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Abstract 

Purpose Built Communities ®, a national nonprofit dedicated to holistic neighborhood 
revitalization, recognized that its strategic growth and operational effectiveness depended on its ability to 
optimize and institutionalize learning across the organization. Although Purpose Built Communities had 
developed a suite of learning approaches over time, the absence of a cohesive learning strategy hindered 
the organization’s capacity for continuous improvement and strategic renewal. In response, Purpose Built 
Communities launched a multi-phase Learning Strategy Development Project to assess, refine, and 
integrate its organizational learning approaches into a unified system capable of supporting adaptation 
and growth. 

This capstone recounts and analyzes the Discovery and Evaluation Phase of that project, which I 
led during my 10-month residency. By conducting an internal landscape analysis, developing a learning 
evaluation framework, and providing research-based recommendations, I worked to equip Purpose Built 
Communities with the structures and evidence necessary to advance toward becoming an effective 
learning organization. My strategic project was grounded in organizational learning scholarship and 
drew upon Crossan et al.’s (1999) 4I Organizational Learning Framework and Heifetz et al.’s (2009) 
Adaptive Leadership Framework to guide project execution and analysis. 

The insights gained through this project offer practical implications for organizational learning, 
nonprofit leadership, and strategic renewal. They provide a model for assessing and strengthening 
learning practices in mission-driven organizations seeking to sustain strategic relevance and long-term 
impact. 

 

 

 

 

 

 

 

 

 



 - 8 - 

I. Introduction 

Strategic renewal, the method by which organizations update, change, or replace their key 

attributes to stay competitive and ensure longevity, can be a vital theoretical context for examining how 

organizations can sustain their competitiveness and longevity (Agarwal & Helfat, 2009). Renewal 

generally encompasses the organizational characteristics that are changed, the methods of making these 

changes, and the potential impacts of these changes. Within the context of strategic renewal, 

organizational learning emerges as a critical organizational lever for proactively generating, capturing, 

sharing, and applying knowledge. Knowledge that could fuel an organization’s adaptive change efforts. 

While the strategic project at the core of this capstone did not directly measure the outcomes of strategic 

renewal, recognizing its theoretical importance serves to highlight how employing well-structured, 

coherent, and effective organizational learning approaches can position organizations to adroitly 

anticipate and respond to dynamic external pressures, such as economic shifts, competitive threats, or 

technological disruptions. Failure to deliberately engage in renewal efforts can have profound 

consequences, even for an organization previously enjoying success. Accordingly, framing organizational 

learning within the broader theoretical context of strategic renewal highlights the criticality of fostering 

an organizational learning posture capable of supporting sustained relevance, resilience, and 

effectiveness within continually changing environments. 

As it entered its fifteenth year, Purpose Built Communities®, a national non-profit organization, 

knew that learning would be essential to its future. With an increased focus on learning, the 

organization’s lack of a learning strategy emerged as a strategic liability. Purpose Built Communities’ 

leadership recognized that the development of a comprehensive strategy for learning would not happen 

overnight and would necessitate a multi-step development and implementation process. The first step of 

that process was developing a strategy for optimizing Purpose Built Communities’ existing 

organizational learning approaches. I co-led this multi-phase Learning Strategy Development Project and 

led the project’s Discovery and Evaluation Phase, which became my strategic project. At the surface, my 

project centered on conducting a landscape analysis and evaluation of the organization’s six structured 

learning approaches, in furtherance of designing and implementing a coherent learning approach 

strategy; however, beneath the surface, leveraging organizational learning to institutionalize strategic 

renewal within Purpose Built Communities was at my strategic project’s core. 
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In this capstone, I recount my experiences and the lessons I learned while leading a strategic 

project that endeavored to institutionalize organizational learning within Purpose Built Communities by 

discovering and evaluating its learning approaches. I also explore the implications of that work. First, I 

will share relevant context about my residency site and the problem of practice at the core of my strategic 

project. Next, I will discuss the knowledge that informed my planning and shaped my theory of action. 

Then, I will describe my strategic project, the strategies and key leadership actions that drove my work, 

and the factors that influenced the project’s outcome. I will close by contemplating the implications of 

what I have learned for myself, my residency site, and the non-profit sector. 

Purpose Built Communities 

Founded in 2009 and headquartered in Atlanta, Georgia, Purpose Built Communities is “a 

philanthropically funded non-profit” that is “the national leader in strengthening neighborhoods and 

opening pathways to prosperity and opportunity for all” (V. Sistrunk, personal communication, March 

17, 2025). It leverages the knowledge and expertise of its team of subject-matter experts to build capacity 

in local community leaders and provide those leaders with the technical assistance necessary for 

executing Purpose Built Communities’ holistic and integrated model for neighborhood revitalization. As 

the organization works with communities and their leaders, the Purpose Built Communities team learns 

new lessons about implementing its model and adds those lessons to the knowledge and expertise it 

employs to help other communities. Purpose Built Communities sees its mission as helping to drive 

transformational change in neighborhoods by combining “the best of practice, policy, and research” to 

assist local leaders with developing and implementing change plans based on the Purpose Built 

Communities model (Purpose Built Communities - Who We Are, n.d.). The extensive knowledge and 

expertise of Purpose Built Communities’ staff in community revitalization, housing, education, 

community wellness, and economic vitality are cornerstones of its support to communities desiring 

holistic revitalizations. 

 Purpose Built Communities’ model (the model) is a holistic and integrated, resident-centered 

pathway focused on breaking the cycle of poverty by revitalizing neighborhoods afflicted by 

concentrated poverty (Purpose Built Communities Theory of Impact, 2023). The model asserts that 

neighborhoods can be highly impactful units of change and advocates for neighborhood-level 
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comprehensive, long-term investment in four key areas: (a) mixed-income housing, (b) cradle-to-college 

education, (c) community wellbeing, and (d) economic vitality. Engaged neighborhood residents and 

effective Community Quarterback Organizations are also essential to the model’s effective execution. 

Community Quarterback Organizations are “hyperlocal nonprofit organizations [that] work with 

residents and partners to set the vision, craft the strategy, and steer progress in implementing the 

foundational elements of a Purpose Built Community” (V. Sistrunk, personal communication, March 17, 

2025). Purpose Built Communities envisions its model as a vehicle for transforming neighborhoods that 

have historically been plagued by disinvestment into pathways to opportunity and prosperity for the 

residents of those neighborhoods (Purpose Built Communities - Who We Are, n.d.). Since the development 

of the model and its original implementation as a strategy to revitalize Atlanta, Georgia’s East Lake 

Community, in the mid-1990s, it has evolved based on new research and the lessons learned from 

executing the model with Purpose Built Communities’ Network Members. 

 Supporting Community Quarterback Organizations in executing the model is a significant 

portfolio of Purpose Built Communities’ work. Each Community Quarterback Organization in a Purpose 

Built Community operates under its own organizational and governance structure and is a Purpose Built 

Communities Network Member. As of 2025, the organization had 27 Network Members in 24 cities in 14 

U.S. states (Purpose Built Communities - Network Members, 2024). Purpose Built Communities cultivates 

opportunities for its Network Members to convene and collaborate and provides them with bespoke 

technical assistance in operational areas that are integral to neighborhood revitalization, specifically 

partnership and advocacy, measurement and evaluation, narrative and communications, and execution 

of the model (Purpose Built Communities Theory of Impact, 2023).  

 In 2020, as the COVID-19 pandemic forced much of the world to slow down and shelter in place, 

Purpose Built Communities entered an evolutionary phase and one of the most consequential strategic 

renewal periods in the organization’s history. A major act of renewal took place in the executive suite, as 

Carol Naughton, a senior leader since the organization’s 2009 inception, was named President and Chief 

Executive Officer (CEO) of Purpose Built Communities in 2020. Employing learning to catalyze 

continuous improvement and strategic renewal has been one of Naughton’s lodestars during her tenure 

as CEO. In one of her first interviews after being named CEO, Naughton stated, “We need to embrace this 

idea of continuous improvement” (Saporta, 2020, para. 2). In that same interview, the newly minted CEO 
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shared her expectation that under her leadership, Purpose Built Communities would not emphasize 

growing the number of communities in its network but instead prioritize pursuing organizational 

excellence and continuous improvement (Saporta, 2020). Later in the interview, Naughton highlighted 

the centrality of learning and continuous improvement to Purpose Built Communities’ work, saying, “We 

are still learning and still solving new problems” (Saporta, 2020, para. 20). 

Purpose Built Communities’ evolutionary phase did not end with selecting its new CEO. Instead, 

demonstrable transformations within its Network Member neighborhoods validated its model and 

facilitated the strategic renewal of its funding philosophy and direction. By the early 2020s, Purpose Built 

Communities and its holistic and integrated model were gaining national prominence as studies and 

research from recognized research institutions and scholars continued to confirm them as proven 

mechanisms for strengthening neighborhoods and aiding in their transformations into pathways to 

opportunity and prosperity. The Urban Institute, a highly influential non-partisan, non-profit policy 

research organization that harnesses data and evidence to study issues endemic to America’s urban areas, 

has conducted multiple studies into the results and effectiveness of strategies related to the Purpose Built 

Communities model, including education-focused redevelopment, the impact of mixed-income housing, 

and the role of community wellness infrastructure (Poethig et al., 2018; Gallagher & Lamb, 2023). In 2022, 

the Urban Institute published one of the clearest and most rigorous evaluations of a Purpose Built 

Community: “Atlanta’s East Lake Initiative: A Long-Term Impact Evaluation of a Comprehensive Community 

Initiative,” a research report authored by the institute's senior fellow, Brett Theodos. Theodos’ study 

sought to answer whether Atlanta’s East Lake neighborhood, the original Purpose Built Community, 

presented quantifiable shifts in various key community wellness metrics. After his study, Theodos (2022) 

found that “the East Lake community, relative to a comparison, saw significant change” in multiple 

quality of community life indicators, including income, poverty rates, and levels of educational 

attainment (p. 2). The increasing amount of data and evidence affirming the effectiveness of its model 

attracted the attention of the philanthropic community and enabled Purpose Built Communities to 

transition away from reliance on a small group of funders to adopting a broader, strategic fundraising 

approach anchored in a national development campaign to secure increased funding in support of 

enhancing and expanding the organization’s impact.  
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Purpose Built Communities’ period of strategic renewal continued into 2023, when it began 

developing a new strategic plan. The development of its strategic plan provided the occasion for Purpose 

Built Communities to have deep, intentional deliberations about how to refine its operational practices, 

expand and enhance its impact on underdeveloped neighborhoods, grow the capacity of its Community 

Quarterback Organizations, and generate greater enthusiasm and support for the holistic, community 

improvement field. The product of these deliberations was Purpose Built Communities’ 2024-2028 

Strategic Plan, which centers four key strategic priorities: (a) “Drive success in neighborhoods,” (b) 

“Strengthen the network as a collective,” (c) “Assert leadership in the field,” and (d) “Strengthen the 

capacity and sustainability of Purpose Built Communities” (M. Matthews, personal communication, 

September 28, 2023). Through its new strategic plan, Purpose Built Communities acknowledged that to 

deepen and expand its impact meaningfully, the organization needed to commit to transformative efforts 

across all dimensions of its work. Learning would be essential to realizing that aspiration. 

Whether Purpose Built Communities sustains its evolution and period of strategic renewal will 

be heavily influenced by the degree to which the organization can harness and leverage the learning of its 

staff and Network Members. Many of the key initiatives in Purpose Built Communities’ strategic plan 

implicate the need for learning throughout the organization. The organization’s new philanthropic 

philosophy, coupled with a successful model for neighborhood revitalization validated by data and 

research, allowed Purpose Built Communities to secure additional financial resources to enhance support 

of its Network Members and facilitate the expansion of its operational staff. Recognizing the importance 

of learning, the organization employed funds generated from its expanding philanthropic base and 

invested in learning-focused roles, i.e., positions designed to deepen Purpose Built Communities’ 

capacity to generate, share, and apply knowledge across its network, including the addition of a Senior 

Vice President for Impact and Learning and a Vice President for Innovation, Field Building, and 

Learning.  

However, developing a strategic plan involving learning and investing in learning-focused roles 

will not be enough to position Purpose Built Communities to consistently and effectively capitalize on its 

knowledge and expertise to enhance and expand its impact. To fully realize the vision outlined in its 

strategic plan and continue its period of strategic renewal, Purpose Built Communities must evolve into 

an effective learning organization wherein learning is not just encouraged but embedded into its culture, 
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systems, and daily operations. The first steps of renewing itself into a learning organization required 

Purpose Built Communities to develop a clear understanding of its learning as an organization and assess 

the effectiveness of its existing learning processes and structures. Only by doing so could Purpose Built 

Communities position itself as a truly effective learning organization. 

