals to work together in order to 

effectively accomplish it.   

 The skill set that is important for the Data Manager is to be resourceful in order to find 

the appropriate data.  They could use data that already exists and collected by other organizations 

or the government.  Or the data they require could need to be collected locally by initiative 

participants or on their own.  The second skill set is that they should be analytic in order to 

interpret the data.  This could include digging through databases on a consistent basis to find the 

information that is relevant to the initiative.  The Data Manager should also have the ability to 
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utilize technology in order to find, analyze and disseminate their data.  Technology is an 

essential tool for the Data Manager.  For example, they can use excel to create dashboards that 

can present their collected data in a simple way for others to comprehend.  In addition to these 

basic data skills it is important for the Data Manager to have effective communication skills in 

order to work alongside the Facilitator in helping to make the initiative work and move forward.  

Changes for United Way of the Wabash Valley 

According to Collaborate Up, a nonprofit consultant specializing in community change, 

most organizations utilizing collective impact are successful in their vision, but many fail at the 

actual execution.  Many fail because of poor foundational structure and a basic realignment of 

mindset (Collaborate Up, 2018).  Because of this, and the research that has been included in the 

previous section, the United Way of the Wabash Valley will need to realign its current structure 

and roles in order to be effective as a collective impact backbone organization.  Coupled with the 

fact that United Way organizations worldwide are looking to transform from a business-to-

business model to a more direct relational model it is imperative that the United Way of the 

Wabash Valley realign its organization to correlate with their changing strategies (Gallagher, 

2018).  While the basic organizational structure remains intact, in Figure 7, the roles and 

responsibilities of each of the positions will be revised in order to effectively implement 

collective impact.  
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Figure 7: Revised United Way of the Wabash Valley Organizational Chart, February 2019 

Board of Director’s Structure and Responsibility  

 As Gayle Northrop, a prominent nonprofit consultant explained, “Boards are not – and 

should not – be static.  To be effective, they must change and evolve as their organizations 

change and grow” (Northrop, 2018, para. 2).  This is the exact position that the United Way of 

the Wabash Valley is in with its transition into a collective impact backbone organization.  The 

evolution that they undertake will allow them to better meet the needs of their new 

organizational function.   

  Based on the current roles, structure, and performance of the board, and the added 

responsibilities of a backbone organization the current 30-member board of directors should be 

split into two different groups, an advisory council and a governing board.  By splitting the 

board, it will allow for responsibilities to be distributed to different groups and each will have a 
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different overall focus. Those responsibilities will be divided in a manner that works to the 

strengths of the members of each group and in turn create a more functional organization.   

Advisory Council 

An advisory council is a, “non-governing body that provides advice and often serves as 

an ambassador for an organization” (Jowdy, 2016, para. 2).  With one of the primary functions of 

collective impact being to gain community support this advisory council will be pivotal in 

helping to gather additional support that just the staff could do alone.  The council will be 

composed of 25 prominent names and/or organizations in the community, with the main function 

of being ambassadors who will be able to help facilitate trust within the community and garner 

more support for the work the initiative is doing.  By utilizing an advisory council of local 

businesses and leaders it can allow those influential individuals to become connected to the 

organization without an intensive time and responsibility commitment.  They will will learn 

about different facets of the organization, collective impact success, and provide feedback and/or 

advice on issues the organization is facing.  The group will meet quarterly and during their 

meetings they will receive updates from varying facets of the initiative about work or successes 

they are having.  These individuals will be able to provide insight for issues that arise for the 

organization that could utilize an outside perspective.  And it will create a network of individuals 

who understand what the United Way is doing and be able to help promote further in the 

community.  The full advisory council role is clearly explained in their role description located in 

Appendix F.   

A business leader advisory council can provide needed benefits to the collective impact 

work in the community.  Because in order for the collective impact transition to be successful, it 

will take buy-in from not only participating organizations looking for funding, but also the 
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business community to help support its work.  The business community brings unique value to 

the initiative including, “relationships with government officials at all levels, access to resources, 

and expertise in designing and executing strategies” (Grossman, 2016, para. 1).  Collective 

impact resonates with business leaders because it includes logic and creates a collaborative 

system for change similar to the business environment.  In addition, the change the United Way 

is looking to create will pay dividends for the business community.  Not only will it create a 

better future for individuals and families, but it will create a stronger workforce and a stronger 

community that will enable businesses to flourish.  In a survey of collective impact initiatives, 

“their leaders overwhelmingly believed that business involvement was either “critical” (56%) or 

“very important” (40%) in their future success” (Grossman, 2016, para. 15).  The United Way 

has been largely unsuccessful in enlisting help from local businesses.  The advisory council will 

be a way to bridge that gap and create a way to keep local influential business leaders involved 

and give them a role in the organization that is suitable to their demanding schedule.  Data 

suggests that engaging top leaders in an organization increased awareness of the social problem 

being addressed in the community (Dubow et al, 2018).  The strategy is that by hooking in local 

business leaders it will lead to a deeper commitment by their overall business once they 

understand the work that the organization is doing.  This could be additional volunteers for 

councils, sub-committees, or aid in fundraising, including corporate donations or the ability to 

run workplace campaigns that fundraise from their employees in their business.    

The main role that the advisory council will be able to help facilitate in collective impact 

will be related to trust.  By enlisting well-known individuals and reputable companies they will 

be able to create a network of reliable organizations that support United Way and can speak to 

the work they are doing.  This will help to create a deeper and stronger collaborative 
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environment that is pivotal to the success of the initiative.  They will be able to help build 

community support for the initiative which is one of the foundational roles that is needed in the 

building of a collective impact backbone.    

Governing Board 

 The governing board of the United Way of the Wabash Valley will be downsized to 20 

members.  A smaller board will be easier to maintain a more level consistency of participation 

and engagement.  These members will be responsible for the basic nonprofit roles including: 

establishing identity and direction, ensuring the necessary resources, provide oversight and 

oversee board operations (BoardSource, 2016a).  Two of these basic board responsibilities fall 

directly in line with the main functions of a collective impact backbone organization in guiding 

the vision and strategy of the overall organization and mobilizing resources. The vision and 

strategy have consistently been a function of the current board, but the responsibility to help 

mobilize resources has not.  Collective impact and a backbone organization require a great deal 

of funding in order to accomplish their common agenda.  It will be the responsibility of the board 

to aid in that endeavor.  This can include a multitude of options from helping to make 

connections to potential or lapsed donors for the organization, advocating for the organization 

during their annual fundraising drive, or help to identify additional funding opportunities.  

