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Starter Kit

for co-designing collaborative network governance
based on the Consent Principle.
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Circle Forward envisions governance systems that are designed for complexity, healing,
well-being, equity, and regeneration. These systems are grounded in mutual consent and care.
They honor our relationship to ourselves, our ancestors, future generations, and all life.

Though it is happening wherever people are doing things together, often governance structures
and systems are not visible to everyone.

Read An Exploration of What Governance Is on our website.



https://circleforward.us/
https://circleforward.us/an-exploration-of-what-governance-is/

A curated collection of the tools & resources we turn to most often:

Resources for Systems Leadership
e Dawn of Systems Leadership
e Systems Change for Sustainable Development

Resources for Collaborative Governance Co-Design
e Governance, a powerful leverage point for systems change.
e Rate Your Governance System
e Network Governance Design Canvas

Resources for Cultivating a Culture of Consent

The Consent Principle as the Basis for Governance Decisions
What is the Consent Principle?

Range of Tolerance

Objections are Treasure

Rounds: A Simple Technique for More Engaging Meetings
The Consent Protocol

When do we use Consent for decision making?

Consent in Practice






Dawn of Systems Leadership:

This classic article enumerates key skills and tools that can be harnessed to
bring about revolutionary change including these core capabilities to develop
in order to foster collective leadership.

o The ability to see the larger system.

. Helps people see the larger system in order to build shared
understanding of complex problems.

o The ability to foster reflection and more generative conversations.

. Deep, shared reflection that enables group to actually “hear” a
point of view different from their own, and to appreciate
emotionally as well as cognitively each other’s reality.

o The ability to shift the collective focus from reactive problem solving to
co-creating the future.

- Helps the group build inspiring visions and face difficult truths
about the present reality, learning how to use the tension between
vision and reality to inspire truly new approaches.

By Peter Senge, Hal Hamilton, & John Kania
Published in Stanford Social Innovation Review, Winter 2015


https://circleforward.us/wp-content/uploads/2020/05/The_Dawn_of_System_Leadership_2015.pdf

HARVARD Kennedy School

Systems Leadership for Sustainable Coprse e i
Development:
Strategies for Achieving Systemic Change

“The complex and interconnected issues at the heart of the Sustainable
Development Goals (SDGs) require innovative approaches for mobilizing
widespread and meaningful action. One of these approaches is described as
Systems Leadership.”

Systems Leadership is a set of skills and capacities that any individual or
organization can use to catalyze, enable and support the process of
systems-level change.”

This paper offers clear concepts, examples and tools of Systems Leadership,
including

° The key elements of Systems Leadership
° The Journey of Systems Leadership
° The CLEAR Framework for Leading Systems Change

Systems Leadership for Sustainable Development:
Strategies for Achieving Systemic Change

Lisa Dreier, David Nabarro and Jane Nelson


http://www.hks.harvard.edu/sites/default/files/centers/mrcbg/files/Harvard_CRI_System%20Leadership_ExecSum_Sept%202019.pdf

Resources for Collaborative Governance Co-Design



Governance gives form to power. We embed our values into our operations through governance, and it is a
key leverage point for transforming systems.
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Resource - Rate Your Current Governance System

RATE YOUR
GOVERNANCE SYSTEM

%

CIRCLE FORWARD

Start a conversation about how well
your system of governance is working.

This toolkit includes some qualities of
good governance and provides an
informal assessment your group can
do together.


https://circleforward.us/wp-content/uploads/2024/03/Rate-Your-Governance-Toolkit.pdf
https://circleforward.us/wp-content/uploads/2024/03/Rate-Your-Governance-Toolkit.pdf
https://circleforward.us/wp-content/uploads/woocommerce_uploads/2020/03/Rate-Your-Governance-Toolkit.pdf

Network Governance Design Canvas

Network Governance Design Canvas
Eight Governance Design Issues for a Network

DEC ISIO N-MAKING
Who decides about
direction & action, and

COMMUNICATIONS
What are our unifying
narratives, and how
do we connect and EVIDENCE

work in relationship + LEARNING
with each other? ‘ How do we understand

AG REEMENTS
+ STRUC TURE

What norms + practices
will guide our culture?
What are our
coordinating
structures?

the context and

what'sworking?

What isour
reason for being

PARTIC IPATIO N
Who are the stakeholders
' and how do we facilitate

and our strategy?

and engage the voices
weneed to guide
the work?

RESO URC ING

quhat isthe
nding model, !

and what agreements VALUE

do we have about the PRO PO SITIO NS
flow of resources? What value
do we provide -
collectively and for
= individuals?

Download this tool here.

®< RCLE FORWARD

Leaders can use our Network Governance
Design Canvas to explore the eight areas

of governance design in a network or
organization.