I served as the Special Assistant to Michelle Matthews, Purpose Built Communities’ Chief 

Strategy and Operations Officer (CSSO), during my residency. Matthews is one of Purpose Built 

Communities’ five chief officers, each leading one or more of the organization’s major work groups. In 

her role as CSSO, Matthews manages and leads two of Purpose Built Communities’ major work groups: 

the Network Engagement and Success Team (NEST) and the Strategy and Impact Team. NEST directly 

supports Purpose Built Communities’ 27 Network Members and any prospect sites, i.e., sites in the 

pipeline to become full Network Members. I was assigned to the Strategy and Impact Team, which 

focuses on strategic planning and alignment, impact measurement and evaluation, insights and learning, 

and field-building and innovation. 

Assisting in the leadership of Purpose Built Communities’ Maryland pilot, one of my residency’s 

initial workstreams, afforded me a practical lens through which to observe the organization’s potential to 

employ one of its learning approaches to generate and leverage knowledge in service of strategic 

renewal. Announced by Maryland Governor Wes Moore in January 2024, the state’s landmark Engaging 

Neighborhoods, Organizations, Unions, Governments, and Households (ENOUGH) Act was a first-of-its-

kind, state-level initiative aimed at eradicating childhood poverty (The Office of Governor Wes Moore, 

2024b). Inspired, in part, by Purpose Built Communities’ holistic revitalization model, the ENOUGH Act 

allocated $20 million toward a competitive grant program, i.e., the ENOUGH Grant, targeting the 

formation of community partnerships to enhance neighborhood health, educational quality, economic 

vitality, and support of vulnerable youth populations (The Office of Governor Wes Moore, 2024a).  

Purpose Built Communities’ initial involvement with the ENOUGH Act encompassed advising 

on the act’s development and implementation, and subsequently expanded to include providing 

technical assistance to the ENOUGH Grant’s Track 3 applicants, i.e., organizations primed to implement 

well-developed neighborhood improvement plans. Supporting the ENOUGH Grant’s Track 3 applicants 

required Purpose Built Communities to rapidly develop relationships and engage with unfamiliar 
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communities within a constrained 60-day timeframe. This was a novel departure from the organization’s 

customary engagement strategy, which centered around cultivating and nurturing long-term 

relationships with its partner communities. Recognizing its innovative nature and potential to generate 

consequential learnings, Purpose Built Communities designated the work of supporting the ENOUGH 

Grant as a pilot, i.e., one of the organization’s learning approaches. Matthews assigned Ben Lewis, 

Purpose Built Communities’ Vice President of Innovation and Learning, as the Maryland ENOUGH 

pilot’s project manager and me as its learning and documentation lead, responsible for capturing insights 

and knowledge generated during the initiative. Beyond providing applicants with technical assistance in 

drafting and submitting their applications, Purpose Built Communities envisioned the Maryland 

ENOUGH pilot as a potential source of valuable knowledge about how the organization could create 

innovative avenues for supporting underdeveloped communities that are not as time and resource-

intensive as the supports provided to full Network Members.   

The Maryland ENOUGH pilot placed organizational learning at the forefront of Purpose Built 

Communities’ internal discussions, catalyzing a broader examination of the organization’s learning 

processes. This heightened attention prompted an internal analysis, revealing that the organization 

employed six structured approaches to facilitate organizational learning: (a) all-staff learning sessions, (b) 

case studies, (c) data collection and analysis, (d) pilots, (e) research projects, and (f) the Solutions Lab. 

However, these approaches functioned independently, without integration into a cohesive, overarching 

learning strategy. Additionally, Purpose Built Communities had never conducted a systematic 

assessment of its approaches’ effectiveness, leaving the organization uncertain about when and how each 

approach should be utilized to maximize impact. The absence of a structured learning framework and 

uncertainty about the effectiveness of its learning approaches created critical gaps in the Purpose Built 

Communities’ learning infrastructure, potentially hindering the organization’s ability to create, share, 

and apply knowledge in ways that could inform strategic decision-making. These challenges underscored 

the need for a more coordinated and intentional approach to organizational learning, setting the stage for 

a deeper examination of Purpose Built Communities’ learning infrastructure.  

Problem of Practice: Leading the Discovery and Evaluation Phase of the Learning Strategy 

Development Project at Purpose Built Communities 
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 Learning had always been central to Purpose Built Communities’ work, shaping how the 

organization generated, captured, shared, and applied knowledge. However, by September 2024, it had 

become increasingly clear that the absence of a structured, cohesive learning strategy was limiting the 

organization’s ability to proactively adapt, innovate, and enable continuous improvement and renewal. 

Purpose Built Communities’ deepening mission, growing staff, evolving reporting requirements, 

increasingly complex operational demands, learning-centered strategic plan, and aspiration to leverage 

its learning to facilitate and embed continuous improvement through the organization collectively 

reinforced the urgent need for a systematic, comprehensive, and intentional approach to how the 

organization captured, shared, and applied knowledge, i.e., how it learned. Without a learning strategy, 

Purpose Built Communities imperiled its ability to nimbly adapt, evolve, and remain a leader in the 

place-based, neighborhood revitalization field. 

Although Purpose Built Communities had already developed and implemented several 

organizational learning approaches to foster knowledge creation and sharing, the absence of a unified, 

comprehensive learning strategy meant these efforts often led to haphazard or uneven learning. Without 

a structured and cohesive learning strategy and framework for employing its learning approaches to 

capture, share, integrate, and apply knowledge across the organization, Purpose Built Communities 

could not fully leverage its organizational knowledge to power its future.  

Strategic Project Focus 

To address this challenge, Purpose Built Communities launched the Learning Strategy 

Development Project, a multi-phase initiative to evaluate and refine its learning approaches and align 

them into a cohesive learning strategy that activates knowledge sharing, continuous improvement, and 

strategic renewal within the organization. The project consisted of three phases: Phase I: Project Planning 

and Kickoff, Phase II: Discovery and Evaluation, and Phase III: Synthesis and Strategy Development. 

Despite playing a prominent role in co-leading all phases of the Learning Strategy Development Project, 

leading and executing the Discovery and Evaluation Phase became my strategic project and the subject of 

this capstone. The objective of this phase was to assess the current state of Purpose Built Communities’ 

existing learning approaches, develop an instrument for evaluating their design and implementation, and 

provide recommendations and findings about the learning approaches to the organization. Further, the 
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Discovery and Evaluation Phase’s findings and recommendations would serve as the foundation for the 

Synthesis and Strategy Development Phase, during which the Learning Strategy Development Project 

team would synthesize the collected data and insights to design a comprehensive, structured learning 

strategy that would: 

• provide guidance and best practices for employing Purpose Built Communities’ learning 

approaches to generate knowledge that could be leveraged to inform decision-making, 

improve practice, and expand the organization’s impact, and 

• include the design of a knowledge capture and management system to ensure that 

knowledge is documented and accessible to the staff.  

Embedding Strategic Renewal in Purpose Built Communities 

The Discovery and Evaluation Phase was a critical learning check-up in Purpose Built 

Communities’ efforts to utilize organizational learning to institutionalize strategic renewal. By assessing 

the quality, integration, and coherence of the organization’s six existing learning approaches, this phase 

endeavored to yield the insights necessary to design a learning strategy with the potential to transform 

knowledge into a catalyst for adaptation, innovation, and long-term renewal. Enhancing the 

organization’s ability to capture, share, and apply learning has the theoretical potential to accelerate 

Purpose Built Communities’ evolution into a learning organization capable of: 

• prioritizing data-informed decision-making, 

• creating and sharing knowledge seamlessly across teams, 

• codifying and refining insights to strengthen the Purpose Built Communities model, 

• fostering collective sense-making to inform continuous improvement, and 

• developing structured mechanisms to adapt to changing circumstances in its work. 

Ultimately, the successful execution of all three phases of the Learning Strategy Development 

Project could set the stage for Purpose Built Communities to develop a sustainable, organization-wide 

learning system that continuously informs strategic renewal, enhances decision-making, and positions 

the organization for long-term impact. 
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II. Review of Knowledge for Action 

In this Review of Knowledge for Action, I synthesize the scholarly research, theoretical 

frameworks, and personal insights that shaped the design and execution of my strategic project: leading 

the Discovery and Evaluation Phase of Purpose Built Communities’ Learning Strategy Development 

Project. This section highlights organizational learning, knowledge management, learning processes, 

strategic renewal, and adaptive leadership as bodies of scholarship that informed my strategy for 

developing a theory of action for evaluating Purpose Built Communities’ learning mechanisms.  

I begin this synthesis by defining organizational learning and the characteristics of a learning 

organization. I then examine the nature of knowledge, distinguishing between data, information, and 

knowledge to establish a foundation for evaluating Purpose Built Communities’ learning approaches. 

Next, I explore the processes that enable organizational learning through the analytical lens of Crossan et 

al.'s (1999) 4I Organizational Learning Framework. Then I examine the theoretical connection between 

organizational learning and strategic renewal. Finally, I explore the role of adaptive leadership in leading 

organizations through change projects. 

As I initially contemplated my strategic project, I presumed there was a connection between the 

concepts of knowledge and organizational learning. I recognized that my knowledge base on both topics 

was limited. At first glance, it could be expected that my career in public K-12 education and my previous 

experiences as a classroom teacher would prepare me for leading a strategic project with learning at its 

center. Nonetheless, I did not feel those experiences had fully prepared me to engage with leading a 

strategic project focused on organizational learning. My familiarity with the art and science of 

transferring knowledge to and amongst children notwithstanding, I predicted that the theory behind 

organizational learning was very different from the learning theories undergirding primary and 

secondary education with which I was familiar. Consequently, I recognized that to lead my strategic 

project effectively, I would need to begin by constructing a knowledge base inclusive of answers to the 

following questions: 

• What is organizational learning? What is a learning organization? 

• What is knowledge? Does it differ from data and information? If so, how? 

• How do organizations learn?  
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• What are organizational learning approaches? 

• How do I lead a change initiative at a mission-based, non-profit organization? 

Defining Organizational Learning and the Learning Organization 

 To effectively execute and lead a strategic project with organizational learning at its core, I 

recognized that I would need a solid foundation in organizational learning theory and practice, 

particularly in developing an instrument for evaluating the effectiveness of Purpose Built Communities’ 

learning approaches. Accordingly, I began my research by focusing on organizational learning’s origins 

and evolution. 

 The concept of organizational learning first emerged in the management literature through Cyert 

& March's (1963) seminal work, A Behavioral Theory of the Firm, which positioned organizational learning 

as an adaptive decision-making process driven by feedback from an organization’s environment 

(Easterby-Smith & Lyles, 2011). This perspective introduced the idea that organizations learn by 

modifying their routines in response to changing conditions.  

As organizational learning scholarship evolved in the 1970s and 1980s, scholars shifted their 

focus beyond decision-making processes to analyzing the underlying mechanisms that facilitate learning 

within organizations and the barriers that hinder effective knowledge transfer. Argyris & Schön's (1978) 

work on single-loop and double-loop learning provided a foundational framework for distinguishing 

between surface-level problem-solving and deeper transformational learning. Their theory emphasized 

that organizations must move beyond merely correcting errors within existing structures, i.e., single-loop 

learning, to challenging and rethinking underlying assumptions and operational norms, i.e., double-loop 

learning (Argyris & Schön, 1978).   

This shift in perspective laid the groundwork for later models of organizational learning that 

emphasized systems thinking, knowledge transfer, and continuous improvement (Senge, 1990; Garvin, 

1993). Garvin (1993) asserts that a learning organization is “skilled at creating, acquiring, and transferring 

knowledge, and modifying its behavior to reflect new knowledge and insights” (p. 80), underscoring that 

learning is an intentional process rather than a passive occurrence. 
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 As scholarship on organizational learning expanded, researchers increasingly recognized that 

learning within an organization is only valuable if knowledge is effectively captured, shared, and applied 

(Garvin, 1993; Nonaka, 1994; Davenport & Prusak, 2010). This realization led to the rise of organizational 

knowledge and knowledge management as key extensions of organizational learning theory in the mid-1990s 

(Nonaka & Takeuchi, 1995; Davenport & Prusak, 2010; Easterby-Smith & Lyles, 2011).   

The shift from focusing solely on learning processes to understanding how knowledge is 

structured and managed within organizations reflected a broader concern: How do organizations ensure 

that knowledge does not remain siloed but instead becomes a strategic asset for continuous 

improvement? This question was central to Purpose Built Communities’ need for a learning strategy, as 

the organization sought to move beyond uncoordinated learning approaches toward a structured 

learning strategy (Nonaka & Takeuchi, 1995; Davenport & Prusak, 2010). 