Funding has been a recent pitfall for the organization and the board needs to take a more active 

role in order to successfully transition to collective impact and build up the needed resources to 

put their plan into action.  A third function in collective impact that is included in the revised 

board role is to help build community engagement.  The board should be ambassadors and help 

to create public awareness of the work the organization is doing.  The more people that are 

helping to create community awareness and a network of support the more potential it has to be 
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successful.  The board of directors is a perfect group to aid in spreading the word as they 

understand the vision and strategy behind the organization.       

They will also be tasked with the vital roles responsible for a backbone organization 

board of directors including: creating a systems view, advancing shared responsibility, and 

creating a collaborative environment (Thompson, 2016).  These roles are included in their new 

role description attached in Appendix G.  By providing a more detailed explanation of the 

expectations and responsibilities of its members the goal is to recruit members who will be more 

engaged and participate in more facets of the essential duties of the board members.    

 In order to create a more well-rounded representation of the community that the 

organization serves technology will be utilized in order to promote outlying board members 

participation.  It has proven to be difficult to travel to Terre Haute from the outlying counties for 

a monthly meeting, with some having to travel over 30 minutes to arrive at the organization.  

Every county that the United Way represents is different and having their voices represented on 

the board is vital to the organization’s overall success. 

To alleviate this issue the United Way of the Wabash Valley will be investing in 

technology that will allow live streaming of the board meetings, utilizing a service such as 

Google Hangouts, allowing participants to participate remotely if they are unable to attend a 

meeting.  This technology will only be allowed for use to outlying counties and in necessary 

circumstances to those in Vigo County.  This is because the organization wants to still promote 

live open discussion at their meetings, but understands the need for some to participate remotely.  

Remote participants will be able to see the room and presentation and will be able to 

communicate with the entire board via a speaker conference call line.  They will also be able to 
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vote by typing their votes into the chat feature and a staff member of the organization will relay 

the vote tally to the board. 

This new structure of the board of directors and advisory council is vital in creating the 

needed structure for the United Way to successfully implement collective impact in both the 

backbone and funding capacity.  While they both have specific roles and responsibilities, the 

ability and potential they have to create a network of support is vital to the organization’s 

success.  Unless there is community buy-in the initiative will have a very difficult time creating 

the change that it has planned.  Extending the community engagement role beyond the staff is an 

essential step in achieving this success.              

Staff Structure and Responsibilities 

 Collective impact utilizes five basic conditions, and taking an existing organization with 

a 60-year history and aligning it with these conditions requires a major shift in thinking and 

action.  It is imperative not to rush this transition, but instead to understand that it is a long road 

to effectively implement the overall process.  It is during this process that there should be a 

major focus on the two most foundational aspects of collective impact which include the 

backbone organization and the common agenda (Lynn & Stachowiak, 2018).  A strong 

foundation for the initiative creates the most chance of future success which is why it is 

imperative to focus on the internal structure of the United Way of the Wabash Valley.  This 

organizational structure will create that strong foundation, and needs to be addressed before 

rushing to try and create change in the community.   

In a cross-site study of 25 collective impact organizations it was reported that the most 

critical elements included in backbone staffing were appropriate skills and credibility to perform 
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their functions, dedicated staff, coordination, and appropriate leadership (Lynn & Stachowiak, 

2018).  While there is no single way to structure a backbone, as it depends on each 

organization’s context and available resources, there are best practices based on research that 

have been laid out in the above section of this thesis.  The following sections will take the 

current staff structure of the United Way and utilize the backbone best practices and research in 

order to develop a plan to shift the current roles to best equip the personnel to perform as a 

collective impact backbone organization.  This will require a shift in the staff roles and alignment 

based on their current skill set and dividing the responsibilities of the best practices staff to the 

current staff at the United Way.  These new responsibilities correlate with their new job 

descriptions that are included in Appendices H-K.  Table 5 breaks down the new roles for the 

current United Way of the Wabash Valley staff based on the framework of collective impact 

backbone structure.   
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Table 5:  

United Way of the Wabash Valley New Roles Based on Collective Impact Backbone Framework 

Executive 

Director 

 

Guide Vision 

and Strategy 

• Providing leadership to and development of strategic planning and 

setting direction. 

• Ensure effective mechanisms and messaging to communicate 

activities and successes. 

• Create and monitor progress towards organizational and individual 

goals. 

Advance 

Policy 

• Utilize relationships to aid in policy issues related to common 

agenda.   

Mobilize 

Resources 

• Organize and implement a sustainability plan, including the 

establishment of ongoing and diverse revenue sources.  

• Aid in Community Resource Drive, set development targets and 

cultivate donor relationships. 

Build 

Community 

Engagement 

• Communicate the vision, purpose and value of the United Way and 

create an urgency for change.  

• Create and leverage the necessary partnerships, relationships, and 

community-based support for common agenda.  

• Oversee and utilize Advisory Board for business relationship 

cultivation and advisory. 

Support 

Aligned 

Activities 

• Serve as a liaison to other related initiatives. 

 

 

 

 

 

 

 

 

 

 

 

 

Community 

Impact Director 

Support 

Aligned 

Activities 

• Project management of the impact councils/initiative work. 

• Coordinate with other projects and coalitions to maintain a full 

understanding of the current landscape of local and regional 

activities and seek alignment.  

• Secure and manage volunteers. 

• Monitor and oversee grant and fund distribution and reporting.  

Establish 

Shared 

Measurement 

Practices 

• Develop shared measurement for activities. 

• Collecting, analyzing and evaluation of data. 

• Dissemination of data.  

 

 
 
 

 

Mobilize 

Resources 

• Identify grants and outside funding sources available.   

• Develop content and data to aid in grant writing.  
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Table 5 (continued) 

Community 

Impact 

Director 

Build 

Community 

Engagement 

• Work with Marketing Director to distribute positive stories about 

the impact councils work and successes. 

