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The Origin Story
Once upon a time, Open Philanthropy (OP) received the following idea:
v emre kaplan 23d vi1X0 & &

Many grantee organisations report the lessons they learnt to their donors. Open Philanthropy must
have accumulated a lot of information on the best practices for animal welfare organisations. As far
as | understand, grant makers are wary of giving object level advice and micromanaging grantees. On
the other hand, many organisations already spend a lot of time trying to learn about the best (and
worst) practices in other organisations. Could Open Phil animal welfare team prepare an anonymised
write up about what their grantees report as the reasons for their successes and failures?

Reply

The Scarlet Spark team spotted the idea and liked it.

We asked OP if we could try out Emre's idea. In July 2024, we gathered
insights from a small subset of OP grantees to quickly test out the model.

The way we see it: each of our organizations is a kind of laboratory — testing out
different strategies and ways of working to make the world better for animals.
What if we could pool our lessons learned to become stronger, together?
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scarletspark.org @ScarletSparki hi@scarletspark.org
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wisdom Questions

We asked all pilot participants the
following wisdom-gleaning questions:

1. Building effective orgs: What is one of the most
useful systems, policies, tools, or rituals your
organization has implemented to improve org
health or effectiveness?

2. Increasing efficiency: Imagine you could
contact your past self. What advice would you
give about an organizational or leadership mistake,
oversight, or inefficiency you could have avoided
or overcome more easily?

3. Expanding capacity: What is a resource (e.g.,
book, blog, video, podcast, study, service
provider) you wish more leaders in animal
advocacy knew about?

The responses:

What you are reading right now is a chronicle of all
the replies. We included responses verbatim with a
few small typo, grammar, and length edits for ease
of reading. We also added relevant Scarlet Spark
resources so it’s easier to act on the advice.

We hope these bits of wisdom will spark inspiration,
contemplation, and conversation on your team.
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Question1

What is one of the most useful systems, policies, tools, or rituals your
organization has implemented to improve org health or effectiveness?

COLLABORATION

Alignment sessions: Kick-off calls and evaluation processes for each big campaign action
and phases through forms and debriefing calls
- Julia Elizalde, Animal Welfare Observatory (AWO)
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“A“Resource: Calibration Template, Retrospective Template

Internal comms: We created our internal comms system out of troubleshooting dropped

balls. This is especially useful when the team are all in different time zones. You can view it

here. We also created a 15 min standup everyday (that’s useful when the team is full-time).
- Sofia Balderson, Hive

CULTURE

Taking culture seriously: Defining a real (and controversial) culture while avoiding unclear
buzzwords. Implementing the culture, having tough discussions about it, letting people go
who aren't good culture fits.

- Mahi Klosterhalfen, Albert Schweitzer Foundation (ASF)
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\\A/’/ Resource: Mission, Vision, and Values Playbook

Celebrating small wins: We've created a culture of celebrating small wins as they happen.
By recognizing and celebrating these achievements on Slack, we've fostered a positive and
motivating atmosphere where progress is acknowledged and morale is boosted.

- Carolina Galvani, Sinergia Animal
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Question1

Most useful systems for org health or effectiveness? (Continued)

ENGAGEMENT

Surveys: Our yearly engagement survey is one of our most useful tools for improving our
organizational health, but only if we use the responses to create real change. This year we
were deliberate about consulting with leadership and other staff to identify actionable
steps we could take to address areas where staff expressed lower satisfaction, and
created an Asana project with those resulting action items that was shared org-wide.
This has been useful for building trust with staff and for keeping leadership accountable.

- Charlie Messinger, Animal Charity Evaluators (ACE)

Resource: How to Design an Engagement Survey

Mental health:
« Psychology sessions after investigation preparations and release - Julia Elizalde, AWO
* Free access to psychologists for team members to ensure they receive the support
they need when necessary - Carolina, Sinergia

LEADERSHIP

Leadership alignment: We made the difficult decision to part ways with leaders who
focused on problems rather than solutions and favored excessively long approval
processes. This change allowed us to foster a culture of agility, action, and progress.

1-on-1s: Weekly 1-on-1s between staff and leaders to ensure each staff member is seen
and increase the chance of quickly becoming aware of any issues affecting org health.
- Anonymous

Resource: One-on-One Agenda Template

Positive leadership: We have asked all our leaders to fully adopt the key behaviors of positive
leadership. This shift has helped foster a more supportive and empowering environment.