 Despite the evolution of organizational learning as a field, no single, universally accepted 

definition of organizational learning or of a learning organization has emerged. Scholars have proposed 

various interpretations, reflecting diverse theoretical perspectives. Table 1 presents selected definitions 

from key organizational learning scholars. 

Table 1 

Definitions of Organizational Learning and Learning Organization from Selected Scholars 

Scholar(s)  Definition 

Argyris & Schön (1978) 

Single-loop organizational learning is a process of detecting and correcting 
errors 
Double-loop organizational learning involves questioning and potentially 
changing fundamental organizational assumptions and norms 

Crossan et al. (1999) 

Organizational learning is a multilevel, dynamic process characterized by 
the flow of knowledge across different levels within an organization and 
involves the tension between assimilating new learning and utilizing what 
has been learned 

Garvin (1993) 
A learning organization is skilled in the creation, acquisition, and 
transference of knowledge, and at modifying its behavior to reflect new 
learning 

Levitt & March (1988) Organizational learning occurs when an organization encodes inferences 
from past experiences into routines that guide the organization’s behavior 
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Nonaka (1994) Organizational learning is the dynamic process of creating, amplifying, and 
crystallizing knowledge within an organization 

Senge (1990) 

A learning organization is an organization where people continually 
expand their capacity to create the results they truly desire, where new and 
expansive patterns of thinking are nurtured, where collective aspiration is 
set free, and where people are continually learning how to learn together 

Despite not being accepted field-wide, Crossan et al.'s (1999) definition of organizational learning 

as a dynamic, multilevel process that links cognition to action aligns with many foundational 

organizational learning theories. Similarly, Garvin's (1993) definition of a learning organization captures 

the essence of many definitions across the field. Crossan et al.’s definition of organizational learning and 

Garvin’s definition of a learning organization became foundational concepts in the planning and 

execution of my strategic project.  

 From my research into the foundational concepts of organizational learning and learning 

organizations, three premises emerged that guided the design and execution of my strategic project:  

1. Organizational learning is a multilevel, dynamic process characterized by the flow of 

knowledge across different levels within an organization and involves harmonizing the 

tension between assimilating new learning and utilizing what has been learned. 

2. Effective organizational learning facilitates the organization's capture, sharing, and 

application of knowledge. 

3. A learning organization develops expertise in fostering an environment conducive to 

creating, capturing, and transferring knowledge and utilizing new knowledge and learning 

to modify its behavior. 

The Nature of Knowledge: Distinctions Between Data, Information, and Knowledge  

During my research into organizational learning’s foundational concepts and theories, I 

frequently encountered discourse on how knowledge is created, stored, transferred, and applied within 

organizations and how it differs from data and information. Consequently, my next research phase 

focused on understanding knowledge’s definition and key characteristics and the distinctions and 

interconnections between knowledge, information, and data. 
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According to Davenport & Prusak (2010), data, information, and knowledge are related but 

distinct concepts. Data are “a set of discrete, objective facts about events,” and in organizations “is most 

usefully described as structured records of transactions” (Davenport & Prusak, 2010, p. 2). Data can be 

evaluated quantitatively and qualitatively, and is essential to the creation of information. Information is 

“a message, usually in the form of a document or an audible or visible communication,” that has a sender 

and a receiver, and has the goal of shifting the receiver’s perspective and impacting their actions 

(Davenport & Prusak, 2010, p. 3). It should be noted that the receiver, as opposed to the sender, 

determines if a message is truly information. Information is data that has been organized and 

communicated to provide meaning and shape the receiver’s understanding. Information travels through 

organizations via formal communication channels, e.g., meeting agendas and company handbooks, and 

informal communication channels, e.g., communities of practice and watercooler conversations 

(Davenport & Prusak, 2010). Drucker (1988) describes information as “data endowed with relevance and 

purpose” (p. 46). 

Meaning is the element that transforms data into information. Davenport & Prusak (2010) 

identify five methods for transforming data into information: (a) contextualization: the receiver 

understands the reason the data was collected, (b) categorization: the receiver knows the connections 

between the data, (c) calculation: the data has undergone mathematical or statistical analysis, (d) 

correction: the data does not contain errors, and (e) condensation: the data has been summarized or 

edited for conciseness.  

 Knowledge, in contrast to data and information, is complex, human-centric, difficult to define 

concretely, and requires experience, values, and context to be meaningful. Davenport & Prusak (2010) 

define knowledge as a fluid mix of experience, values, and insights applied in decision-making and 

embedded in organizational norms, routines, and practices. Knowledge is human-centric because only 

humans are capable of transforming information into knowledge. Knowledge is a vital corporate asset, 

and companies can leverage knowledge to advance strategic renewal efforts and drive continuous 

improvement.  

I anticipated that understanding the distinctions and interconnections between data, information, 

and knowledge would be vital to my assessment of Purpose Built Communities’ learning approaches and 
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developing a framework for evaluating their effectiveness. Davenport and Prusak (2010) and Drucker 

(1988) provide theoretical foundations for differentiating what could be captured, shared, and leveraged 

for action through Purpose Built Communities’ learning approaches. Davenport & Prusak's (2010) work 

offers a framework for analyzing whether the organization’s learning approaches, (a) simply capture 

data, i.e., raw facts; (b) structure data as information, i.e., data that conveys purpose and relevancy; or (c) 

truly generate knowledge, i.e., contextualized insights applied to decisions. I predicted that leveraging 

the distinctions between data, information, and knowledge would allow my project to ensure that 

Purpose Built Communities’ learning approaches facilitate the transformation of knowledge into action, 

instead of collecting and storing data, and are evaluated based on their ability to enable organizational 

learning. To fully assess the quality, coherence, and effectiveness of the organization’s learning 

approaches, I knew it would be essential to explore the mechanics of organizational learning, i.e., the 

processes through which organizations create, transfer, and apply knowledge to drive adaptation and 

change. 

Processes That Enable Organizational Learning 

In the course of my research, Crossan et al.'s (1999) 4I Organizational Learning Framework 

emerged as a valuable construct for understanding the dynamics of how knowledge is created, shared, 

and applied within organizations. The framework conceptualizes organizational learning as a multilevel, 

dynamic process characterized by the flow of knowledge across different levels within an organization. 

The framework also articulates that the flow of knowledge within an organization can be impacted or 

impeded by the tension, first explored in organizational learning scholarship by James March (1991), that 

exists between two forces: exploration, which can drive innovation and experimentation, and exploitation, 

which focuses on applying existing knowledge in the pursuit of operational improvements. Balancing the 

tension between exploration and exploitation is critical to an organization’s ability to acquire and utilize 

knowledge to drive innovation and adaptation. To develop a clearer insight into this tension and its 

impact on organizational learning, I needed to examine the four interconnected learning processes 

underpinning the 4I framework and facilitate the creation, sharing, and institutionalization of knowledge.  

In their 41 organizational learning framework, Crossan et al. (1999) conceptualize organizational 

learning as being created, shared, and embedded within organizations through four interconnected 
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learning processes: intuiting, interpreting, integrating, and institutionalizing. These processes operate over 

an organization’s three levels: individual, group, and organizational. 

• intuiting (individual level): This is the preconscious recognition of patterns, possibilities, and 

new insights by an individual. Personal experience and expertise influence an individual’s 

ability to recognize opportunities and patterns before being able to verbalize them 

completely. During the intuiting process, organizational learning is challenging to 

communicate and must be interpreted to be of value to the organization. 

• interpreting (individual and group level): During this process, individuals engage in sense-

making by developing explanations for their insights and sharing them with others. As 

individuals refine their intuitive insights, they use language and dialogue to spread their 

refined insights to others and ultimately influence their actions.  

• integrating (group level): Organizational learning develops shared understanding and 

coordinated action among the individual members of a group or team during the integrating 

process. Collaboration and mutual adjustment allow groups to align their perspectives and 

act collectively on new insights. Organizational learning must be successfully integrated to 

ensure that it contributes to the organization’s strategic direction. 

• institutionalizing (organization level): Organizational learning becomes embedded in the 

organization’s systems, structures, and routines during the institutionalizing process. 

Institutionalizing positions organizational learning to drive the strategic renewal of the 

organization’s guiding document and structures.  

Despite occurring across the organization's three levels, each 4I learning process does not neatly 

align with a single level, as some of the learning processes start at one level and spill over into adjacent 

levels. Intuition occurs solely at the individual level, and while interpreting can begin at the individual 

level, the interpretation process is richer when it occurs at the group level. Integrating typically begins 

and takes place at the group level, but integration actions can also take place at the organizational level, 

e.g., when the contributions and interpretations from multiple groups are aligned toward coherent 

collective action. Institutionalizing, i.e., the codification of organizational learning, only occurs at the 

organizational level.  
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Organizational learning moves throughout organizations through dynamic feedback and feed-

forward loops (Crossan et al., 1999). Organizational learning flows from the individual level to the group 

level and from the group level to the organizational level; organizational learning also flows from the 

organizational level back to the group and individual levels. Organizational learning flowing from the 

individual level to the organizational level is feed-forward. Institutionalized knowledge flowing backward 

from the organizational level to the group and individual levels is feedback (Crossan et al., 1999). These 

dynamic knowledge loops foster organizational sustainability by enabling organizations to balance the 

tension between exploration and exploitation. The feed-forward loop supports exploration by moving 

new knowledge from the individual level to the group level and eventually to the organization level, 

where the knowledge becomes institutionalized in an organization’s systems, structures, and procedures. 

Conversely, the feedback loop supports exploitation by ensuring that institutionalized knowledge 

informs and constrains actions at the individual and group levels. Feedback ensures that an 

organization’s employees utilize existing knowledge and practices to maintain operational stability and 

effectiveness. Organizations that ignore or fail to manage the tension between exploration and 

exploitation hinder their ability to adapt to environmental changes, imperiling their long-term viability.   

The 4I framework illustrates how organizational learning occurs as knowledge moves across the 

levels of an organization and how that knowledge impacts an organization’s ability to remain relevant, 

adapt to emerging challenges and threats, and fuel innovation and discovery. However, learning alone is 

insufficient to drive the renewal that sustains organizational evolution and responsiveness to change. 

Agarwal & Helfat (2009) make the case that for learning to have a lasting impact, it must lead to strategic 

renewal, i.e., the continuous refinement of an organization’s strategies, structures, and capabilities in 

response to evolving challenges. Although effective organizational learning does not guarantee strategic 

renewal, without a structured learning approach that connects learning with action, organizations risk 

stagnation, where knowledge is gathered but not applied to drive meaningful change. The following 

section explores a valuable potential by-product of effective organizational learning: strategic renewal. 

Strategic Renewal and the Role of Organizational Learning 

Agarwal & Helfat (2009) define strategic renewal as the process by which organizations 

intentionally refine or replace their strategies, structures, and capabilities to sustain long-term 
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effectiveness. Unlike incremental adjustments, strategic renewal is characterized by a continuous 

commitment to learning, adaptation, and improvement. As such, strategic renewal provides a theoretical 

lens for understanding organizational effectiveness in dynamic environments. 

Within this theoretical framing, organizational learning is positioned as foundational to enabling 

and activating strategic renewal, ensuring that organizational knowledge is not simply accumulated but 

actively applied to enhance an organization’s decision-making and operational effectiveness. 

Organizations that fail to develop and implement a structured learning strategy risk knowledge 

fragmentation and stagnation. Although strategic renewal itself is not directly measured or evaluated 

within the scope of my strategic project, the Discovery and Evaluation Phase and the larger Learning 

Strategy Development Project are essential to assessing and enhancing Purpose Built Communities’ 

organizational learning approaches, positively orienting the organization to more effectively refine and 

sustain its mission to transform all neighborhoods into pathways to prosperity. 

However, cultivating a learning culture that is theoretically capable of supporting strategic 

renewal requires more than merely enhancing learning approaches; it necessitates acknowledging and 

addressing organizational learning barriers and fostering environments in which individual insights 

consistently contribute to collective action and evolution. With this in mind, my strategic project included 

a comprehensive assessment of Purpose Built Communities’ existing learning approaches with the 

ultimate goal of enhancing the organization’s capacity for adaptation and evolution. In preparation to 

effectively execute my project, I explored change management strategies designed to address potential 

resistance, encourage staff engagement, and optimize the organization’s learning approaches, thereby 

theoretically enabling Purpose Built Communities’ capacity for strategic renewal.  