• Recruit participation in the impact councils ensuring adequate and 

diverse representation of the community. 

Resource 

Development 

Director 

Mobilize 

Resources 

• Mobilize and align public and private resources to support 

initiative’s goal and backbone function. 

• Develop overall strategy and plan, manage and oversee the 

Community Resource Drive.   

• Develop effective Resource Drive messages including fundraising 

focus and impact. 

• Focus on cultivating individual direct giving outside of workplaces. 

• Annual emphasis to attract/retain new businesses and donors. 

• Manage and oversee all donor segments. 

Build 

Community 

Engagement 

• Build business relationship strength by effectively conveying 

United Way’s value proposition, mission, and priorities.   

Marketing and 

Communications 

Director 

Build 

Community 

Engagement 

• Develop and implement annual communications plan based on 

organizational strategy.  

• Utilize marketing channels such as social media, email and others 

to maintain year-round communication to spread the word about the 

United Way’s impact work and create awareness of need in the 

community.  

• Develop and implement marketing materials based on 

organizational plans and related projects.   

• Promote volunteerism in the community.  

Mobilize 

Resources 

• Work with the Community Impact Director to facilitate the grant 

writing for funding opportunities that would benefit the 

organization. 

• Develop messaging and materials in support of Community 

Resource Drive. 

• Coordinate, support and market selected special events. 

 

Executive Director 

Collective impact is heavily reliant on community buy-in requiring everyone to rally 

around the common agenda.  The execute director will oversee the entire initiative including its 
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support staff and be the community voice for the organization helping to generate that needed 

buy-in.  Based on the research of collective impact backbone organizations the new job 

description of the Executive Director increased in the areas of relationship building, mobilizing 

resources, and guiding the vision and strategy.  The largest percentage of the Executive 

Director’s role is still managing and directing staff as it is vital to make sure all of the pieces of 

the backbone are functioning and have the oversight of the director to manage the overall big 

picture.  Also being a very small staff, a majority of the human resources and operational items 

fall under the director’s role.  The Figure 8 represents the job duty distribution for the revised 

role and the full job description is Appendix H.    

 

Figure 8: Revised United Way of the Wabash Valley Executive Director Job Duties 

The main shift in priorities in the revised role is the second and third largest percentages 

of relationship/cultivating community engagement and the mobilization of resources.  These two 

duties work hand in hand as spreading the awareness of the initiative is needed in order to 

increase participation in creating change and the donors needed to support the initiative.  Unless 
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the initiative receives the required buy-in from the community it will not be able to succeed.  

Resources are pivotal in this structure as the United Way is both the backbone and funder of the 

initiative.  The relationship building and community engagement is required in order to create 

trust and awareness of the organization and its work.  Those relationships can translate into 

resources if managed correctly.  The Executive Director must create more partnerships and 

connections as research showed that the most successful backbones-built networks instead of 

taking over the role of leading change (Lynn & Stachowiak, 2018).  It is imperative that the 

director be a strong leader that can build meaningful relationships and manage the expectations 

of participants.  Resources will be required in order to create a beneficial return-on-investment 

for those who join the initiative as it creates a value for partners to join, but it can also create the 

needed change in the community (Crespin & Moser, 2018). 

The smallest section of the new Executive Director’s job duties is the guiding vision and 

strategy.  While it is the smallest in comparison to the other duties it is an increase from the old 

job description at 5% of their responsibilities, and has increased to 15% in the new structure.  

This increase is because it is imperative for the organization to create a well-defined vision and a 

strategy to achieve their goals.  This will be especially true during the transition from the 

transactional to the relational model as collective impact is begin implemented.  Each step is 

critical and if it is rushed without a clear plan it can result in the community being turned off by 

the process, create a lack of trust from the donors, and result in an unsustainable organization.  

This vision and strategy will need to be maintained and revised as the needs change, partners 

realign, funding strategies shift, or as the overall system evolves.  The Executive Director will 

collaborate with the board of directors to oversee that the organization is functioning properly 

and addressing the appropriate needs.          
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Community Impact Director 

 The Community Impact Director will be taking on the collective impact roles of the 

Facilitator and Data Manager.  The entire structure of how the organization creates impact in the 

community is being reorganized and with that change comes a sizable realignment of job duties 

for this position.  The main role of the Community Impact Director will be to implement the 

initiative’s work and ensure that they are creating lasting change in the community.  Figure 9 

represents the job duty distribution for this revised role and the full job description is located in 

Appendix I.     

 

Figure 9: Revised United Way of the Wabash Valley Community Impact Director Job Duties 

The largest responsibility in this revised role will be overseeing the impact councils 

related to the strategic focus areas of the organization which will be driving the work of the 

initiative.  This work correlates with supporting the aligned activities and the establishment of 

shared measurement.  The project management of the impact councils will include coordinating 

their meetings, keeping participants focused and on track, facilitate inter-council communication, 
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create accountability for the councils, and aid in development, implementation and tracking of 

the impact council’s investment.  The backbone organization is working to make sure that 

collective impact collaboration is successful.  In doing so, they are the ones convening the group 

and overseeing their work.  The Community Impact Director will do just that in the project 

management function of supporting the initiatives alighted activities.   

In establishing shared measurement, the Community Impact Director will be responsible 

for ensuring the initiative creates effective measurements that can be tracked to illustrate impact 

in the community.  Going beyond just establishing the shared measurement it will be their 

responsibility to collect or coordinate data including its analyzation and dissemination.   

The Community Impact Director now has the added responsibility of working to help 

mobilize resources for the organization by seeking out grants that correlate with the work the 

initiative is addressing.  Their close work with community partners allows them to keep a pulse 

on funding opportunities as they arrive.  It proved pivotal to organizations studied to find ways to 

collectively leverage resources, which will be how an outside grant support will work, as it was a 

key in creating system change (Lynn & Stachowiak, 2018).  It will be the Community Impact 

Director’s responsibility to identify potential grants and collect the needed information and data 

that will be required to apply.  They will then collaborate with the Marketing and 

Communications Director in order to complete the application together.    