Strategy weeks: Every semester we have a dedicated Leadership Strategy week for strategic
planning, leadership development, and ensuring that our leaders are united and equipped.
We also have Team Strategy and Impact weeks so teams across the organization come
together to strategize, set goals, and align their efforts.

Leadership communication: The Executive Director holds frequent inspirational talks about
our mission and impact and outlines the goals we still aim to achieve.
- Carolina, Sinergia
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Question1

Most useful systems for org health or effectiveness?

POLICIES
Offer different (non-) anonymous ways to report problems. - Anonymous

ey . .
\‘A’/ Resource: Grievance Procedure Tips

A clear communications policy on mission-related topics. At a time in
the US that is fraught people want to rally around more than our mission,
which has created tension and distraction from our mission-related work.

- Anonymous

\~“/'\"» Note from Scarlet Spark

While this view wasn’t represented among survey participants, many animal
advocacy groups believe an intersectional approach creates opportunities
to build alliances and expand pro-animal messaging to other movements.
Whatever your strategy, make your stance explicit with your team.

PRODUCTIVITY

Goal setting and tracking:
e We use an internal dashboard to track our KPIs and supporting metrics, and we
conduct quarterly cost effectiveness analyses. - Brooke Haggerty, Faunalytics

e We set detailed, cascading goals for every team member so that everyone is
aligned. Directors monitor progress monthly. - Carolina, Sinergia

e The OKR (Objectives and Key Results) framework has provided clarity and focus,
enabling measurable progress, enhancing accountability, increasing engagement,
and promoting agility and adaptability. - Sandra de la Rosa, AWO

W A Q
\‘\A”/ Resource: Sample Goal-Setting and Tracking Method

Deep work days and deep work weeks: We offer two deep work days per week
(a catch-up day and a deep work day) and three deep work weeks per year. These days
allow team members to pause internal emails and meetings and focus on big projects or
strategic planning that will help refocus and refresh the day-to-day work ahead.

- Anonymous

Project management software:
« Monday.org - Elissa Lane, Global Food Partners (GFP)
« Asana (planning and template tools) - Julia, AWO
o Wrike - Anonymous
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Question 2

Imagine you could contact your past self. What advice would you give
about an organizational or leadership mistake, oversight, or
inefficiency you could have avoided or overcome more easily?

DECISION-MAKING

Trust my gut more. There's always a risk inherent in any decision but taking advice that
doesn't sit right will not end well even if the person saying it sounds like they know better!
- Anonymous

PERFORMANCE

Learn to give feedback, especially constructive feedback. One mistake | made (many
times) is not telling people when their performance wasn’t up to scratch because | thought
it was a small thing. Don’t let things fester. Your job is to hold the quality bar high.

- Sofia, Hiv

Resources: Feedback Tips, Feedback Workshop

Never underestimate that if a staff member gradually starts behaving in a more
unreasonable way than before, the underlying factor is often stress.

Sometimes being too patient with underperforming staff is not only not good
for the organization, but also not in the best interest of the staff in question.
- Anonymous

Resource: Sample Performance Assessment,
Sample Performance Improvement Plan, Termination Tips

Your job as a founder is to onboard team members really well, and then give plenty of
feedback so that they can function as independently as they can. - Anonymous

Resource: Onboarding Guide, Role Description Template

Website . Instagram . Email
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Question 2

What advice would you give your past self? (Continued)

HIRING

« Don't hire just because there's money or because you think you
"need to" grow.

« Don't let inexperienced people do the hiring.

« Don't hire unless someone is an awesome culture and skill fit.

« Send clear signals to applicants such as (I'm paraphrasing)
"this is about helping animals and not fixing 20 other problems
the world has" and be clear about the culture from the start.

- Mahi, ASF

When hiring leaders, focus more on a potential candidate's EQ and
interpersonal skills than on just their work experience and skillset.
- Elissa, GFP

Reconsider financial positioning to hire for more senior level
positions (vs hiring for entry level because that's all we could afford
at a given movement). Investing in more experience would have
saved time/money in the long run.

- Brooke, Faunalytics

\\‘l,/’/ .« . . .« .
~ A~ Resource: Hiring_Guide, Leader Hiring_Tools

LEADERSHIP

Learn all you can about management. It’s about building a relationship
and caring about their growth but also holding them accountable and
ensuring that they meet their goals.

Co-founder relationship can make or break the org. Make sure that you
are always on the same page, invest in your relationship, have hard
conversations, go an extra mile to improve your relationship.