Leading Change in Learning Organizations: Adaptive Leadership 

At first glance, my strategic project, i.e., leading the discovery and assessment of the current state, 

integration, and effectiveness of Purpose Built Communities’ organizational learning approaches and 

developing an instrument for evaluating those approaches, might appear as a purely technical exercise, 

narrowly focused on measurement and assessment rather than change management. However, upon 

closer analysis, my project could potentially surface adaptive challenges related to the organization’s 

cultural norms, behaviors, and patterns of interaction. Assessing the quality and coherence of an 
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organization’s learning approaches is not merely a diagnostic exercise; conceivably, my assessment could 

unearth implicit assumptions and established practices that staff and leaders alike may perceive as 

sacrosanct. Consequently, I recognized that my strategic project needed to anticipate resistance, engage 

stakeholders in reflection, and guide Purpose Built Communities toward acknowledging and addressing 

the adaptive work required to institutionalize sustainable and effective learning approaches. Therefore, 

adaptive leadership is not tangential but essential to navigating the disequilibrium that often 

accompanies meaningful organizational learning and the pursuit of strategic renewal. 

Heifetz et al. (2009) define adaptive leadership as the ability to navigate complex challenges that 

cannot be addressed through existing expertise or technical solutions. Unlike technical problems, which can 

be solved using established knowledge and processes, adaptive challenges require shifts in values, 

behaviors, and organizational norms. When viewed through the lens of adaptive leadership, it was clear 

that my project presented an adaptive challenge requiring Purpose Built Communities to assess and 

refine the structures and behaviors that enable the creation, capture, sharing, and application of 

knowledge within the organization. Successfully leading this project would necessitate an adaptive 

leadership approach that accounted for the technical and adaptive dimensions of change. 

A core adaptive leadership principle that would shape my work was getting on the balcony. 

Heifetz et al. (2009) emphasize that leaders must periodically step back from the day-to-day operations in 

order to identify systemic patterns, assess power dynamics, and recognize obstacles that hinder progress. 

Leading the Discovery & Evaluation Phase would require analyzing how knowledge flows across teams, 

identifying barriers to effective knowledge-sharing, and assessing the cultural and structural factors that 

could impede Purpose Built Communities from fully institutionalizing organizational knowledge. 

Regulating disequilibrium was another critical adaptive leadership concept, referring to managing 

the discomfort that often accompanies change while ensuring sustained engagement. Refining its 

learning approaches and transitioning to a structured learning strategy could challenge the organization’s 

established routines and expose inefficiencies in how knowledge is created, captured, shared, and 

applied. To navigate this potential challenge, I needed to balance urgency with stability, facilitating an 

honest assessment of Purpose Built Communities’ learning approaches' effectiveness while ensuring the 

staff felt supported in adapting to new processes and structures. 
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Additionally, the adaptive leadership principle of giving the work back to the people aligned with 

my role in assessing Purpose Built Communities’ learning approaches and contributing to the 

development of a structured organizational learning strategy. Rather than imposing a top-down learning 

strategy, my project needed to empower the organization’s staff members to co-develop evaluation 

criteria, critically assess their learning experiences, and take ownership of how knowledge is 

institutionalized. Heifetz et al. (2009) assert that adaptive leaders do not solve problems for people but 

create conditions where people can develop solutions. This approach would be critical in ensuring that 

Purpose Built Communities’ learning approaches are sustainable and integrated into the organization’s 

decision-making structures. 

Ultimately, my exploration of adaptive leadership concepts crystallized my understanding that 

leading a project endeavoring to refine Purpose Built Communities’ learning approaches and enable the 

institutionalization of organizational learning throughout the organization would require more than 

technical process improvements; it would demand leadership that could create the conditions that enable 

necessary shifts in mindset, behaviors, and structures. Through the application of adaptive leadership 

principles, the Discovery & Evaluation Phase would not only provide Purpose Built Communities with a 

clearer understanding of its learning approaches, but it would also theoretically facilitate the 

development of the internal capacity and mindsets necessary to sustain learning as a driver of strategic 

renewal. 

My Theory of Action  

If I: 

• conduct a comprehensive internal landscape analysis of Purpose Built Communities’ 

organizational learning approaches, that assesses and identifies each learning approach’s:  

o current ownership and stewardship,   

o operationalization within the organization, and 

o strengths and opportunities for refinement and optimization; 

• develop an instrument that enables Purpose Built Communities to evaluate its learning 

approaches’ effectiveness at facilitating the capture, sharing, and application of 

organizational knowledge; 
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• deliver the findings, insights, and actionable recommendations from the landscape analysis 

and the learning facilitation evaluation instrument to the Learning Strategy Development 

Project team; and 

• apply leadership and change strategies to promote adoption of the findings and 

recommendations by: 

o empowering collective ownership of the work and   

o engaging members of the organization’s senior leadership through project status 

updates and reflective discussions to secure their endorsement of the findings and 

recommendations, and a commitment to their implementation; 

then Purpose Built Communities will: 

• gain the critical findings, insights, and evaluative tools necessary to refine and optimize its 

organizational learning approaches for greater impact;  

• develop and implement a structured learning strategy that:   

o features organizational learning approaches that have been refined, optimized, and 

aligned to facilitate the effective creation, capture, sharing, and application of 

knowledge and catalyze learning loops; 

o provides clear guidance on when and how learning approaches should be 

employed to further the organization’s learning goals; and 

o includes a design and implementation plan for a knowledge management system 

that supports the capture, storage, and application of Purpose Built Communities’ 

organizational knowledge; and  

• advance in its progression towards becoming an effective learning organization; 

so that Purpose Built Communities can: 

• drive success in its Network Members’ neighborhoods by providing them with access to 

expertise and coaching generated and refined through its optimized learning approaches and  

• strengthen its Network as a collective by modeling the effective use of learning structures, 

tools, and behaviors.  
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III. Description, Evidence, and Analysis of the Strategic Project 

Description of the Strategic Project – The What and the How 

 “The organizations that will truly excel in the future will be the organizations that discover how 

to tap people’s commitment and capacity to learn at all levels in an organization.” – Peter Senge (1990), 

pioneer of the learning organization concept (p. 4) 

 Purpose Built Communities recognized that its future impact was inextricably linked to the 

organization’s ability to effectively and consistently learn and apply that learning to decisions about 

scaling its impact and improving its operations. A CEO committed to continuous improvement, an 

expanding staff, rising national prominence, and the recent introduction of an ambitious strategic plan 

focused on deepening and scaling the organization’s impact on its Network Member neighborhoods were 

some of the factors that amplified Purpose Built Communities’ need to strengthen its ability to leverage 

organizational knowledge more effectively. To acknowledge this growing need, Purpose Built 

Communities launched the Learning Strategy Development Project, a multi-phase initiative to assess and 

refine the organization’s six learning approaches and coherently integrate them into a unified learning 

strategy.  

As shown in Figure 1, the Learning Strategy Development Project was executed in three phases. 

Each phase was co-led by Ben Lewis, Purpose Built Communities’ Vice President for Learning and 

Innovation, and me, with the exception of the second phase, the Discovery and Evaluation Phase, which I 

led independently and adopted as my strategic project.  

Figure 1 

The Three Phases of Purpose Built Communities’ Learning Strategy Development Project 

 

In this capstone section, I will describe my strategic project, i.e., leading the Discovery and 

Execution Phase of Purpose Built Communities’ Learning Strategy Development Project, including the 

Phase I: 
Project Planning and 

Kickoff

Phase II: 
Discovery and 

Evaluation

Phase III:
Synthesis and Strategy 

Development
(My Strategic Project) 



 - 30 - 

project’s intended goals, implementation strategy, and progress. Considering the interconnectedness of 

my strategic project with the broader Learning Strategy Development Project, I will outline both 

initiatives while centering the discussion around my strategic project.   

The strategic project I led during my residency with Purpose Built Communities focused on 

assessing the current state, integration, and effectiveness of the organization’s six learning approaches in 

facilitating the creation, sharing, integration, and institutionalization of organizational knowledge. My 

goal was to critically examine the quality and coherence of Purpose Built Communities’ learning 

approaches and develop findings and recommendations to inform the development of a strategy for 

cohering and deploying the organization’s learning approaches. Purpose Built Communities’ six 

organizational learning approaches, and a brief description of each approach, are shown in Table 2. 

Table 2 

Purpose Built Communities’ Organizational Learning Approaches as of November 2024 

Learning Approach Description 

All-Staff Learning Sessions Monthly sessions during which Purpose Built Communities’ staff 
members explore the organization’s learning questions 

Case Studies Detailed analyses that illustrate or explore practices or patterns, usually 
in the form of stories or descriptions of organizational experiences 

Data Collection & Analysis Systemic process of collecting and analyzing data 

Pilots 
A preliminary or trial implementation of a novel practice or strategy, 
conducted on a smaller scale or limited scope to test, evaluate, and refine 
the novel practice or strategy before a broader rollout 

Research Projects Process of conducting real-time research through observations, 
interviews, and other data collection to draw conclusions 

Solutions Lab 
A structure and process through which Purpose Built Communities’ 
staff and Network Members can test and spread solutions to challenges 
in implementing the model 

 In preparation for launching the Learning Strategy Development Project, I collaborated with Ben 

Lewis to develop the project plan (see Appendix A). Our final project plan consisted of three phases: 

• Phase I: Project Planning and Kickoff: Ensure alignment among project team members and 

stakeholders on the project structure, goals, roles, and key activities 
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• Phase II: Discovery and Evaluation (This phase constituted my strategic project): Collect 

and analyze data on the quality and coherence of Purpose Built Communities’ six 

organizational learning approaches and develop an instrument to assess their effectiveness in 

facilitating the capture, sharing, and application of organizational knowledge to inform 

decision-making and drive action 

• Phase III: Synthesis and Strategy Development: Synthesize the findings and insights 

generated in the Discovery and Evaluation Phase to refine the organization’s learning 

approaches for optimal learning effectiveness, cohere them into a structured learning 

strategy, and design a knowledge management system  

During the project planning phase, Ben Lewis and I agreed that we would co-lead phases I and 

III and that I would lead phase II independently. In addition to outlining the Learning Strategy 

Development Project’s phases and identifying the leadership of each phase, the project plan also 

identified the staff members who would comprise the various project teams. I knew that staff buy-in 

would be essential for this project to have any chance of success. During our initial project planning 

meetings, Michelle Matthews expressed her expectation that the Learning Strategy Development Project 

have an organization-wide reach, impacting not only the teams that worked closest with the 

organization’s Network Members, but also the teams that supported the organization’s backend 

operations, e.g., human resources, marketing, technology, etc. To ensure that the project team included 

representation from across the organization, but did not become unwieldy, we developed a project plan 

that included multiple project teams with varying levels of engagement. Our project plan also provided 

consistent opportunities for engagement by structuring a meeting cadence for the project teams. Table 3 

lists the project teams, describes each team meeting, and provides the meeting cadence for each team. 
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Table 3 

Learning Strategy Development Project – Project Teams Meetings Descriptions and Cadences 

Project Team Meeting Description Meeting Cadence 

Project Leads Check-ins Meetings between Ben Lewis and I to plan, 
strategize, and ensure alignment As Needed 

Project Strategy Team 
Meetings 

Meetings for Ben Lewis and me to discuss strategy 
with the organizational learning consultant Weekly 

Core Project Team 
Meetings 

General work sessions with the staff members that 
formed the project’s core team Bi-weekly 

Full Project Team Meetings Meetings to provide project status and updates to 
the larger project team. 

Project Kickoff 

Project Mid-point 

Project Closeout 

Executive Sponsor Update 
Meetings 

Meetings to provide strategic updates to Michelle 
Matthews and other senior leaders. As Needed 

 

The Project Planning and Kickoff Phase 

The Learning Strategy Development Project formally began with a kickoff meeting for the full 

project team. The kickoff meeting had three primary goals: (a) provide the full project team with an 

overview of the Learning Strategy Development Project plan, (b) begin aligning team members on a 

shared vision for how learning would function as an asset to the organization, and (c) articulate a 

collective a vision of project success. During this meeting, Ben Lewis and I led the project team through 

the Success Strategy exercise, intending to develop collective definitions of project and project phase 

success, along a spectrum, from failure to minimum success, to target success, and epic success. The 

results of the Success Spectrum exercise are shown in Appendix B. 

Following the project kickoff meeting with the full project team, Ben Lewis and I met with 

Gabriela Fitz, a consultant with more than two decades of experience in knowledge management, who 

served as a strategic advisor and sounding board for us during the Learning Strategy Development 

Project. Fitz, Lewis, and I comprised the project’s strategy team and met frequently to discuss strategies 

for advancing the project’s work and consider any necessary adjustments to the project’s direction. In 

addition to meeting with Lewis and I, Fitz also attended meetings of the project’s core team to assist with 
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contextualizing the project’s progression and providing expert insight into knowledge and learning 

structures.  

After developing the overarching project plan, identifying project team members, and aligning 

on a vision of project success, the Learning Strategy Development Project progressed to its second phase, 

the Discovery and Evaluation Phase. 