According to a cross-study site of 25 collective impact initiatives strengthening 

partnerships and building and enhancing collaboration was a pivotal element leading to early 

success which played into future larger successes.  Of those surveyed 92% cited that 

collaboration helped them to lead to early changes (Lynn & Stachowiak, 2018).  And while the 
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formation and continuous engagement with the initiative will be the main focus of this revised 

role, in order to accomplish this it will require engagement of an immense number of volunteers.  

Because of this the new role for the Community Impact Director has a focus on networking and 

community relations as their second largest responsibility which was not previously included in 

their job description.  This is in line with the backbone recommended shared role of the 

Facilitator and Executive Director in building community engagement.  It is essential that the 

Community Impact Director have an understanding of the issues the community is facing 

including how and who is working to address them.  It will require partnerships and networking 

to ensure that the organization has the key players involved in the initiative to be successful.  

And it will necessitate creating trust through community engagement in order to get 

organizations to join with the United Way in creating greater change than each organization can 

do alone.  

In order to accomplish such a vast realignment of the job duties of this position it will 

require the organization to relinquish their direct impact products, such as Real Men Read, which 

were large time commitments on this position.  The hope is that other organizations can be 

secured to carry out these programs, and the United Way will support them if it fits into their 

overall initiative common goal.  In addition, the role of overseeing the planning committee was 

removed from this position and reassigned to the Executive Director as they are charged with 

guiding the vision and strategy of the organization.      

Resource Development Director 

While the research related to the formation of a backbone did not include the resource 

development position the United Way will be utilizing this position to take on the activity of 

mobilizing resources.  Every backbone organization in collective impact is different and with the 
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United Way performing both the backbone and the funding functions it will require the 

organization to raise an immense amount of resources from the community in order to fulfill its 

mission.  The main role of the Resource Development Director will be to develop and execute 

programs designed to increase the organizations fundraising and relationship management 

strategies.  Figure 10 represents the job duty distribution for the revised role and the full job 

description is located in Appendix J.         

 

Figure 10: Revised United Way of the Wabash Valley Resource Development Director Job Duties 

 Overall this job position remains very similar on the surface with the largest 

responsibility as overseeing the Community Resource Drive which is the primary way the 

organization raise funds.  The difference in this position lies in the strategies and plans that will 

be implemented in order to raise the needed funds to carry out the initiative.  The shift in the 

organization will change from fundraising for broad and general impact in the community to the 

bold goal or common agenda associated with collective impact that demonstrates specific 

measurables that are creating greater social change.  The Resource Development Director will 
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need to work with the Community Impact Director and the Marketing and Communications 

Director to develop the best community data and impact message that will aid in fundraising.   

In addition to the why in fundraising, the how is also evolving with the times.  This will 

include a greater focus on resource diversification as many organizations, including the United 

Way, are too reliant on one or a few funding sources (West & Reis, 2018).  This will include the 

coordinated effort to apply for grants and creating new funding strategies expanding beyond the 

original workplace campaigns that the United Way built its legacy on.  Technology has advanced 

the transactional aspect of giving with mobile, online, or social media taking over in-person or 

paper pledge forms which had been the mainstay in the United Way fundraising.  Nonprofits 

must now adapt with strategic steps in this shift by not abandoning the once proven tactics but 

make small manageable changes (Bognanno, 2018).  It will take significant time and energy to 

transform these strategies and the Resource Development Director will be primarily responsible 

for this organizational change.   

The second largest job duty of the Resource Development Director is to build business 

relationships.  This duty correlates with multiple roles of the backbone staff in collective impact 

including building community engagement and mobilizing resources.  Building business 

relationships affects both of these roles because these relationships will aid in the support of the 

organization by spreading the word of the organizations work and creating avenues for potential 

participation in the initiative.  And the hope is that these relationships will transform into 

resources by direct donations, corporate donations, or the opportunity to run a workplace drive to 

raise funds for the organization.  According to Brian Gallagher, the President of United Way 

Worldwide, “If you want people to be involved you can’t just ask them for money, you have to 

really engage them” Gallagher, 2018, pg. 41).  These relationships will need to be cultivated and 
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nourished by both the Executive Director and the Resource Development Director as without the 

support and buy-in of the businesses in the community it will be very difficult for the United 

Way to successfully perform collective impact because of the lack of financial and volunteer 

resources.   

Marketing and Communications Director 

As with the Resource Development Director, the research did not include a Marketing 

and Communications Director in the basic outline of backbone organization staff.  But the 

United Way of the Wabash Valley will be keeping this role and aligning collective impact 

backbone duties to its structure.  They believe that it is needed because with the large duties of 

the staff of the backbone this role is the intermediate between the organization and the 

community.  Their role is to help make the staff’s job easier by laying the groundwork with 

successful marketing and effective communication tools for conveying the message of the 

organization in the community.  They will effectively work to communicate to the public and 

produce materials that relay what the organization is doing and present the call to action in a 

valuable manner.  The main role of the Marketing and Communications Director is to build a 

strong brand image in the community.  That image will then translate to community buy-in, 

resources, and success for the initiative.  The Figure 11 represents the job duty distribution of the 

for the revised role of the Marketing and Communications Director and the full job description is 

located in Appendix K.     
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Figure 11: Revised United Way of the Wabash Valley Marketing and Communications Director Job Duties 

The largest two roles in the revised job description account for 65% of the responsibilities 

for the Marketing and Communications Director.  These include basic and essential duties of 

marketing in creating and implementing a communications plan and the supporting elements or 

materials needed for the plan.  This communications role is a vital piece to the collective impact 

initiative as increased visibility and community awareness is needed in order to create small 

changes which can lead to big changes in the future (Lynn & Stachowiak, 2018).  A 

communications plan will allow the organization to maintain constant messaging to the 

community about the successes and events of the initiative.  Its supporting elements will create a 

clear and cohesive look and feel to the initiative and allow for proper messaging and tone.  This 

professional looking message will work to build trust and confidence in the work that the 

organization is doing.     

These revised roles play into the building community engagement and mobilizing 

resources roles of a backbone organization.  If people don’t know what the organization is doing, 
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then they won’t want to participate in creating change or donate to support the mission.  Of 

successful collective impact initiatives studied, 84% cited visibility or framing as helping to lead 

to successes (Lynn & Stachowiak, 2018).  In order to successfully accomplish this, it will require 

a coordinated and collaborative effort among all the staff of the organization to coordinate all of 

their projects and plans to create a cohesive marketing plan.  An example of this will include 

working together to create effective fundraising marketing materials utilizing the shared 

successes of the initiative to help drive donations.          