- Sofia, Hive

| supported the idea of adopting more hierarchical operational models,
but I didn’t fully consider the implications. This shift impacted our
agility, and some team members expressed concerns about reduced
autonomy and increased bureaucracy. - Carolina, Sinergia
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What advice would you give your past self? (Continued)

PRODUCTIVITY

Focus on effective delegation. Early in my leadership roles, | often tried to handle too
many tasks myself, underutilizing my team’s talents and not generating ownership.
Effective delegation allows for more efficient use of resources, fosters team growth and
motivation, and prevents personal burnout. - Sandra, AWO

\\\l:/}/
~ A" Resource: Delegation Tips

Always require meeting organizers to share a POAP (Purpose, Outcomes, Agenda, and
Preparation) document with all attendees before meetings. The Purpose should describe
why it is necessary to have the meeting, the Outcomes ensure everyone knows what needs
to be accomplished by the end of the meeting, the Agenda includes time estimates for
each part of the meeting to keep attendees on track, and Preparation makes sure
attendees come to the meeting ready and able to contribute. If | had required this for
meetings earlier on, | could have saved myself and my teammates so much wasted time.

- Charlie, ACE

Put strict Asana project management guidelines in place that all staff members must
follow (we're doing this now and it's a lot hard to do retroactively with a larger team).
- Brooke, Faunalytics

Increasing communication is key to increase the efficiency of our campaigns.
Defining processes is fundamental. - Julia, AWO

Create a clear department strategy with leadership. For years, this was a vacuum | filled,
and at some point we discovered it was not how they perceived the org's needs. Together,
we created a streamlined vision. If management does not give enough guidance, this will be
filled by the ideas of others which can lead to a lot of frustration. - Anonymous

\\"'/,/
~ A Resource: Org Focus Template
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Question 3

What is a resource you wish more leaders in animal advocacy knew?

BOOKS

Radical Candor: The concept, book, and entire series can help to improve leadership
and peer to peer communication. - Anonymous

Eating Animals - Sandra de la Rosa, AWO

The Leader Lab, Lead Together, Management in a Changing World - Sofia, Hive
Managing to Change the World - Julia, AWO

OTHER RESOURCES

Free productivity course at clariteam.org (Self promo plug!) - Sofia, Hive
Association of Fundraising Professionals membership and resources - Anonymous
APCBuilders.org: capacity builders supporting animal advocates - Brooke, Faunalytics

Sales Story Method: small business that trains teams in effective sales and messaging

(we hired SSM focused on how we conduct meetings and pitch to large food
corporations, and it improved our effectiveness dramatically and instantly). - Elissa, GFP
Anonymous staff wellbeing survey at gais.dk: It asks questions across 8 parameters, all
of which creates a quite deep and meaningful picture of org health. - Anonymous
AskaManager.org: the archives of this blog are a gold mine of great advice for all kinds
of management, leadership, HR, and policy challenges - Charlie, ACE

Want more details about the responses in this report?
The following participants have offered to answer follow up questions:

Elissa Lane, Global Food Partners: e.lane@globalfoodpartners.com

Mahi Klosterhalfen, Albert Schweitzer Foundation: mk@albert-schweitzer-stiftung.de

Sandra de la Rosa, Animal Welfare Observatory: sandra.delarosa@animalwelfareobservatory.org,
Charlie Messinger, Animal Charity Evaluators: charlie.messinger@animalcharityevaluators.org
Brooke Haggerty, Faunalytics: brooke@faunalytics.org

Sofia Balderson, Hive: sofia@joinhive.org

Julia Elizalde, Animal Welfare Observatory: julia.elizalde@animalwelfareobservatory.org

Carolina Galvani, Sinergia Animal: carolina@sinergiaanimal.org,
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Your Feedback!

Thank you to everyone who so generously contributed to the
Wisdom Exchange pilot and to every reader for bringing an
open, eager mind so you can learn from others.

Let's keep the wisdom flowing!

Leave your feedback for the Wisdom Exchange here
so we know whether it's worth it to expand the project.

And keep looking for opportunities to share your lessons
learned and ask to learn from others.

We're all in this together, for the animals.

\1liy
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Want more resourses?

Join us for free monthly Office Hours
and Workshops. Check out our Tool
Library for resources on leadership
and org systems!

About Scarlet Spark

Scarlet Spark is a nonprofit dedicated to building the power and endurance of the
animal protection movement. We offer free evidence-based leadership training
and consulting to improve organizational culture, performance, and efficiency.

Our goal is to help build workplaces that lead all animals to flourish, humans
included. To learn more, visit ScarletSpark.org.
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