The Discovery and Evaluation Phase 

 As the Learning Strategy Development Project moved into its second phase, i.e., the Discovery 

and Evaluation Phase, the responsibility for leading the project shifted from the co-leadership structure 

that Ben Lewis and I had employed during the Project Planning and Kickoff Phase to my independent 

leadership. During this phase of the project, I led the execution of a set of tactics to assess the quality and 

coherence of Purpose Built Communities’ six formal learning approaches, evaluating how well the 

approaches supported the organization’s ability to capture, share, and apply knowledge to strengthen its 

decision-making and drive continuous improvement. The insights and findings from the Discovery and 

Evaluation Phase would provide the foundation for the Synthesis and Strategy Development Phase, i.e., 

the third phase of the Learning Strategy Development Project, during which we would use what we 

learned to develop a formalized learning strategy. The implications of the Discovery and Evaluation 

Phase on the success of the Learning Strategy Development Project were profound; Purpose Built 

Communities could not design nor implement a learning strategy involving its learning approaches and 

improve its organizational learning proficiency if the organization did not understand the current state of 

its learning approaches and the conditions under which they operated.  

 I also realized the work of the Discovery and Evaluation Phase was more significant than a 

simple assessment of the organization’s existing learning approaches; this work was also about exploring 

Purpose Built Communities’ enabling conditions for learning and their efficacy as drivers of 

organizational renewal. The primary focus of the Discovery and Evaluation Phase was assessing the 

organization’s learning approaches, not directly measuring organizational outcomes such as strategic 

renewal, adaptation, or change. However, there is ample scholarship (e.g., Crossan et al., 1999; Garvin, 

1993; Argyris & Schön, 1978) that supports the theoretical nexus between effective, institutionalized 

organizational learning processes and the aforementioned positive organizational outcomes. As such, I 
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viewed the assessment of Purpose Built Communities’ learning approaches’ effectiveness as an 

opportunity to gain insight into the existing conditions that could impair or facilitate organizational 

outcomes such as renewal and continuous improvement. The Discovery and Evaluation Phase would be 

an opportunity to critically examine how knowledge was being captured, shared, and applied 

throughout the organization, with the end goal of ensuring learning was not simply taking place, but 

reflected in the organization’s actions.  

Discovery and Evaluation Phase Project Plan 

 Developing a project plan was one of my first priorities for leading the Discovery and Evaluation 

Phase. I leveraged a meeting with the core project team to have a collaborative planning discussion about 

the Discovery and Evaluation Phase. As part of that planning discussion, we reviewed the Success 

Spectrum exercise results (see Appendix B) that the full project team co-created during the kickoff 

meeting. We also acknowledged that the Learning Strategy Development Project’s scope was limited to 

the six existing learning approaches and learning amongst the Purpose Built Communities staff.  

I took the core project team’s insights and ideas and began formulating a project plan for executing 

the Discovery and Evaluation Phase. I started by referring to the actions I identified in my Theory of 

Action. In addition to applying leadership and change management strategies throughout the project, my 

Theory of Action centered on three primary tactics: (a) conducting a comprehensive internal landscape 

analysis of Purpose Built Communities’ existing organizational learning approaches to assess their 

quality and coherence, (b) developing an instrument for evaluating how effectively the organization’s 

learning approaches facilitate knowledge capture, sharing, and application, and (c) delivering the 

findings, insights, and actionable recommendations generated through the landscape analysis and the 

learning facilitation evaluation instrument. To leverage the knowledge that informed my Theory of 

Action, I structured the Development and Evaluation Phase project plan in alignment with the action 

statements from my Theory of Action. Accordingly, the Development and Evaluation Phase project plan 

had three stages, with each stage focused on executing one of the actions outlined in my Theory of 

Action: 

• Stage I – Internal Landscape Analysis 

1. Identify the owner(s) or steward(s) of each learning approach  
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2. Interview the owner(s) or steward(s) to collect data on each learning approach’s:  

a) Typical Utilization: Historical conditions/circumstances of use 

b) Recent Utilization: Most recent use case and its context 

c) Knowledge Creation and Sharing: Examples of created knowledge being shared 
across the organization 

d) Knowledge Application: Examples of created knowledge informing and driving 
organizational work 

e) Expected Output: Anticipated outcomes of using the learning approach 

f) Storage and Sharing Procedures: Methods for storing and disseminating created 
knowledge 

g) Operational Guidelines: Documented procedures for implementing the learning 
approach 

h) Owner Insights: Observations and reflections on the learning approach 

i) Owner Concerns and Recommendations: Challenges and suggested 
improvements 

3. Conduct a scan of Purpose Built Communities’ knowledge repositories to discover and 
collect additional evidence/data about the quality and coherence of its learning 
approaches 

• Stage II – Research and Analysis 

1. Research best practices in organizational learning, as well as the latest and most 
advanced research on organizational learning and learning approaches 

2. Develop an instrument that centers Crossan et al.’s (1999) 4I framework’s learning 
processes as analytical lenses through which to evaluate Purpose Built Communities’ 
learning approaches’ effectiveness to facilitate the capture, sharing, and application of 
knowledge across the organization 

3. Identify recommendations for improving the quality, coherence, and effectiveness of 
Purpose Built Communities’ learning approaches 

• Stage III - Reporting 

1. Synthesize the observations, insights, and data collected during the landscape analysis of 
the organization’s learning approaches 
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2. Deliver the findings, insights, and actionable recommendations generated from the 
landscape analysis and the learning facilitation evaluation instrument 

Discovery and Evaluation Phase: Stage I – The Internal Landscape Analysis 

 The internal landscape analysis was the first action executed during the Discovery and 

Evaluation Phase, and its goal was to enable an assessment of the quality and coherence of Purpose Built 

Communities’ learning approaches. This assessment was conducted via two methods: interviews with 

staff knowledgeable about or associated with a learning approach or set of learning approaches, and a 

scan of the organization’s data repositories. I began the internal landscape analysis with the staff 

interviews. 

 The staff interviews were critical to understanding the current state and opportunities for 

improvement of Purpose Built Communities’ learning approaches. I aimed to ensure that each staff 

member’s interview was no longer than 30 minutes long. Throughout my residency, I had become keenly 

aware that many staff members maintained densely packed schedules. Between meetings with Network 

Members and internal staff, travel to Network Member sites and other conferences and convenings, and 

time dedicated to accomplishing work-related tasks, most Purpose Built Communities staff members' 

schedules did not afford much flexibility. I anticipated that by respecting my colleagues’ workloads by 

scheduling shorter, less time-intensive interviews, I would have a greater staff participation rate and 

increased engagement and attention. I also developed a set of interview questions (see Appendix C) that 

would be asked during each interview and previewed those questions to the project team. 

 The interviews were prime illustrations of the supportive and engaging dispositions of Purpose 

Built Communities’ employees. They served as rich sources of data and insights about the current state of 

the organization’s learning approaches. Despite some initial scheduling conflicts, all the designated staff 

found time to be available for the interviews. Some staff even found time to be interviewed more than 

once. In each interview, staff members were asked about multiple dimensions of the learning approaches’ 

operationalization, including who “owned” or was accountable for each learning approach, whether the 

learning approach had concretized operating procedures, and whether there was a central location where 

staff could access the knowledge from the learning approaches.  



 - 37 - 

 Once the staff interviews were completed, I scanned Purpose Built Communities’ data 

repositories. For an organization’s knowledge to effectively inform and drive staff decisions, such 

knowledge must be accessible to the organization’s staff. I reviewed the accessible files and folders in 

Purpose Built Communities data repositories, e.g., SharePoint, OneDrive, and local storage, in search of 

learning approach artifacts and evidence that could provide indications of how well knowledge had been 

captured over time and whether that knowledge had led to observable shifts in the organization’s 

decision-making. My scan did not prove fruitful, as I could not locate artifacts or evidence that Purpose 

Built Communities’ organizational knowledge had been stored and used to inform organizational action. 

I did locate minimal evidence that some learning approaches had generated knowledge stored for future 

staff access, e.g., case studies, but I could not verify that the knowledge had been applied in any way. 

After completing the staff interviews and data repository scan, I turned to analyzing and 

interpreting the collected data and information. My first step in making sense of the data was sharing the 

raw data and developing insights about it with Ben Lewis and Gabriela Fitz during a project strategy 

team meeting. As I had anticipated, Lewis and Fitz’s interpretations of the data facilitated greater 

understanding of the data.  

Discovery and Evaluation Phase: Stage II – The Learning Facilitation Evaluation Instrument 

 In addition to assessing the quality and coherence of Purpose Built Communities’ learning 

approaches, the Discovery and Evaluation Phase also endeavored to evaluate the effectiveness of the 

organization’s learning approaches to facilitating the capture, sharing, and application of organizational 

knowledge. The discovery process had led to data about the learning approaches’ quality and coherence, 

but whether the approaches were effective at enabling organizational learning was still unclear. To 

enhance or optimize its learning approaches, Purpose Built Communities needed a structured and 

methodologically sound tool to evaluate its learning approaches. I believed that developing a learning 

facilitation evaluation instrument, a tool designed to assess how each learning approach enabled or 

impeded the capture, sharing, and application of knowledge across the organization, could provide 

clarity about the effectiveness of its learning approaches.  

In response to the organization’s need to understand the effectiveness of its learning approaches, 

I led the collaborative development of an organizational learning approach evaluation instrument (see 
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Appendix F). Over a series of meetings, project team members determined many of the instrument’s key 

design features, including a focus on evaluation criteria based on a single organizational learning theory 

as opposed to incorporating multiple theories of learning into the evaluation criteria, and the request that 

the tool not be overly complicated to use. Although I constructed the instrument, its design resulted from 

the insights and interpretations of the project team members. 

The evaluation instrument provides a framework for assessing the effectiveness and integration 

of Purpose Built Communities’ organizational learning approaches. It centers Crossan et al.’s (1999) 4I 

learning processes as analytical lenses for evaluating the effectiveness of learning approaches to 

effectuate organizational learning. This evaluation instrument functions by rating each learning approach 

against specific evaluation criteria aligned with each of the 4I learning processes, i.e., intuiting, 

interpreting, integrating, and institutionalizing, and assigning the learning approach a score, ranging 

from zero (0), indicating there is “no evidence” that the approach supports or enables the learning 

process against which it is being evaluated, to four (4), indicating that there is ample evidence that the 

approach facilitates knowledge becoming “fully embedded” withing the organization. Each learning 

approach’s score is based on documented evidence aligned with the 4I learning processes, such as 

interviews, surveys, and implementation reports. After being evaluated with the instrument, a learning 

approach receives a cumulative score and a summary identifying overall strengths, key gaps, and 

actionable recommendations.  

Discovery and Evaluation Phase: Stage III – Delivery of Key Themes, Findings, and Recommendations 

Following my meeting with the project strategy team, I compiled a summary of the findings from 

the discovery process (see Appendix D). The summary included key themes and findings from the 

discovery process and questions that had emerged. I presented the summary report at a core project team 

meeting and invited the team members to share their insights and interpretations of the findings. After 

sharing and interpreting the findings with the project teams, Ben Lewis and I delivered a project status 

update presentation (see Appendix E) to the project sponsors, Michelle Matthews and Kevin Rafter, 

Purpose Built Communities’ Senior Vice President for Impact and Learning. The findings were well 

received by all parties. 
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 At the time of this capstone’s submission, the Learning Strategy Development Project was still 

ongoing and had progressed to its third and final phase, the Synthesis and Strategy Development Phase.  

Strategic Project - Evidence to Date 

In this Evidence to Date section, I describe the degree of progress I made toward meeting the 

stated goals of my strategic project. This section is not an evaluation of whether my strategic project 

brought improvement to my residency site. Instead, in this section I return to my Theory of Action’s “If” 

and “Then” statements while identifying relevant evidence and artifacts from my strategic project to 

answer the following questions: (a) “Did I execute the intended actions described in my Theory of 

Action’s ‘If’ statements?” and (b) “Were the intended outcomes described in my Theory of Action’s 

‘Then’ statements realized?” 

Execution of Intended Actions 

 Did I execute my planned actions? There is evidence that I was able to completely execute the 

actions described in my Theory of Action’s “If” statements. Table 4 presents an overview of the actions 

that I intended to execute and the actions that I executed during my strategic project, as well as the 

degree to which I was able to execute each intended action.  