According to Crespin and Moser, “the backbone should be the keeper and steward of the 

initiative’s identity” (Crespin & Moser, 2018, para. 12).  This role will work to create an overall 

strong United Way identity with each of the initiatives focus areas or councils having their own 

independent identity under the United Way umbrella.  This will give each of them an avenue to 

share their collective successes.  It will be very important to make sure that the community 

understands that the United Way is the backbone in order to make sure it doesn’t lose its overall 

identity.  This could result in a decrease in donations to the United Way or a confusion on how to 

invest in the focus area.  Consistent branding will be used to make sure they all maintain 

consistency.         

An additional role that was added to the revised position description was the role of 

facilitating grant writing.  This will support mobilizing resources and the organizations goal of 

revenue diversification.  In coordination with the Community Impact Director the Marketing and 

Communications Director will use their skills in copy writing to effectively write grants in 

support of the mission.  These additional roles and revisions in breakdown were possible because 

of the realignment of the duties under the basic activities of this position.  
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S.W.O.T. of New Structure 

 This new structure provides an opportunity for the organization to perform a S.W.O.T. 

analysis in order to be provide insight into what they should prepare for based on this transition.  

Table 6 depicts that S.W.O.T. analysis. 

Table 6:  

S.W.O.T. Analysis of United Way of the Wabash Valleys New Structure 

Strengths Weaknesses 

• New structure supports overall 

community collective impact model 

• Proper staff already available to cover 

required positions 

• Additional staff available to devote to 

fundraising for backbone and funding 

initiative 

• Motivated staff for success 

• New roles people didn’t sign up for 

• Two major roles for one individual – 

Data and Facilitator is Community 

Impact Director 

• Relies on volunteers to do majority of 

actual work to create change 

• Transition time will be difficult as 

implementing two models at once 

Opportunities Threats 

• New job developed to individual’s 

strengths 

• More community-buy in opportunities 

with advisory council 

• Smaller and more engaged board  

• Revised model will better address 

community needs 

• Research available for best practices 

to utilize 

• Staff in longstanding roles must 

change habits 

• Change is difficult 

• Pushback from board regarding 

splitting into advisory and governing 

• People still see United Way as some 

old organization 

 

    

Summary  

 The support of the backbone organization in collective impact is an essential role in 

moving a community forward.  The United Way of the Wabash Valley is in a unique position to 
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transform from a well-established community agent to implementing collective impact as the 

backbone and funding structure.  The outlined best practices, revised job descriptions, and 

realignment of the organizational structure will allow for the best foundation in order for proper 

implementation and success.  Each of these roles is vital to the success of the collective impact 

model and requires a shift in their priorities.   

The next steps for the United Way of the Wabash Valley will be to introduce this new 

structure to their Board of Directors.  The elements relating to the Board and Advisory Council 

structure will require Board approval with a change in the organization’s by-laws and job 

descriptions.  For staff role changes that will be vetted by the Board of Directors Personnel 

Committee who will approve and/or make revisions to the revised job descriptions before a final 

approval by the Board of Directors.  It will then be up to the Executive Director to work 

individually with each employee to begin to implement the realignment of time, priorities, and 

roles.  Some change will be able to occur organically, but others will take more time to 

implement.  In order to measure the success of the implementation the job descriptions will be 

reviewed in annual and mid-year reviews to ensure that the employees are prioritizing their time 

and roles efficiently.  Coaching will be developed in order to help guide employees to a new way 

of  working and if needed additional training and reviews will be implemented to make sure 

these new roles are being executed.   

Without this realignment the organization will not be equipped to fully handle the 

responsibilities of being the backbone of a collective impact which in turn will now allow the 

additional key conditions to flourish.  And without tangible impact and change for the 

community the organization risks the continued downward trend in resources and a bleak future.  
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But based on the successes of collective impact in other communities if implemented correctly it 

has the ability to transform the entire community creating a stronger future for all.     
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Appendices 

Appendix A Current Board of Directors Member Job Description 

 

 

JOB DESCRIPTION 

POSITION:  Member, Board of Directors, United Way of the Wabash Valley. 

OBJECTIVE:  Actively participate in helping the United Way of the Wabash Valley increase 

the organized capacity of people to care for one another, through policy 

formulation and in development of the organization’s financial resources. 

TERM OF SERVICE: Three years.  Maximum of two consecutive terms (six years), unless filling a 

vacancy. 

MEETING TIME: Board usually meets final Thursday of the month at 5:00 P.M. at a central 

location.  No regular meeting is scheduled for July or November. 

DUTIES:  Attend and participate at Board meetings. 

Serve and participate on one or more committees of choice: Agency Relations 

(by appointment), Board Development, Community Impact, Community 

Resource (Campaign), Finance, Labor Participation (by appointment), 

Marketing & Communications, Personnel, Planning, Success By 6, Healthier 

By 2020, Volunteer Connection or other committees or groups established as 

need arises. 

Serve as spokesperson for the United Way of the Wabash Valley at the 

workplace and in the community. 

Maintain easy access by e-mail, telephone or visitation. 

QUALIFICATIONS: General member (financial supporter of the United Way of the Wabash Valley). 

Demonstrated interest in and support for the United Way process. 

Specific expertise or experience in one or more of the following areas: 

administration, finance, law, fund raising, human relations, community or 

media relations, or by recruitment through the Agency Advisory Committee or 

organized labor (Labor Participation Committee). 