READ: Thriving and Equitable Systems are
Governed by Good Network Design, to

learn more about each of these design
issues.
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https://circleforward.us/network-governance-design-canvas/
https://circleforward.us/network-governance-design-canvas/
https://circleforward.us/governance-consent-and-operationalizing-equity-in-collaborative-networks-part-ii/
https://circleforward.us/governance-consent-and-operationalizing-equity-in-collaborative-networks-part-ii/
https://circleforward.us/wp-content/uploads/2023/12/circleforward-toolkit-w-icons-and-cc-1.jpg

Resources for Cultivating a Culture of Consent



The Consent Principle as the Basis for Governance Decisions

Decision-Making is the “gateway” to
governance co-design because every
other area emerges as designers make,
implement and learn from decisions.

Governance designers first decide who will
make decisions and how they will decide.

|
DECISION-MAKING -
Who decides about -
direction & action, and R i
how do they decide?

Who decides bout |l o mUNICATIONS
direction & action, and What are our unifying
how do they decide?

narratives, and how
do we connect and
work in relationship

with each other?
What norms + practices

iy
- v V
11 qui r culture?
will guide our culture What is our

What are our '\.

coordinating reason for being PARTICIPATION

structures? and out strategy? Who are the stakeholders,
and how do we facilitate

and engage the voices
we need 1o guide
the work?

How do we understand
the context and
what's working?

RE RCIN

What Is the
funding madel, /ALL
and what agreements i U f‘ ﬁ“_t Do
do we have about the PROPOSITIONS

flow of resources? What value
do we pravide
collectively and for
Individuals?
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The Consent Principle

A legal definition of consent is, *“When a person
voluntarily and willfully agrees to undertake an action
that another person suggests.”

All true collaboration meets this condition of consent
among the participants.

In governance The Consent Principle is a
commitment to engagement and trust among
participants who are impacted by decisions, to listen
to each other and adapt when not in consent, while
staying on track to make timely decisions.

Creating options to resolve objections allows networks
and groups to leverage all the benefits of their
diversity, avoid potential pitfalls, and strengthen
relationships — all while sustaining forward
momentum.

In collaborative network governance, where trust is
the currency, the Consent Principle is
foundational.

Learn more about The Consent Principle here.

Consent decision-making is a culture-transforming

PRACTICE. Not always easy, usually different than we're
used to, and sometimes humbling.

Don't give up.
Our governance systems must work for everyone.

The CONSENT PRINCIPLE. ..

In Governance is a commitment to In Practice means that a decision has
engagement and trust among been made when no one impacted by
decision-makers and those who are the decision has any significant
impacted by decisions, to listen to objections to it.

each other and adapt when not in

consent, while staying on track to

make timely decisions. In Law is when a person voluntarily
and willfully agrees to undertake an
action that another person suggests.
(Cornell University Law School).

o GQ 9 The DECISION-MAKING PROTOCOL

We developed the Decision-Making Protocol with network
partners of The Alliance in Alaska. You can find a free
S Creative Commons version of the Protocol on our website.
3 This protocol gives leaders authority to make decisions when
...... they take responsibility for addressing their blindspots with

the people most impacted.

Applying the Principle of Consent invites the spirit of true collaboration.

'or resources, tools and coaching visit circleforward.us

Download this handout here.
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https://circleforward.us/the-consent-principle/
https://www.law.cornell.edu/wex/consent
https://circleforward.us/the-consent-principle/
https://circleforward.us/what-is-the-consent-principal/
https://circleforward.us/wp-content/uploads/2024/01/flowchart-page-4.pdf

Range of Tolerance and Objections in Consent Decision-making

The range of tolerance framework comes from
ecosystems theory - a basic worldview that we are RANGE OF TOLERANCE
deeply interconnected.

Prefer

When diverse members of an ecosystem are able to The
live within their range of tolerance, the whole Boundaries
ecosystem becomes more resilient and adaptive. of Consent
That sense of operating like an ecosystem is a
valuable metaphor in collaborative networks and
systems change.
Cannot Cannot
A culture of consent means the group has a Tolerate Tolerate
commitment to include and adapt when a member is
out of their range of tolerance.
A range of tolerance is the boundary of consent that
someone can or cannot live with when it comes to a load this hand h
decision or conditions that affect them. Download this handout here.
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https://circleforward.us/consent-arises-within-a-range-of-tolerance/
https://circleforward.us/consent-arises-within-a-range-of-tolerance/
https://circleforward.us/wp-content/uploads/2024/01/Range-of-Tolerance-Handout_web.pdf

When a member is outside their range of
tolerance, we say there is an objection.

By objection, we mean no one can identify
a risk that the group cannot afford to take.

Those risks typically involve conflicts with
the stated purpose or strategies. Or there
is a condition that would make it very
difficult for a member to perform their role.

Under those conditions, the group or
person would be out of their range of
tolerance.

A culture of consent means the group has a
commitment to include and adapt when a
member is out of their range of tolerance.