Table 4 

Execution of Intended Actions - Overview 

Intended Actions 
Theory of Action – “If” statements Executed Actions Degree of 

Execution 

Conduct an internal landscape analysis of 
Purpose Built Communities’ learning 
approaches to assess their quality and 
coherence 

Completed internal landscape analysis 
• Interviewed staff 
• Scanned data repositories 

 

Develop an instrument that enables 
Purpose Built Communities to evaluate 
its learning approaches’ effectiveness at 
facilitating the capture, share, and 
application of organizational knowledge 

Developed 4I-aligned evaluative 
instrument  
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Deliver the findings, insights, and 
actionable recommendations from the 
landscape analysis and the learning 
facilitation evaluation instrument 

Delivered landscape analysis findings, 
insights, and actionable recommendations 
Delivered 4I-aligned evaluative 
instrument 

 

Apply leadership and change strategies to 
promote adoption of the findings and 
recommendations 

Applied leadership and change strategies 

 
Note.      = Completely Executed  = Partially Executed  = Not Executed 

Intended Action #1: Conduct an internal landscape analysis 

  I conducted a landscape analysis of Purpose Built Communities’ organizational learning 

approaches to assess their quality and coherence. In order to refine and optimize its learning approaches, 

the organization needed to understand how its learning approaches were constructed and 

operationalized. Two primary activities were involved in the landscape analysis: (a) interviewing staff 

connected to the learning approaches and (b) scanning the organization’s data repositories. 

 The staff interviews aimed to collect perception data about the operationalization of the learning 

approaches from staff members with connections to the learning approaches. Prior to the interviews, I 

developed thirteen interview questions (see Appendix C) that would allow me to probe each 

interviewee’s perspective on the learning approaches. After finalizing the interview questions, I identified 

staff members with connections to the learning approaches and contacted them to schedule a thirty-

minute interview session. In each meeting request communication, I briefly explained the interview's 

purpose, focus, and objective, and provided the staff member with the interview questions. Appendix G 

provides an example of the meeting request emails that were sent. Despite some initial scheduling 

conflicts, I interviewed and collected perception data from all identified staff members.  

 I also scanned Purpose Built Communities’ data repositories as part of my landscape analysis. 

My scan focused on identifying evidence that organizational knowledge had been captured, shared, and 

applied due to the organization’s learning approaches. I scanned files and folders in the organization’s 

data repositories, including the organization’s website, SharePoint, and OneDrive. I could only locate 

evidence of organizational knowledge from previously completed case studies during my scan. I could 

not find evidence of organizational knowledge being applied to organizational action or decision-making.   
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Intended Action #2: Develop an instrument for evaluating the effectiveness of the organization’s learning 

approaches 

 Using Crossan et al.'s (1999) 4I organizational learning framework and its four learning processes, 

I developed an instrument for assessing the effectiveness of Purpose Built Communities’ organizational 

learning approaches in facilitating the capture, sharing, and application of organizational knowledge. The 

organizational learning approach evaluation instrument (see Appendix F) centers the 4I learning 

processes, i.e., intuiting, interpreting, integrating, and institutionalizing, to assess how effectively 

learning processes enable the capture, sharing, and application of knowledge. The evaluation 

instrument’s design and structure were influenced by feedback and input from various project team 

members. 

Intended Action #3: Deliver the findings, insights, and actionable recommendations from the landscape 

analysis and the learning facilitation evaluation instrument 

 Following the conclusion of the internal landscape analysis and after developing the learning 

facilitation evaluation instrument, I delivered a report summarizing the findings, insights, and 

recommendations that emerged from the landscape analysis (see Appendix D) and the evaluation 

instrument to the various project teams (see Appendix F). Table 5 presents an overview of the findings 

and recommendations that I delivered. 

Table 5 

Overview of Delivered Findings and Recommendations 

Findings Recommendations 

The ownership and stewardship of the learning 
approaches is unclear 

Clearly designate and communicate ownership 
and stewardship responsibilities for each learning 
approach 

Operationalization and documentation of the 
learning approaches is uneven 

Develop operational guidelines and templates to 
ensure consistent operationalization and 
documentation of learning approaches 

There is a lack of clarity about the expected 
outcomes from the learning approaches 

Define and articulate the intended outcomes, 
purposes, and usage cases for each learning 
approach 
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There is an over-emphasis on knowledge capture, 
but the expectation that knowledge should impact 
action is under-developed 

Establish clear processes linking captured 
organizational knowledge directly to 
organizational actions, objectives, and goals 

Approaches for learning amongst internal staff 
and learning with the Network are not aligned 

Integrate and coordinate internal and Network-
facing learning strategies 

There are few standardized practices for storing 
and disseminating organizational knowledge 

Design and implement a structured and accessible 
knowledge repository that enables the consistent 
storage and dissemination of captured knowledge 

The role of leadership in driving organizational 
learning is unclear 

Clarify and define the role of leadership in 
driving and sustaining learning efforts 

Intended Action #4: Apply leadership and change strategies to promote adoption of the findings and 

recommendations 

 Throughout the execution of my strategic project, I employed adaptive leadership and change 

strategies championed by Heifetz et al. (2009) to promote adoption of my project’s findings and 

recommendations. Identifying the adaptive challenge was one adaptive leadership strategy that I 

employed. I recognized that despite its technical appearance, my strategic project had an adaptive 

challenge at its core, i.e., analyzing the organization’s existing learning culture and practices and 

championing a shift from a loosely structured approach to learning toward a structured and intentional 

learning strategy. I also focused on ensuring that Purpose Built Communities’ staff and leadership were 

empowered to engage with the work by maintaining open communication channels and seeking input 

and consensus as the project progressed.  

Realization of Expected Outcomes 

Did the successful execution of my intended actions translate into the realization of the outcomes 

that I expected? Evidence shows that my actions led to realizing some, but not all, of the expected 

outcomes in my Theory of Action’s “Then” statements. Table 6 presents an overview of my project’s 

expected outcomes, its actualized outcomes, and the degree to which its expected outcomes were 

realized. 
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Table 6 

Realization of Expected Outcomes – Overview 

Expected Outcomes 
Theory of Action – “Then” statements Realized Outcomes Degree of 

Realization 

Purpose Built Communities gains the 
critical findings, insights, and evaluative 
tools necessary to refine and optimize its 
learning approaches 

Purpose Built Communities was provided 
a report summarizing findings and 
recommendations relating to the quality, 
coherence, and effectiveness of its 
learning approaches and an instrument 
for evaluating its learning approaches 

 

Purpose Built Communities develops and 
implements a structured learning strategy 
for its refined and optimized learning 
approaches 

Purpose Built Communities has begun, 
but not yet completed developing a 
structured learning strategy for its refined 
and optimized learning approaches  

 

Purpose Built Communities advances in 
its progression towards becoming an 
effective learning organization 

Purpose Built Communities has made 
some advancement toward becoming an 
effective learning organization 

 

Note.      = Completely Realized  = Partially Realized  = Not Realized 

Expected Outcome #1: Purpose Built Communities gains the critical findings, insights, and evaluative 

tools necessary to refine and optimize its learning approaches 

  I delivered a findings and recommendations report (see Appendix D) and a research-aligned 

instrument for evaluating the effectiveness of its learning approaches (see Appendix F) to the project 

teams. Additionally, at the time of this capstone’s submission, the Learning Strategy Development Project 

had progressed beyond the Discovery and Evaluation Phase and had moved into the Synthesis and 

Strategy Development Phase. 

Expected Outcome #2: Purpose Built Communities develops and implements a structured learning 

strategy for its refined and optimized learning approaches 

  As of April 2025, Purpose Built Communities had commenced the Synthesis and Strategy 

Development Phase, the third and final phase of its initial Learning Strategy Development Project. 

Accordingly, as of this capstone's date, the organization’s development and implementation of a 

structured learning strategy for its learning approaches is evaluated as an “in progress” expected 

outcome. 
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Expected Outcome #3: Purpose Built Communities advances in its progression towards becoming an 

effective learning organization 

    This is another expected outcome that I evaluate as “in progress.” There is evidence that 

Purpose Built Communities has progressed in its evolution to becoming a learning organization. The 

organization’s learning approaches were the primary structures by which formal learning occurred. Yet, 

there was scant evidence that its learning approaches enabled knowledge capture, sharing, and 

application. Plans to optimize the learning approaches faced a major impediment: a lack of data about the 

approaches’ effectiveness. However, the Discovery and Evaluation Phase provided the data and tools 

that Purpose Built Communities needed to refine its learning structures and progress in its learning 

evolution. 

Analysis of the Strategic Project 

 Why did my strategic project happen as it did? That question lies at the heart of this Analysis 

section, wherein I examine why my strategic project, i.e., leading the Discovery and Evaluation Phase of 

Purpose Built Communities’ Learning Strategy Development Project, unfolded as it did. By reviewing my 

project’s Theory of Action, examining collected evidence and project artifacts, and leveraging an 

established organizational learning framework to ground the analysis, I will explore the contributing 

factors and root causes that impacted my strategic project’s outcomes. 

Crossan et al.’s (1999) 4I Organizational Learning Framework as an Analytical Lens 

 Analyzing almost any organizational learning-centered strategic project by employing Crossan et 

al.’s (1999) 4I framework as a diagnostic lens would be a logical and appropriate choice, as the framework 

enables a nuanced diagnosis of the learning processes during which knowledge bottlenecks develop. In 

the case of my strategic project, Crossan et al.’s (1999) 4I framework provides an especially well-suited 

analytical lens for systematically examining the learning flows and bottlenecks that influenced both the 

project’s outcomes and the execution of its underlying Theory of Action. The 4I learning framework 

provides a conceptual description of how knowledge flows across the three organizational levels. The 

framework’s four processes are as follows: 
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• intuiting: Individuals, shaped by prior experiences and personal knowledge, subconsciously 

detect emerging patterns and possibilities but may struggle to articulate their insights clearly 

• interpreting: Individuals articulate and clarify their intuitive insights through dialogue, 

transforming their initial observations into coherent, shareable understandings 

• integrating: Groups collectively synthesize individual interpretations and collaboratively 

refine those insights to build shared understanding and strategically align their actions 

• institutionalizing: The organization formally embeds collective insights into enduring 

structures, practices, and routines 

As shown in Table 7, these learning processes align with the intended actions outlined in my 

Theory of Action for creating a path for moving organizational learning insights from the individual level 

through the organizational level.  

Table 7 

Alignment of Theory of Action Tactics with Crossan et al.’s (1999) 4I Framework Processes 

Theory of Action Tactic Aligned 4I Framework 
Process(es) Explanation of Alignment 

Conduct a comprehensive internal 
landscape analysis of Purpose 
Built Communities’ organizational 
learning approaches 

Intuiting ® Interpreting 

Individual staff intuitions and 
insights about learning approaches 
become articulated through staff 
interviews, moving tacit knowledge 
toward interpretation and shared 
understanding. 

Develop an instrument to evaluate 
the learning approaches’ 
effectiveness in knowledge 
capture, sharing, and application 

Interpreting ® Integrating 

The evaluation instrument serves as 
a tool for moving insights from 
individually held interpretations 
toward collective alignment and 
aids groups in collectively 
interpreting evidence and forming 
shared mental models. 

Deliver findings, insights, and 
actionable recommendations to the 
project team 

Interpreting ®  Integrating 

Communicating articulated insights 
facilitates group-level collective 
sense-making. Shared 
interpretations are essential for 
establishing the collective 
consensus that enables integration 
of these insights into team-level 
understandings and action. 
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Apply leadership and change 
strategies to promote adoption of 
findings and recommendations 

Integrating 

Leveraging adaptive leadership 
strategies promotes collective 
sense-making and consensus-
building. Strategic leadership 
interventions facilitate stakeholder 
alignment, thereby reinforcing 
integration of shared insights into 
organizational mental models. 

The organization gains critical 
insights and tools to refine and 
optimize its learning approaches 

Integrating ®   
Institutionalizing 

Group-level insight integration 
provides the foundation for 
successful institutionalization. 
Collective understanding ensures 
an easier transition to embedding 
recommendations into 
organizational practice, routines, 
and norms. 

Develop and implement a 
structured learning strategy Institutionalizing 

Structured learning approaches and 
supporting systems reflect 
embedded knowledge at the 
organizational level. 

Advance Purpose Built 
Communities’ progression toward 
becoming an effective learning 
organization 

Institutionalizing 

Successful institutionalization 
indicates progression toward 
becoming an effective learning 
organization. 