STAFF SUPPORT: The job description of the Executive Vice-President is designed to support the 

board and its committees.  The Executive Vice-President or his/her staff 

attends all committee and Board meetings, prepares materials for these 

meetings, and assists the Board and committees in achieving their stated 

purposes. 
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Appendices 

Appendix B Current Executive Director Position Description 
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Appendices 

Appendix C Current Community Impact Director Position Description 

 



THE ROLE OF THE BACKBONE ORGANIZATION                                                                             78 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



THE ROLE OF THE BACKBONE ORGANIZATION                                                                             79 
 
 

Appendices 

Appendix D Current Resource Development Director Position Description 
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Appendices 

Appendix E Current Marketing and Communications Director Position Description 
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Appendices 

Appendix F Advisory Council Member Position Description 

 

United Way of the Wabash Valley 

Position Description 

 

POSITION TITLE: ADVISORY COUNCIL MEMBER  Date Updated: January 2019 

   

Position Purpose/Summary 

The Advisory Council serves as the critical community champion of the United Way of the Wabash 

Valley.  Members of the Advisory Council provide the organization with professional expertise; diverse 

knowledge of the community and the challenges it is facing; connections to resources, colleagues or 

peers; or other forms of needed assistance.  The Advisory Council is a sounding board for guidance on 

proposed board activities and has no governing function within the organization.  

 

Term of Service 

Elected by the Board of Directors for a three-year term with a maximum of two consecutive terms (six 

years). 

 

Meetings 

The Advisory Council meets quarterly with 4 meetings per year.  Additional meetings can be requested 

for special circumstances.  The Advisory Council Chair is invited to attend Board of Directors meetings 

as a non-voting participant in order to link the Advisory Council to the Board of Directors.      

 

Essential Duties and Responsibilities 

• Advise and evaluate the organization on its strategic and organizational planning, and 

implementation of the plan’s goals based on their expertise and knowledge.  

• Offer insight into issues they are seeing in the community in order to help guide the organization 

in setting priorities. 

• Enhance the organization’s public image and standing by clearly articulating UWWV’s mission, 

accomplishments, and goals and garnering support from the community.  

• Facilitate connections to aid the organization in its mission with both community impact and 

resource development. 

 

Staff Contact 

The Advisory Council works directly with the Executive Director and support staff. 
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Appendices 

Appendix G Revised Board of Directors Member Position Description 

 

United Way of the Wabash Valley 

Position Description 

 

POSITION TITLE: BOARD OF DIRECTORS MEMBER  Date Updated: January 2019 

   

Position Purpose/Summary 

The Board of Directors will oversee and support the work of the United Way of the Wabash Valley.  They 

will advise, govern, oversee the vision and strategy, and assist with the general promotion of the 

organizations so as to support its mission and needs.  The Board of Directors appropriate involvement is 

both critical and expected for the success of the organization.  

Term of Service 

Three-year term with a maximum of two consecutive terms (six years), unless filling a vacancy. 

Meetings 

The board meets regularly one time per month with the exception of no meetings in July and November.  

Additional meetings can be requested for special circumstances.  For effective governance, board 

members are expected to attend 2/3rds of scheduled board meetings in any 12-month period. 

 

Essential Duties and Responsibilities 

 

1. Guide Vision and Strategy  

a. Determine the mission and purpose of the organization while keeping a system view in 

mind.  

b. Ensure effective strategic and organizational planning, and assist in implementing and 

monitoring the plan’s goal. 

c. Ensure that a shared responsibility with a collaborative environment is created across the 

organization and its partners. 

 

2. Ensure Necessary Resources 

a. Fully engage in identifying and securing the financial resources and partnerships 

necessary for the organization to advance its mission.  

b. Leverage connections, networks, and resources to develop collective action to fully 

achieve the organization’s mission. 

c. Ensure that an annual fundraising plan is in place and engage in driving its results. 

d. Advocate and demonstrate support for the resource drive in the community and 

workplace. 

e. Support the organization's annual resource drive by giving a gift that for the individual is 

a substantial financial donation. 

f. Attend fundraising events in support of the organization’s mission. 
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3. Provide Leadership, Governance, and Oversight 

a. Establish appropriate checks and balances to ensure the organization is well managed and 

its mission is carried out. 

b. Support, advise and assist the Executive Director as needed. 

c. Ensure strong fiduciary oversight and financial management by approving the 

organization’s annual budget, audit reports, and material business decisions; being 

informed of, and meeting all, legal and fiduciary responsibilities.  

d. Selecting and evaluating the performance of the Executive Director. 

e. Monitor committees work in making progress on the organization’s mission by preparing 

for, attending, and conscientiously participate in board meetings.  

f. Participate fully in one or more of the organization’s committees and assist with special 

tasks from the staff in support of their work. 

 

4. Create Public Awareness  

a. Enhance the organization’s public image and standing by clearly articulating United Way 

of the Wabash Valley’s mission, accomplishments, and goals and garnering support from 

the community.  
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Appendices 

Appendix H Revised Executive Director Position Description 

 

United Way of the Wabash Valley 

Position Description 

 

POSITION TITLE: EXECUTIVE DIRECTOR   FLSA STATUS: Exempt 

Reports To: President, Board of Directors   Date Updated: January 2019 

 

Position Purpose/Summary 

The Executive Director is responsible to the Board of Directors and reports directly to the Board 

President. In cooperation with the Board President and all standing committee chairs.  This position 

requires a collaborative, adaptive leader who is able to guide the United Way towards success, working 

with diverse partners at many levels to move the needle forward to build a stronger community.    

Essential Duties and Responsibilities 

35%    Manage, motivate and direct the responsibilities of staff in: 

• Drawing on the collective impact model, guide the backbone team to implement the 

organization’s common agenda and develop and implement an appropriate operating 

framework based on the approved Board of Directors strategic plan. 

• Identifying priority community issues; planning and developing targeted, comprehensive 

plans of action; creating results; and mobilizing community resources as approved by the 

Board of Directors.  

• Managing, in a fiscally responsible way, financial resources, including operating budgets, 

collection and distribution of funds, accounting for all funds, office equipment, and official 

records.  

• Allocating United Way resources in accordance with priority needs, recognizing 

relationships with member or affiliated agencies, and emphasizing consideration of 

efficiency and effectiveness with the approval of the Board of Directors guidance.  

• Developing effective and efficient support systems for the organization, including training, 

personnel, purchasing, computer services, and other related information.  

• Establish organizational plans, policies and procedures as necessary for effective operation 

of the United Way of the Wabash Valley.  Manage staff competently and effectively 

ensuring their continued professional development. 

30%    Relationship / Cultivate Community Engagement 

• Effectively communicate the vision, purpose and value of the United Way and create an 

urgency for change among relevant stakeholders, including community members, 

businesses, funders, and potential partners.  

