NSFM

Guidelines / help notes for co-chairs

Three commitments to make, and seven guidelines designed to help you organise a successful working group. 

The commitments
To be a co-chair, you commit to 3 things:

A) Developing, and publishing on the NSFM web site for comment, a strategy for the working group 

B) Publishing to the web site for comment interim drafts of any reports you are producing

C) Allowing the full membership of NSFM to comment on whether that are happy to publish your report under the NSFM name. This should be done by putting final drafts of any reports on the NSFM website 1 week before planned publication.  Clearly,  there may be occasions when this is not possible, but the intent should be to draw on the “wisdom of the (NSFM) crowd” before launching a paper, even though one working group does not speak for NSFM as a whole.

The Coordinator’s determination as to whether a report can be published mentioning the Network is final and cannot be the subject of further debate.  If by chance the Coordinators feel your paper cannot be published as an NSFM paper, you are of course welcome to publish reports without mentioning the Network.

The guidelines

1. Develop a plausible promise:

The goal needs to be big enough to inspire interest and excitement, yet achievable enough to inspire confidence.  Your working group - if you manage to recruit the right people - will be individuals who are very busy already.  That means they must consider the project goals to be realistic.  So launching a campaign on a difficult theme with no clear idea how it will be sustained won't motivate.  But they will also want the output/outcome to be meaningful, otherwise they won't be motivated to bother.  So just writing yet another report on a topic which has seen many reports won't be enough.  It is fine to pick on one discrete aspect of the overall problem which might unblock action.  Doing this discrete but leveraged action well (see below) is better than skating over lots of issues.  

2. Fill a real gap and think creatively about what kind of research can best move the debate forward:

Whilst the Network is intentionally reaching out to academics and other experts, the intention isn't to simply replicate normal academic research.  Rather it is to do or commission objective research which pushes forward an explicit change agenda.  So it is the interaction between academics and practitioners - at all stages of the project - that will deliver value. 

What this means in practice can only be decided by each working group.  But one general piece of advice - be weary of commissioning academics to go away and think for several months, write a comprehensive draft report, and then come back to discuss it!

For example, your group may be focusing on an issue that has received a lot of attention already but where the problem still exists.  So you will need to make a diagnosis of why the actors / actions in your particular ecosystem haven't had the impact they intended to have.  Perhaps they have dismissed options because these options weren't realistic or appropriate then but are now? Perhaps they have unintendedly contributed to the problem? 

Or it may be your issue is "new".  In many cases, this will mean something has stopped it being recognised before.  What has changed now to allow recognition?  Can you find individuals who recognised the problem earlier but who were then marginalised?  Understanding what has prevented more timely action on the issue will tell you a lot about what your working group needs to do and not do.  

To summarise, understanding the ecosystem of your working group's issue - what's being tried, what's worked and what hasn't, which other organisations are active, who your 'allies' and 'opponents' are - will allow you to be maximally successful.  Doing this kind of campaign strategising properly at the beginning is a good way to engage the working group and it will also tell you if you are missing any essential expertise.  It doesn't in any way undercut the need for objective research.  On the contrary, innovative research (eg probing market research) may be necessary to develop an evidence-based diagnosis.  And once you have this diagnosis, it will define what further action research is needed.  Finally, once you have done your research you can evaluate your impact against your hypothesis and thus see if you want to revise or add to the hypothesis - i.e. working groups are encouraged to take a "learning by doing" approach.

One key bit of advice is find a hook/event around which you can plan – the timetable will give you focus and it will help generate media coverage.

3.  Make use of the diversity of the working group:

It will be tempting to work closest with those who share your worldview.  This is understandable but would be a mistake.  First, the issues are too complex for simple answers.  Second, change will require political consensus and if you can't build alignment amongst your working group - people who have consciously chosen to support the principles - then you will find this much harder in the "real world".   You can make use of the collective intelligence of the working group at all stages - diagnosis, specific research/writing/action sub-activities, commenting on drafts, promoting the final version.  Indeed, the last one is unlikely if people haven't been involved from the start.  Are we saying everything has to be drafted by committee?  No!  But if one person could do it, why is there a need for a Network project?  It would be more effective and efficient as a solo operation.  And going beyond using the diversity that presents itself, as co-chair pls be proactive and recruit individuals who bring the diversity your group needs (be it expertise, geographical, personal temperament etc).

4.  Find a complementary co-chair:

Closely related, one of the Network's rules is that there should be co-chairs who complement each other’s core skills, experiences and networks.  So if one of you is European, look for a North American for example.  If you are an asset owner, look for a commercial sector player or academic.  If you are prone to thinking and being theoretical, then look for someone prone to action and getting things to change.  If it’s a controversial issue and there is a range of opinion on the subject even within the NSFM community, pick someone who is on the “other side” to you.
5.  Make use of and build support amongst the Network as a whole but also take things in stages:
For the same reasons as 3 above, find ways to engage the full Network membership in a meaningful way.   But in the first stage, keep things small – we have found small groups (2-3) are best at doing the first draft and ensuring the project stays on track.
6.  Set a realistic timetable and make sure you have the resources you need:

It’s easy to underestimate the time needed for various stages like drafting.  Also you may need additional help like help with design and publishing.   The Network coordinators are working in a voluntary capacity and with that caveat, they are happy to offer advice and support as they can.   Some of the things the coordinating team can help with are:
· Providing access to an experienced coach who can help you take up the leadership role you want to have;

· Formulating a media/communications strategy, writing a press release, sending it to interested journalists, providing access to an experienced media trainer to help you prepare for speeches/interviews

· Editing the paper and getting expert feedback from within the NSFM network, so maxi nosing the likelihood of impact

7.   Think hard and be creative about how you will have impact:
The Network is a virtual organisation.  It has no/minimal operational capacity.  It seeks to achieve things that the financial market/investment system has avoided doing for many years if not decades.  This is quite a challenge!  So you will therefore need to think creatively about which other organisations and networks you can work with, how you can disseminate your findings etc.  There is no one size fits all approach, but it will certainly be useful to think about PRI, ICGN and related national organisations.  The Coordinators and the Network’s communication advisers may be able to help.
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