 

Intuiting: Surfacing Individual-level Insights and Initial Patterns 

 Organizational learning begins at the individual level through intuiting, according to Crossan et 

al. (1999). Intuiting involves individuals recognizing emerging patterns, opportunities, and potential 

challenges within their organizations. The first tactic in my Theory of Action was conducting an internal 

landscape analysis to gain data and perspectives on Purpose Built Communities’ existing learning 

approaches and culture. The landscape analysis featured interviews with staff members with connections 

to the organization’s learning approaches. I elected to begin my strategic project by soliciting the 

perspectives of staff members engaged with learning at Purpose Built Communities well before my 

arrival. Soliciting individual staff members' insights through one-on-one interviews perfectly aligns with 

the intuitive learning process. However, intuiting does not merely involve individuals possessing 

insights; intuiting occurs as those individual insights and patterns are articulated in ways that allow them 

to be interpreted within the organization. With that in mind, I begin my strategic project analysis by 

exploring whether, and to what extent, individual staff intuitions regarding organizational learning that 
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emerged during my project aligned with the findings reported at the conclusion of the Discovery and 

Evaluation Phase. 

 The individual intuitions of Purpose Built Communities’ staff members that emerged during my 

strategic project were highly aligned with almost all the project’s reported key findings, notwithstanding 

a few instances of divergence. Ambiguities regarding the ownership and stewardship of learning 

approaches were spotlighted during staff interviews and included in the key findings of the Discovery 

and Evaluation Phase. During the interviews, staff members frequently expressed confusion around who 

was accountable for the learning approaches and responsible for ensuring that organizational knowledge 

was applied to the organization’s decision-making. One respondent noted, “There isn’t really someone 

who owns [the learning approaches]. It’s not clear who should be held accountable.” The findings report 

validated and reflected the interviewees’ intuitions regarding the lack of ownership or stewardship of the 

learning approaches. 

 The topic of inconsistencies in learning approach operationalization and documentation was 

another source of alignment between the employee intuitions and the final reported findings. Staff 

members intuitively recognized that the organization’s learning approaches lacked consistent 

implementation, clear and coherent operating procedures, or processes for knowledge documentation. 

This intuition was summed up by an interviewee who observed, “Everyone seems to do it [i.e., 

operationalize a learning approach] differently,” a perspective validated by the project’s findings, which 

identified gaps in the learning approaches and operationalization and documentation procedures. 

 Interviewed staff members also intuitively identified the inconsistent, and at times non-existent, 

connection between captured knowledge and organizational action. The interviewees communicated 

concerns that organizational knowledge was often warehoused rather than applied to organizational 

priorities. One interviewed staff member articulated this concern, saying, “We capture a lot of learnings, 

but there’s not really a clear path to apply it or ensure that it feeds into decisions.” My findings report 

validated this intuition, wherein I spotlighted the misalignment between knowledge capture and 

application. 

 While many of the interviewed staff’s intuitions aligned and were validated in the project’s 

findings report, there were some points of divergence between staff intuitions and my empirical findings. 
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During interviews, many staff members communicated favorable perspectives on the efficacy of specific 

learning approaches, e.g., pilots, based on a perception of practicality. One staff member stated, “Pilots 

seem like they should be effective, because they’re hands-on and practical.” However, subsequent 

analysis identified pilots as one of the organization’s lowest-rated learning approaches, earning low 

ratings for clarity, execution, relevance, and integration.  

 Overall, Purpose Built Communities staff members' intuitions accurately surfaced issues of 

ownership, operational consistency, and the application of captured organizational knowledge. However, 

some instances revealed blind spots related to the efficacy of specific learning approaches.  

Interpreting: Translating Individual Intuitions into Collective Understanding 

 Interpreting, the second of Crossan et al.'s (1999) 4I learning processes, involves surfacing, 

articulating, and collectively making sense of individual intuitions. If knowledge from the intuiting 

process, i.e., individual intuitions, does not flow through the interpreting process, it will remain at the 

individual level of the organization and have no institutional impact. During the execution of my 

strategic project, interpreting was vital to converting implicit individual insights into communicated 

group or organizational understandings that could inform the refinement of Purpose Built Communities’ 

learning approaches. In acknowledgement of the critical role of the interpreting process in forming 

organizational knowledge, I centered the various project team meetings as deliberate spaces wherein 

individual intuitions could be articulated, examined, and collectively interpreted into shared 

understandings.  

 The Learning Strategy Development Project kickoff meeting in November 2024 is a prime 

example of purposeful collective interpretation, as evidenced by the meeting participants completing the 

Success Spectrum exercise (see Appendix B). During this structured activity, meeting participants were 

asked to define varying degrees of project and phase success and articulate their collective assumptions 

about the project scope and priorities. Despite the collective interpretation evidenced by the full project 

team aligning on a shared definition of project success, these project meetings also revealed some tensions 

in the collective interpretation area. In a meeting to debrief the results from the Success Spectrum 

exercise, the core project team surfaced conflicting interpretations of the project’s scope, particularly the 

tension between grounding the project in a practical focus on the organization’s current learning 
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approaches versus expectations for a historical analysis of encompassing an assessment of all the learning 

approaches employed throughout the organization’s 15 year existence. This mild tension demonstrated 

the complexity of the interpreting process.  

 Knowledge management and learning approach stewardship discussions are also examples of 

interpretation occurring. In a January 2025 meeting of the core project team, collective interpretation 

unearthed concerns about the learning approaches relating to unclear ownership, fragmented 

documentation, and inconsistent operationalization. During this meeting, Gabriela Fitz, the project’s 

organizational learning consultant, provided an interpretation that became one of the project’s major 

headlines: "We have an organization of learners, but not a learning organization” (personal 

communication, January 22, 2025). Similarly, my synthesis during that same meeting clarified collective 

insights about the organization’s knowledge management infrastructure, noting, “All of it is stored 

somewhere, but is it stored in a central place where people know it exists and can use it? Not really” (J. O. 

McCarthy, personal communication, January 22, 2025). These statements crystallized collective 

interpretation and clarified necessary interventions.  

 The use of structured interpretive processes aligned with my Theory of Action, demonstrating 

that intentional interpretation enhanced the accuracy and utility of my landscape analysis. The project 

team meetings provided opportunities for collective interpretations that facilitated the refinement of 

assumptions embedded within my Theory of Action, validating the necessity of clarifying stewardship, 

operational consistency, and actionable linkages between learning and organizational decision-making. 

Intentionally positioning my meetings with the project teams as spaces for collective interpretations was 

instrumental in shaping my strategic project’s trajectory by enabling the translation of individual 

intuitions and insights into collective knowledge, reinforcing interpretation’s pivotal role in facilitating 

meaningful organizational learning at Purpose Built Communities. 

Integrating: Forming Shared Mental Models and Collective Action 

 The integrating stage of Crossan et al.'s (1999) 4I learning framework is the pivotal organizational 

learning process, during which shared interpretations evolve into aligned mental models and 

coordinated collective actions. In the context of my strategic project, analyzing integration enables an 

assessment of the effectiveness with which my project facilitated the translation of collectively interpreted 
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insights into strategic commitments, bridging the transition from collective understanding to 

institutionalized practice. 

 In addition to serving as spaces for collective interpreting, my meetings with the project teams 

enabled consensus-building and learning-related dialogue, thereby creating opportunities to form shared 

mental models. For example, on November 22, 2024, the core project team meeting focused on reviewing 

the results from the Success Spectrum exercise (see Appendix B) completed by the full project team. 

During this meeting, we focused on aligning the full project team’s diverse stakeholder perspectives 

around defined learning approaches and success criteria. Through dialogue and reflection, team members 

discussed learning approach ownership, operationalization, and documentation challenges, leading to 

increased collective understanding.  

 Intentional collective integration was also evident during the January 30, 2025, project charter 

team update meeting, during which the team articulated a consensus on the need to clarify roles in 

driving and sustaining organizational learning approaches. In that meeting, Michelle Matthews stated, 

“We need a clearer role for leadership in driving learning, setting expectations, and ensuring follow 

through,” demonstrating the bridging of interpretive gaps towards shared strategic alignment (personal 

communication, January 30, 2025).  

Two critical diagnostic questions grounded my evaluation of integration effectiveness: 

1. Did the landscape analysis’s findings and recommendations effectively facilitate integration 

across stakeholder groups? 

My analysis indicates mixed success. The findings and recommendations fostered collective 

agreement about the need for structured learning approaches. However, despite this alignment, 

translating these shared understandings into actionable steps was not accomplished, due to the 

unclear learning approach accountability structures. 

2. Were there particular challenges or resistance points within the integration process? 

Integration challenges were evident in stakeholder feedback and internal communications. 

Uncertainty about operationalization and documentation of learning approaches emerged as an 

integration impediment. In the February 19, 2025, core project team check-in, Ben Lewis captured 

this tension, stating, “The challenge is not just defining learning approaches but ensuring they drive 
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organizational action” (personal communication, February 19, 2025). Thus, highlighting the need for 

greater structural clarity and explicit accountability structures to strengthen integration outcomes.  

 My project’s integration-related outcomes are connected to my Theory of Action, reinforcing and 

challenging the assumptions contained therein. Successful instances of integration validated the 

assumption within my Theory of Action that intentional leadership actions influence organizational 

learning outcomes. At the same time, the integration challenges that I identified surfaced the necessity for 

me to refine my assumptions regarding the simplicity of translating shared interpretations into actionable 

organizational commitments. My strategic project’s identification of integration barriers, e.g., 

operationalization uncertainty, provided essential insights for refining my Theory of Action, emphasizing 

accountability and operational guidance as vital components for achieving sustained integration and 

eventual institutionalization. 

 The successes and challenges identified during the integration phase informed Purpose Built 

Communities’ readiness for institutionalization, spotlighting integration’s vital role in translating 

collective interpretations into sustainable, strategic renewal. These insights justify the need for continued, 

coordinated leadership engagement and operational structures to effectively ensure organizational 

learning transitions from shared understanding to embedded institutional practices. 

Institutionalizing: Embedding Learning into Organizational Culture and Practices  

The institutionalizing phase, as outlined by Crossan et al. (1999), represents the transformation 

from collective consensus to enduring organizational norms, structures, and practices. Within the context 

of my strategic project, the degree to which Purpose Built Communities successfully embedded the 

project’s findings, evaluation instrument, and recommendations is the conclusive indicator of the 

organization’s capacity for sustainable organizational learning and strategic renewal. 

 At this stage of my strategic project, institutionalization is an emergent concept. By this 

capstone’s submission, my project, the Discovery and Evaluation Phase, had concluded. Still, the larger 

Learning Strategy Development Project had just commenced its third and final phase, Synthesis and 

Development. During this phase, Purpose Built Communities will leverage the data, findings, insights, 

and recommendations generated during my project to refine and cohere its learning approaches into a 
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structured learning strategy. Despite evidence of intuiting, interpreting, and integration, Purpose Built 

Communities has not yet entered the institutionalizing phase. 

Contributing and Inhibiting Factors to the Project’s Outcomes 

 Although my project, at the time of this capstone’s submission, had not produced evidence of 

embedding organizational learning within Purpose Built Communities, I view my project as having been 

successful. Several factors contributed to its success, including a learning-oriented and personally 

supportive organizational culture, engaged leadership, and my ability to leverage the social capital of 

others. Conversely, time constraints and organizational readiness inhibited the project’s full 

institutionalization. 

The organizational culture at Purpose Built Communities was a significant enabling factor in my 

project’s successful execution. Purpose Built Communities has learning in its DNA, and its 

characterization as an organization of learners emerged as one of the primary interpretations and headlines 

of the project’s findings. This existing learning-oriented culture played a critical role in shaping the 

willingness of staff to engage authentically in the Discovery and Evaluation Phase. My strategic project 

and the broader Learning Strategy Development Project were not designed to create a learning culture 

but to enhance and build upon Purpose Built Communities’ existing proclivity for learning. The staff and 

leadership were primed and eager to deepen the organization’s capacity to create, share, and apply 

knowledge to pursue continuous improvement and operational excellence.  

Beyond the established learning culture, the organization’s personally supportive environment 

fostered the psychological safety, trust, and interpersonal engagement that enabled my project to thrive. 

From the outset of my residency, Purpose Built Communities’ staff and leadership affirmed my work, 

offered emotional encouragement, and engaged as thought partners who validated my insights and 

recommendations. This personal support alleviated anxieties around establishing my credibility and 

allowed me to focus on diagnosing and enhancing the organization’s learning structures. Staff members 

openly shared unvarnished intuitions and insights during interviews and candid interpretations during 

project team meetings, clearly reflecting an organizational culture characterized by openness and mutual 

respect. Their personal investment in my success was evidenced by the Success Spectrum exercise results, 

which included “Jadun has the information he needs to complete his capstone” (see Appendix B) as a 
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minimum success criterion. This collective willingness to engage authentically enhanced the rigor of my 

landscape analysis, strengthened collective interpretation, and facilitated the integration of shared 

insights into actionable strategies. 

 Leadership support also profoundly influenced the trajectory and outcome of my project. In 

particular, Ben Lewis's strong leadership was a key enabling factor for my project’s success. Lewis was a 

knowledgeable thought partner throughout my residency, helping me interpret emergent intuitions and 

refine the project strategy. During the planning stages, he emphasized the value of multiple project teams 

and a structured meeting cadence, helping to ensure consistent engagement across the organization. 