• Create and leverage the necessary partnerships, relationships, and community-based 

support with relevant stakeholders to achieve success of the United Way common agenda.  
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• Serve as a liaison to other related initiatives, as needed. For example, coordinate research 

and other activities with relevant United Way partners to minimize redundancies and to 

align strategies and actions. 

• Utilize relationships to aid in policy issues related to the United Way’s common agenda.  

This includes providing data to policy makers and aiding them in understanding the issues 

they are working to address. 

• Oversee and utilize Advisory Board for business relationship cultivation and advisory. 

 

20%    Mobilize Resources 

• Working with the Resource Development Director, organize and implement a sustainability 

plan, including the establishment of ongoing revenue sources. Aid in Community Resource 

Drive, set development targets and cultivate donor relationships. 

 

15%    Guide Vision and Strategy 

• Work with the United Way of the Wabash Valley Board in providing leadership to and 

direct development of strategic planning and setting direction, and creating an ideal donor 

experience. 

• Ensure effective mechanisms and messaging to communicate United Way’s activities and 

successes to a variety of audiences. And ensure that information is shared among the 

working teams in an efficient and effective manner that supports inclusive, transparent, 

and collaborative work. 

• Be responsible for high-level strategic thinking and facilitation to clarify and delegate 

priorities while creating and monitoring progress towards organizational and individual 

goals. 

 

Critical Skills and Abilities 

1. Communication skills: Able to clearly present information through the spoken or written word; 

reads and interprets complex information; conveys information effectively; listens well. Position 

requires extensive and independent contact/communications with volunteers. 

2. Effective leadership skills: Able to assume a role of authority, as necessary; sets an example for 

coworkers; delegates responsibility and empowers associates to make decisions and take personal 

accountability for decisions. 

3. Influence and persuasion ability: Build trust-based relationships by operating in an ethical, 

honest and forthright manner. A strong communicator, articulate, diligent and persistent, who 

creates both a value proposition and sense of inclusiveness for all parties. Able to convince others 

in both positive and negative circumstances; uses tact when expressing ideas or opinions; presents 

new ideas to authority figures; responds to objections successfully.  

4. Strong planning ability: Able to manage multiple projects; determines project urgency in a 

meaningful and practical way; organizes and schedules people and tasks. 

5. Problem solving ability: Able to apply systems thinking to generate solutions; focuses on 

process rather than isolated events; obtains multiple assessments of a situation and identifies 

trouble spots; evaluates alternative solutions. 
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Appendices 

Appendix I Revised Community Impact Director Position Description 

 

United Way of the Wabash Valley 

Position Description 

 

POSITION TITLE: COMMUNITY IMPACT DIRECTOR  FLSA STATUS: Exempt 

Reports To: Executive Director     Date Updated: January 2019 

 

Position Purpose/Summary 

The Community Impact Director serves as member of the senior management team and is directly 

responsible for working towards achieving long-lasting, meaningful community change/improvement in 

the United Way of the Wabash Valley service area. The position well be responsible for driving United 

Way’s work forward, in particular supporting day-to-day communications, administration, community 

engagement and data functions.     

Essential Duties and Responsibilities 

65%    Oversee United Way’s impact councils related to their strategic focus areas: 

• Project management of the impact council including: 

o Coordinate meetings and agendas 

o Ensure mutually reinforcing activities and accountability for work getting done across 

partners. 

o Effective communication inter-council and staff. 

o Maintain participants are focused and on-track of the common agenda. 

o Develop shared measurement for activities. 

o Develop, implement and track impact council’s investments including grants, impact 

products, etc.   

• Recruit participation in the impact councils ensuring adequate and diverse representation of 

the community on committee. 

• Work with Marketing Director to distribute positive stories about the impact councils work 

and successes to the community, donors and stakeholders. 

• Collecting, analyzing and evaluation of data including organization into user friendly 

formats for dissemination to each council to create data-driven decisions and Marketing 

Director for impact marketing. 

• Identify grants and outside funding sources available for initiative work to create long-term 

sustainability of impact councils.  Develop content and data with help of the impact council 

to aid in grant writing for Marketing & Communications Director.   

• Assist organizations and other applicants in preparing for investment process. 

• Research and benchmark other programs to bring as examples to the impact councils for 

their consideration in the community.  

20%    Networking and Community Relations 
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• Represent United Way in community via meetings and partnerships. 

• Coordinate with other projects and coalitions in the same focus areas to maintain a full 

understanding of the current landscape of local and regional activities and seek alignment 

where possible.  

 

 

10%    Oversee Community Impact Committee 

• Secures and manages volunteers to oversee and recommend the best investments to 

facilitate community change. 

• Manage the reporting and database software. 

• Monitor and oversee grant and fund distribution including ensuring proper reports are 

completed and distributed to respective councils for review.  

 

5%      Track and code department budget activities throughout the month.  Manage Community  

     Impact budget to ensure effective and efficient expenditures.  Work with Executive Director  

     and rest of staff top priorities of the moment, including various aspects of the Community     

     Resource Drive.  

 

Critical Skills and Abilities 

1. Communication skills: Able to clearly present information through the spoken or written word; 

reads and interprets complex information; conveys information effectively; listens well. Position 

requires extensive and independent contact/communications with volunteers.   Ability to remain 

neutral and allow for volunteers to dictate project direction.  

2. Organization and planning skills: Able to manage multiple activities; determines urgency in a 

meaningful and practical way; creates plans; organizes and schedules people and tasks 

effectively.  

3. Demonstrates accuracy and attention to detail: Able to develop or follow detailed procedures 

and ensures accuracy in documentation and data; carefully monitors processes; concentrates on 

details and organizes and maintains a system of records.  

