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Welcome back!

In one word, how are you 
feeling today?

What was your epiphany about 
the meaning of legitimacy?



Rapid recap

Building legitimacy

Small group exercise

Share out

01

02

03

04

Agenda

(15 min)

(25 min)

(25 min)

(25 min)



Rapid recap01



P. 5

Systems change is a dynamic process
Rapid recap01

Converge mindsets and 
(re-)envision change

(the “why”)

Develop
and

sharpen
strategy
(the “how”)

Communicate agenda 
and invite feedback

(the “what”)

Empower
the field
(the “who”)

Dynamic
process of

systems
change

Sense readiness to 
address a problem

(the “when”)

Source: Dalberg Catalyst
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Systems are more ready for change when the field 
of relevant actors is dynamic and cohesive

Rapid recap01

Dynamic, but fragmented

Static and fragmented

Dynamic and cohesive

Cohesive, but static

Dynamism
i.e., how fast, open,

forward-leaning,
flexible, adaptive

Cohesion
i.e., how aligned, mutually 

accountable,
coordinated, reliable, 

scalable

High

Low

Low High

Source: Dalberg Catalyst
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Dialogue is essential for (re-)envisioning a system
Rapid recap01

Our underlying needs and 
fears

What we value, prioritize 
and believe

How we think and feel

Events and
behaviors

Parts and
parameters

Relationships

Goals and rules

Mindsets and paradigms

Events and
behaviors

Parts and
parameters

Relationships

Goals and rules

Mindsets and paradigms

“Iceberg A” “Iceberg B”

Dialog
ue and 
align
ment 

on:

“To the 
extent 

that we 
need to 
coordin
ate our 
actions 

and 
establis

h a 
commo

n 
underst
anding 
of what 
we are 
trying 

to 
accomp

lish, 
some 

form of 
dialogu
e must 

be used 
if we 

are to 
make 

any 
progres
s at all.”

     
-- Edgar 
Schein
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Strategies for systems change focus on primary 
actors and feature practices of systems work

Rapid recap01

Source: Bonnici and Rayner, “The Systems Work of Social Change” (2021); Dalberg Catalyst

Cultivate 
collectives 

that exchange 
perspectives, align 

understandings, share 
identities, set goals, 

and/or pool ideas

Equip problem 
solvers 

by building skills for 
dialogue, systems 
thinking, strategic 

thinking, leadership, 
and/or management

Promote 
platforms 

that enable different 
groups to access 

relationships, evidence, 
intelligence, expertise, 

and/or resources

Disrupt policies 
and patterns 

by shifting rules, laws, 
rights, norms, practices, 
procedures, standards, 

expectations, and/or 
guidance

Primary actors are people at points of highest complexity in a system—at the nexus of all the issues. 



P. 9

Communications (including storytelling) can lead 
partners to recognize co-benefits and contribute support

Rapid recap01

Globally 
Relevant

Locally 
Relevant

Diffusion of Co-benefits

Geographic 
Scale of

Co-benefits

Highly diffuse benefits with
significant externalities

Highly concentrated benefits, 
directly captured or realized

e.g. Individuals, 
Households, 

Communities,
Local Enterprises

e.g. National/Local 
Government

e.g. Private Investors 
(Regional and
International) 

e.g. Development 
Institutions and 
Global Charities

INNOVATION
• Bring diverse perspectives and discover issues and 

ideas
• Refresh direction and strategies
• Invent and pioneer alternative approaches

INPUTS
• Provide financing for upfront costs, working capital 
• Acquire and fund human resources for support 
• Make in-kind contributions of materials or services

EXECUTION
• Make day-to-day decisions and deliver activities
• Recruit and motivate others to complete activities
• Act as first-responder to unforeseen needs

INFLUENCE
• Promote through advertising or word-of-mouth
• Engage and empower additional stakeholders
• Build multi-stakeholder coalitions

Who could co-benefit (and how)? How could they contribute?

Source: Dalberg Catalyst
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Different tools can help empower the field depending 
on the level of alignment on “why and how”

Rapid recap01
Tools of Cooperation and Change

Source: adapted from “The Tools of Cooperation and Change” by Clayton M. Christensen, Matt Marx and Howard H. Stevenson, published in Harvard Business Review (2006)

Note: (*) Patience – e.g., research – may be required when there is no sufficiently legitimate means of exercising tools of power to directly influence cooperation and change

Alignment on cause-and-effect
“the how”

No consensus Broad consensus

N
o 

co
ns

en
su

s
B

ro
ad

 c
on

se
ns

us

Alignment on 
purpose
“the why”

Culture ToolsLeadership Tools

Management Tools

Vision

Charisma

Role modeling

Salesmanship

Dialogue
Financial
incentives

Negotiation Strategic
planning

Coaching and 
training

Measurement systems

DemocracyTradition

Rituals

Spirituality

Myths/folklore

Storytelling

Standard
operating

procedures

Coercion

Retrenchment
Patience

(or Separation)

Role definition

Hiring and
promotion

Power Tools
(or patience*)

Control
systems

Disincentives
Fiat

Nudges / shaping choicesMentorship
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Building legitimacy is critical throughout the process
Rapid recap01

Technical Social

Pragmatic
cost-benefit

Legal &
political

Moral & 
ethical

Contextual

� Building legitimacy is critical to scale 
change and sustain change at scale

� Primary actors, who are closest to the 
issues, have the most legitimacy 

� Actions with insufficient legitimacy 
(e.g., technical without contextual) 
almost always have unintended 
consequences

� “Authorizers” (sources of legitimacy) 
vary by context and from one scale to 
the next



Building legitimacy02
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Legitimacy-building is an interplay between problem solvers and 
process authorizers