Boundaries of Consent

RANGE OF TOLERANCE

Out of Consent
or Prefer

The
Boundaries
of Consent
Objection
Cannot Cannot
Tolerate Tolerate

Download this handout here.
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https://circleforward.us/faqs/#range-of-tolerance-and-objections
https://circleforward.us/faqs/#range-of-tolerance-and-objections
https://circleforward.us/wp-content/uploads/2024/01/Range-of-Tolerance-Handout_web.pdf

An objection is valued in culture of consent
because it reveals gaps in awareness and
understanding that might lead to unintended
consequences.

An objection is supported by reasons that can be
understood by other members.

The group shares an intent to listen to
understand the risk a participant is sensing, so as
to adapt and find solutions that address the
objection, to get the benefit of our diversity, and
to bring the group back within its range of
tolerance -- all while sustaining forward
momentum.

The intent is to understand those reasons and to
find solutions that address the objection and
bring the group back within its range of tolerance.

Objections are
TREASURE

because they
revedal

Gaps in
Awareness

Objections are Treasure provides

guidance for facilitating, reflecting on
and responding to objections in a
Culture of Consent.

Download this handout here.
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https://circleforward.us/faqs/#range-of-tolerance-and-objections
https://circleforward.us/wp-content/uploads/2024/01/Objections.pdf
https://circleforward.us/wp-content/uploads/2024/01/Objections.pdf

Rounds:

A Simple Technique for More Inclusive, Engaging Meetings

We have heard from many people how this simple
technique can instantly shift a meeting to become
more energizing, engaging and inclusive. And you
don’t necessarily need to be leading the meeting to
try this! You may be surprised by how well it works!

This mini toolkit provides:

e Why rounds work and where they work
best.

e The Benefits of using Rounds.

e Four different types of rounds and their
purposes.

Experience has shown us that rounds are among the most
efficient ways for the group to come to understand the

way forward together.

DECISION-MAKING TOOLKIT

&

CIRCLE FORWARD
circleforward.us

Download this handout here.
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https://circleforward.us/wp-content/uploads/2020/01/Rounds-.pdf

The Consent Protocol

@ 2CLE FORWARD
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TO INCLUDE IN
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AND HOW
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CLARIFY WHO

IS AUTHORIZED FRAME THE

TO MAKE THIS PICTURE
DECISION

i
CLARIFY THE
DECISION

IMPLEMENT
& OBSERVE

SHAPE A
PROPOSAL

A Consent-Based Decision-Making
Protocol for Teams

"Consent-Based Decision-Making Protocol” by Circle Forward
is licensed under CC BY SA 4.0

MAKE A GENERATE
DECISION IDEAS

People who were not bought in on a decision can
withhold their support and actively or passively resist
it. Future opportunities can be lost when trust or
relationships are sacrificed.

At the same time, getting everyone “to the table,” is
usually impractical.

So, a single decision-maker or small team finds other
ways to include voices and shape proposals for action
by testing for consent throughout the process.

We co-designed the_Consent Protocol as a guide.

Our Consent Protocol is designed with the wisdom
of legions of community organizers, who take time
up front to build relationships and trust.

Download this handout here.
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https://circleforward.us/product/decision-making-protocol/
https://circleforward.us/product/decision-making-protocol/
https://circleforward.us/wp-content/uploads/2023/08/Decision-Making-CIRCLE-FORWARD-Aug-2023.jpg

When do we use consent for decision making?

Short answer: Always
In a consent culture we have an agreement: I won't "go along to get along" when I'm

Do I need to get consent on every decision? L

In consent culture, does every decision have to walt until we get
everybody together?

Short answer: No

Can we just authorize someone to make this B oo gt o s

decision? mum, o |
e meetings |
Q (live or virtual) bl

- 0 Y
How do we test for consent and objections when O pebsrme| A e

Al of these carry the commitment to engage and respond to what is meaningful to
those who are impacted by decisions.

1. It's not always easy or possible to get

Short answer: Yes

everyone at the meeting. Vo S e R
2. In collaboratives, people often are coming in > e T s By G e
and out, some joining early, some coming in e S i

If people or aroups are not alven opportunities to weigh n.
a te r. If so, leaders may communicate more often.
However, testing for consent Is not about seeking approval.
Rather, people with authority test for consent to uncover thelr
gaps In awareness, so decisions are wiser.

W do e uee Cansant for decilon risking® handoue
[o®) FORWARD by Cieie Earart s lcensed under CC AY 54 4.0

We heard you.

This one page handout provides some _ Download this handout here.
answers to these frequently asked questions.



https://circleforward.us/wp-content/uploads/2024/01/flowchart-page-1-handout.pdf

Consent in Practice

A set of simple guidelines for easy reference and inclusion in your group’s

governance orientation handbook.

Consent in Practice

Download this resource here.
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https://circleforward.us/wp-content/uploads/2020/09/Consent-in-practice.pdf