4. Demonstrated analytical skills: Able to gather relevant data using appropriate methodologies 

and analyze that data in such a manner that valid conclusions and insinuations can be drawn that 

assist in making important business decisions.  
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Appendices 

Appendix J Revised Resource Development Director Position Description 

 

United Way of the Wabash Valley 

Position Description 

 

POSITION TITLE: RESOURCE DEVELOPMENT DIRECTOR  FLSA STATUS: Exempt 

Reports To: Executive Director      Date Updated: January 2019 

 

Position Purpose/Summary 

The Resource Development Director serves as member of the senior management team and is directly 

responsible for developing and executing programs designed to increase the United Way of the Wabash 

Valley’s fundraising and relationship management strategies. This involves, but is not limited to, the 

annual community/employee resource drive, new business solicitations, developing year-round giving 

programs, donor recognition, planned giving programs, affinity groups and other strategies designed to 

build giving relationships with new and existing donors. Manages the department budget under the 

supervision of the Executive Director. 

Essential Duties and Responsibilities 

50%    Oversee United Way’s annual Community Resource Drive: 

• Develops overall strategy and plan for Community Resource Drive including data analysis 

of donors/opportunities for resource growth.   

• Works with Community Impact Director and Marketing & Communications Director to 

develop effective Resource Drive messages including fundraising focus and impact. 

• Recruits and trains volunteers for the Community Resource Drive Committee in order to 

implement a repeatable process to engage workplaces in a communication of the United 

Way mission and a subsequent resource drive.  

• Focus on cultivating individual direct giving outside of workplaces. 

• Annual emphasis to attract/retain new businesses and donors. 

• Development and implementation of donor-thanking program.  

15%    Build business relationship strength by effectively conveying United Way’s value proposition,  

            mission, and priorities to the general public, businesses and community leaders.   

 

10%    Manage and oversee all donor segments with current primary emphasis on leadership donor  

   grown, identification and engagement of retirees, and effective means to minimize lapsed  

   donors.  

  

10%    Oversees appropriate maintenance and input of donor records using the in-house ANDAR  

           database.  Ensures database accuracy as well as sufficient training to allow data extraction and  

            analysis.  Maintain list of funding streams United Way is utilizing. 

 

5%     Evaluate, support and/or participate in selected special events with sufficient return in resource  
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    development and/or fit in the United Way marketing plan.  

 

5%      Fulfill supervisory responsibilities including but not limited to planning, scheduling,  

     delegating, appraising, coaching & job performance reviews, and teaching; supports business  

     policies, procedures, and practices relative to supervisory responsibilities. 

 

5%      Track and code department budget activities throughout the month.  Manage Resource  

     Development budget to ensure effective and efficient expenditures.  Work with Executive    

     Director and rest of staff top priorities of the moment.  

 

 

Critical Skills and Abilities 

1. Communication skills: Able to clearly present information through the spoken or written word; 

reads and interprets complex information; conveys information effectively; listens well. Position 

requires extensive and independent contact/communications with volunteers.  

2. Organization and planning skills: Able to manage multiple activities; determines urgency in a 

meaningful and practical way; creates plans; organizes and schedules people and tasks 

effectively.  

3. Effective leadership skills: Able to assume a role of authority, as necessary; sets an example for 

coworkers; delegates responsibility and empowers associates to make decisions and take personal 

accountability for decisions.  

4. Analytical skills: Able to gather relevant data using appropriate methodologies and analyze that 

data in such a manner that valid conclusions and insinuations can be drawn that assist in making 

important business decisions.  

5. Strong project management ability: Able to develop plans that are effective in attaining 

established goals and garners resources.  
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Appendices 

Appendix K Revised Marketing and Communications Director Position Description 

 

United Way of the Wabash Valley 

Position Description 

 

POSITION TITLE: MARKETING AND COMMUNICATIONS DIRECTOR   

Reports To: Executive Director       FLSA STATUS: Exempt 

         Date Updated: January 2019 

 

Position Purpose/Summary 

The Marketing and Communications Director serves as member of the senior management team and is 

directly responsible for building a strong brand image within the community. The position ensures the 

effective management of marketing, advertising and promotional activities of the organization.  Leverages 

expertise to support and expand United Way’s engagement and donor relations, meet financial goals, 

generate new leads, and maximize the United Way brand.   

Essential Duties and Responsibilities 

35%    Develop and implement annual communications plan based on organizational plans to develop  

            community support and awareness for the United Way.  

• Coordinate and distribute press releases on impact council successes, Community Resource   

    Drive, special events, etc.   

• Copy writing in order to deliver a consistent message and tone to the community.   

• Utilize marketing channels such as social media, email and others to maintain year-round   

    communication with donors or potential donors to spread the word about the United Way’s    

    impact work and create awareness of need in the community.  

 

30%    Develop and implement marketing materials based on organizational plans and related projects    

                while adhering to United Way Worldwide brand guidelines.  Including copy writing, graphic  

                design, layout and printing.    

• Develop messaging and materials in support of Community Resource Drive. 

• Create and maintain impact council marketing to the public. 

10%    Promote volunteerism in the community by creating public awareness of opportunities utilizing 

the on-line, interactive website hosted by United Way.  Develop and manage the website by 

inviting organizations to list needs and promoting others to volunteer through the site.  This 

includes engaging work from the Volunteer Connection sub-committee of the Board of 

Directors.  

 

10%    Work with the Community Impact Director to facilitate the grant writing for funding  

   opportunities that would benefit the organization.   
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     10%    Coordinate, support and market selected special events with sufficient return in resource 

development and/or fit in the United Way marketing plan. 

 

     5%     Track and code department budget activities throughout the month.  Manage Marketing budget  

          to ensure effective and efficient expenditures.  Work with Executive Director and rest of staff   

   top priorities of the moment, including various aspects of the Community Resource Drive.  

  

 
 Critical Skills and Abilities  

1. Communication skills: Able to clearly present information through the spoken or written word; 

reads and interprets complex information; conveys information effectively; listens well. Position 

requires extensive and independent contact/communications with volunteers.  

2. Strong planning ability: Able to manage multiple projects; determines project urgency in a 

meaningful and practical way; organizes and schedules people and tasks. Effective use of daily 

planner.  

3. Effective leadership skills: Able to assume a role of authority, as necessary; sets an example for 

coworkers; delegates responsibility and empowers associates to make decisions and take personal 

accountability for decisions.  

4. Understands technology: Able to quickly learn and understand technical aspects of the position; 

able to set up functions, enter data, or process information.  

5. Computer skills: Proficient in Microsoft Word, Excel and PowerPoint; above average skills in 

database entries and trouble-shooting.  

 