Building legitimacy02

Authori
ze the 

approa
ch

Addres
s the 

proble
m

Substantive roles to sense the 
problem and deliver a solution
1. Diagnose and communicate 

problems 
2. Generate ideas
3. Drive/support implementation

Relational & procedural roles 
to enable the process
4. Convene and moderate 

dialogue
5. Connect across distributed 

agents
6. Provide legitimate “cover” / 

formal authorization 
7. Motivate and inspire change
8. Empower other actors
9. Provide financial support 

Source: Andrews, et al., Chapter 9: Managing your authorizing environment, “Building State Capability” (2017); Dalberg Catalyst

Integrative roles (cross-cutting)
10. Catalyze and steward efforts to address 

the problem and authorize the approach
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Mapping your authorizing environment can reveal opportunities to 
connect sources and uses of legitimacy

Building legitimacy02

Source: Andrews, et al., Chapter 9: Managing your authorizing environment, “Building State Capability” (2017); Dalberg Catalyst

Authorizer #1

Sources of legitimacy Uses of legitimacy

Authorizer #2

Authorizer #3

Authorizer #4

Authorizer #5

Justifying the agenda

People’s time and effort 
(incl. your own)

Financial and other 
resources

Decision-making rights

Communications with 
other authorizers

Authorizing 
environment

� Uses of legitimacy often have multiple sources of 
legitimacy (authorizers)

� As such, authorizing structures often overlap 
and/or may conflict with one another

� Within organizations, authority structures 
may conflict (e.g., functional vs geographic)

� High-level authorizers might, in practice, have 
narrows remit and/or have dysfunctional 
command structures
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For the next 10 minutes, we will break into small groups of 2-3
Building legitimacy02
� Spend 3-5mins (each) identifying your “authorization needs”, i.e., 

potential uses and additional sources of legitimacy

� Capture your notes in an empty worksheet (one per person) in 
this shared document

� When we return, we will briefly reflect together before turning to 
our next exercise
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(insert name) Where are you looking for authorization?
Building legitimacy02

For what do you need 
additional authorization?
in any of these categories …

Do you think your 
main authorizer will 
satisfy this?

Who else might have to provide 
authorization to satisfy this need? 

Justifying the agenda [ yes / somewhat / no ] [insert]

Uses of your time and effort … …

Uses of others’ time and effort … …

Financial and other resources … …

Decision-making rights … …

Comms. with other authorizers … …

Who is the main authorizer 
of your systems work today: [insert]
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(insert name) Where are you looking for authorization?
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Decision-making rights … …
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Who is the main authorizer 
of your systems work today: [insert]
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(insert name) Where are you looking for authorization?
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Comms. with other authorizers … …
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of your systems work today: [insert]
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(insert name) Where are you looking for authorization?
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(insert name) Where are you looking for authorization?
Building legitimacy02
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(insert name) Where are you looking for authorization?
Building legitimacy02

For what do you need 
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Do you think your 
main authorizer will 
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(insert name) Where are you looking for authorization?
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(insert name) Where are you looking for authorization?
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For what do you need 
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(insert name) Where are you looking for authorization?
Building legitimacy02

For what do you need 
additional authorization?
in any of these categories …

Do you think your 
main authorizer will 
satisfy this?

Who else might have to provide 
authorization to satisfy this need? 
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Financial and other resources … …

Decision-making rights … …

Comms. with other authorizers … …

Who is the main authorizer 
of your systems work today: [insert]

 



Small group exercise03
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[Name]: [insert a medium-term success you are working toward]
Small group exercise03

Your proposed 
next action step(s)

In order to take 
this step, who are 
the authorizer(s) 
that give you 
legitimacy?

If successful, what 
legitimacy will these 
steps yield for you 
and/or your current 
authorizer(s)?

How will the added 
legitimacy from this 
step attract other 
authorizers to your 
initiative?

Who else might 
you look to include 
in a coalition, 
which this step may 
help to cultivate?

X

Y

Z

…

How can your next steps yield legitimacy for you and your current/potential authorizers, and help build a coalition?
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For the next 30 minutes, we will break into small groups of 2-3
Small group exercise03
� Spend 10-15mins (each) discussing an outcome you are working 

toward, and how your next steps will help build legitimacy 

� Capture your notes in an empty worksheet (one per person) at the 
very end of this shared document

� When we return from breakout groups, you will each present 
what you have, with other members of the cohort asking 
questions after your presentation



Share out04
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[Name]: [insert a medium-term success you are working toward]
Small group exercise03

Your proposed 
next action step(s)

In order to take 
this step, who are 
the authorizer(s) 
that give you 
legitimacy?

If successful, what 
legitimacy will these 
steps yield for you 
and/or your current 
authorizer(s)?

How will the added 
legitimacy from this 
step attract other 
authorizers to your 
initiative?

Who else might 
you look to include 
in a coalition, 
which this step may 
help to cultivate?

X

Y

Z

…

How can your next steps yield legitimacy for you and your current/potential authorizers, and help build a coalition?
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[Name]: [insert a medium-term success you are working toward]
Small group exercise03

Your proposed 
next action step(s)

In order to take 
this step, who are 
the authorizer(s) 
that give you 
legitimacy?

If successful, what 
legitimacy will these 
steps yield for you 
and/or your current 
authorizer(s)?

How will the added 
legitimacy from this 
step attract other 
authorizers to your 
initiative?

Who else might 
you look to include 
in a coalition, 
which this step may 
help to cultivate?

X

Y

Z

…

How can your next steps yield legitimacy for you and your current/potential authorizers, and help build a coalition?

 



P. 34
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