Lewis also helped identify staff members to participate in the project and personally championed my role 

and the work itself. His visible commitment to organizational learning and his credibility among staff 

facilitated the engagement and momentum necessary to execute the Discovery and Evaluation Phase. 

 In addition, Michelle Matthews, my direct supervisor and mentor, was an indispensable 

contributor to my project’s success. Matthews, a highly influential leader responsible for much of the 

organization’s strategic operations and planning, intuitively recognized the strategic importance of my 

work. From my project’s outset, she actively supported my leadership, positioned the work as a strategic 

priority, and used her considerable credibility to smooth my transition into Purpose Built Communities. 

Her ongoing sponsorship elevated the visibility and perceived importance of the Learning Strategy 

Development Project across the organization’s staff and senior leadership. Matthews’s mentorship and 

advocacy validated my project and created conditions of trust and organizational alignment essential to 

my project’s execution. 

 One of the most potent factors contributing to the successful execution of my strategic project 

was my ability to overcome the inherent limitations of lacking formal authority within Purpose Built 

Communities by strategically “borrowing” social capital from Matthews and Lewis. As a resident 

without positional authority, my capacity to convene cross-functional teams, influence members of the 

organization’s senior leadership, and drive the Discovery and Evaluation Phase forward was heavily 

dependent on my ability to leverage the institutional trust and relational equity that Matthews and Lewis 

had cultivated over their tenures at Purpose Built Communities. Rather than attempting to build 

organizational authority from the ground up within the constrained timeframe of my residency, I 
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approached this challenge adaptively by ensuring that my strategic project’s goals and objectives aligned 

with Matthews and Lewis’s broader leadership agendas, thereby reinforcing my project’s legitimacy 

through association.  

 Matthews’s sponsorship of the Learning Strategy Development Project and her constant 

endorsement of my leadership role in the Discovery and Evaluation Phase signaled to the staff that the 

project was not simply an academic exercise but an organizational priority. Similarly, Lewis’s co-

leadership during the project’s planning and kickoff phases imbued the work with a sense of continuity 

and strategic importance. By securing their active sponsorship and making deliberate use of their 

platforms, I successfully scheduled and conducted staff interviews, convened stakeholder meetings, 

solicited organizational feedback, and secured cooperation across teams in ways that would have been 

unlikely had I operated solely through my own developing personal credibility. This intentional 

leveraging of relational capital mitigated the risks associated with my outsider status and time-bound 

residency and created a scaffolding of legitimacy that allowed the Discovery and Evaluation Phase to 

move from ideation to execution with greater coherence, urgency, and organizational buy-in. 

 However, two significant factors inhibited the full institutionalization of organizational learning 

within Purpose Built Communities during my residency: the limitations of a time-bound residency and 

the organization’s readiness for change. Although my strategic project surfaced critical insights, fostered 

collective understanding, and produced recommendations for enhancing and optimizing learning 

approaches, the abbreviated timeframe of a ten-month residency did not allow sufficient opportunity for 

embedding these recommendations into the organization’s routines and cultural norms. Institutionalizing 

adaptive change is inherently complex and demands sustained leadership engagement, iterative 

reinforcement, and consistent championing, which are conditions that are difficult to fulfill within a short, 

finite residency period.  

The temporal constraints of the residency structure presented a significant barrier to fully 

institutionalizing the learning strategy recommendations. While the Discovery and Evaluation Phase 

yielded critical insights and generated enthusiasm among staff, the ten-month residency model did not 

afford the duration or continuity necessary to embed those insights into the organization’s operating 

routines, decision-making processes, and cultural norms. Institutionalization requires more than 
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awareness or agreement: it requires repeated reinforcement, integration into performance expectations 

and systems, and sustained advocacy from internal champions. Although I was able to seed ideas, 

facilitate sense-making, and spark dialogue, I departed at the very point when prolonged engagement 

and iteration would have been essential to the conversion of early-stage momentum into enduring 

change. As such, the residency’s limited duration constrained my ability to oversee the translation of 

findings into embedded practices and positioned my strategic project as a strong catalyst rather than a 

full vehicle for systemic learning transformation. 

 Organizational readiness at Purpose Built Communities was also a factor that constrained deeper 

institutionalization efforts. One of Purpose Built Communities’ strategic themes for 2025, “readiness 

versus need,” emphasized prioritizing initiatives with which the organization was ready to engage, 

rather than solely those it needed. This dynamic was salient in the context of my project. While a clear 

organizational need existed for a structured learning strategy, Purpose Built Communities’ readiness to 

engage in another major institutional change effort was limited. At the time of my residency, the 

organization was managing a period of strategic evolution, e.g., a growing staff, the execution of a new 

strategic plan, and the pursuit of innovative ways to expand the organization’s impact. These resource-

intensive, overlapping demands consumed much of the organization’s capacity for institutional change, 

constraining its ability to invest the time, attention, and resources necessary to fully institutionalize the 

learning strategy recommendations. 

 This examination of contributing and inhibiting factors highlights the interplay between the 

organizational strengths and constraints that shaped the outcomes of my strategic project. While Purpose 

Built Communities’ supportive culture, engaged leadership, and openness to learning significantly 

facilitated the identification of learning needs and the formation of shared understandings, the realities of 

organizational readiness and capacity and the structural limits of a time-bound residency ultimately 

constrained the project’s ability to achieve full implementation. This analysis also highlights the 

complexity and adaptive nature of embedding systemic organizational change. Moving forward, a 

deeper exploration of my own leadership strategies and decision-making processes will further clarify 

how personal leadership actions and assumptions influenced the project’s course and how adaptive 

leadership strategies were, or could have been more effectively, leveraged to navigate the adaptive 

challenges encountered during my residency and the execution of my strateegic project. 
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Reflection on My Personal Leadership Across the 4I Stages 

Intuiting and Interpreting 

 My strategic project required deliberate leadership actions early in my strategic project to surface 

and clarify the adaptive challenges related to Purpose Built Communities’ organizational learning culture 

and approaches. Recognizing that intuitive insights often remain unspoken, I proactively leveraged 

structured interviews to uncover staff members’ implicit perceptions and assumptions. These efforts 

reflect the adaptive leadership practice of diagnosing systemic challenges by surfacing the staff’s 

underlying beliefs and perceptions (Heifetz et al., 2009). For example, during the landscape analysis’ 

structured interviews, Ashley Bozarth, Purpose Built Communities’ Director of Network Engagement 

and Resources, voiced a critical intuition that the organization had developed and employed structured 

learning processes and approaches for learning within the Network, but did not apply those learning 

processes and approaches to its internal learning (personal conversation, December 18, 2024). Diagnosing 

this intuitive recognition elucidated the adaptive gap between Purpose Built Communities’ espoused 

learning values and its actual practices, shaping my landscape analysis and evaluative approach. 

 Leveraging project team meetings as spaces for structured reflective dialogues is an example of 

how I employed the adaptive leadership concept of creating a holding environment, i.e., intentionally 

creating a structured space for the staff to engage with complex or contentious issues openly (Heifetz et 

al., 2009). For example, the Success Spectrum exercise facilitated collective interpretations by aligning 

stakeholders around a unified understanding of project success. This exercise allowed project team 

members to safely grapple with their intuitive assumptions and interpretive tensions, thereby fostering a 

collective vision for organizational learning. 

Integrating 

 Throughout the integration aspects of my strategic project, my leadership embodied adaptive 

leadership practices, such as creating a holding environment and giving the work back (Heifetz et al., 2009). By 

leveraging the project team meetings as spaces for structured discussions and reflective dialogues, I 

deliberately endeavored to construct safe, psychologically secure spaces, i.e., holding environments, to 

facilitate open exploration and resolution of staff misalignments, enabling collective interpretations and 

shared sense-making. I also gave the work back to the project team members by positioning them to 
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actively engage in the iterative sense-making process, intending to foster collective responsibility for 

identifying adaptive solutions.  

 However, despite my use of adaptive interventions, translating shared understandings into 

operational actions presented challenges indicative of adaptive resistance, i.e., the behaviors and attitudes 

displayed by individuals when confronted with adaptive change, driven by deeper emotional tensions 

such as discomfort, fear of loss, and reluctance to challenge established practices and values (Heifetz et 

al., 2009). The ambiguity concerning the ownership and operationalization of the learning approaches 

highlighted the adaptive disconnect between the staff’s conceptual alignment and their readiness to 

confront the underlying losses, values, and loyalties required to operationalize new practices. 

Recognizing these integration struggles spotlights the essential adaptive leadership practice of 

maintaining productive disequilibrium, i.e., sustaining an optimal level of organizational discomfort that 

involves enough tension to encourage stakeholders to confront adaptive challenges without causing 

overwhelming distress or disengagement, thereby ensuring stakeholders remain engaged in the adaptive 

work without reverting to previous behaviors or disengaging entirely from complex change processes 

(Heifetz et al., 2009).  

Institutionalizing 

 The institutionalizing phase tested my adaptive leadership capacity, especially the concepts of 

orchestrating conflict, i.e., intentionally surfacing and managing differences, disagreements, or competing 

values among stakeholders, using these tensions constructively to stimulate dialogue, creativity, and 

progress toward addressing adaptive challenges, and regulating distress, i.e., carefully managing the level 

of stress and tension experienced by stakeholders during adaptive change, ensuring that it is sufficient to 

motivate engagement but not so overwhelming that is causes avoidance or disengagement (Heifetz et al., 

2009). Embedding my project’s insights into Purpose Built Communities’ organizational routines and 

culture surfaced adaptive barriers rooted in unclear accountability and organizational readiness. My 

recognition that institutionalization is adaptive rather than technical clarified why straightforward 

recommendations alone were insufficient to achieve enduring change.  

Reflection on Assumptions and Biases Influencing My Project’s Execution 

Identification of Key Assumptions 
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 My Theory of Action rested on assumptions concerning Purpose Built Communities’ 

organizational readiness, leadership buy-in, and cultural receptivity, all adaptive issues. Reflecting, my 

assumption that the staff would embrace structured ownership and accountability mechanisms without 

adaptive resistance proved overly optimistic. Michelle Matthews surfaced this gap, stating, “We need a 

clearer role for leadership in driving learning, setting expectations, and ensuring follow-through” 

(personal communication, January 30, 2025). Conversely, assumptions around defining learning approach 

ownership roles were validated by staff members consistently identifying ambiguity as a core adaptive 

challenge.  

Bias and Decision-Making 

Reflection on biases influencing my strategic decisions revealed that my optimism bias shaped 

my project expectations regarding organizational readiness. Additionally, my familiarity bias toward 

structured learning approaches impacted my decision-making, possibly undervaluing informal adaptive 

approaches that might better address cultural resistance. Recognition of these biases prompted deliberate 

adaptive leadership interventions, including broadening staff engagement and revising strategic 

recommendations to align with emerging realities. Adaptive actions, such as recalibrating expectations 

for institutionalization, illustrate my responsiveness to evolving insights and feedback.  

Revised Theory of Action 

 Based on my analysis of my strategic project’s execution, I recognize that my Theory of Action 

requires refinement to more accurately reflect the adaptive challenges and organizational realities 

encountered during implementation. My Theory of Action initially assumed a straightforward 

progression from delivering recommendations and leadership engagement to successfully embedding 

organizational learning into routines and practices. However, this progression was not as linear or 

automatic as I initially assumed. While staff intuitions and interpretations successfully surfaced gaps, 

such as unclear ownership and inconsistent operationalization, adaptive resistance emerged during 

integration. Institutionalization was constrained by the organization’s readiness and the inherently 

adaptive nature of embedding systemic change within a finite residency period. As such, my Theory of 

Action must not acknowledge the critical role adaptive leadership interventions play in managing 

productive disequilibrium, orchestrating constructive conflict, and explicitly regulating distress during 
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the transition from integrating to institutionalizing. Moving forward, my Theory of Action should 

emphasize sustained leadership engagement, clearly defined accountability structures, and iterative 

reinforcement to navigate and address emotional and value-based barriers to effective 

institutionalization.  

My Refined Theory of Action 

If I: 

• conduct a comprehensive internal landscape analysis of Purpose Built Communities’ 

organizational learning approaches, that assesses and identifies each learning approach’s:  

o current ownership and stewardship,   

o existing operational practices and documentation, and 

o strengths, gaps, and adaptive challenges related to learning approach 

accountability and operationalization; 

• develop an evaluation instrument designed to enable collective interpretation and 

alignment among staff regarding the effectiveness of learning approaches in facilitating 

knowledge capture, sharing, and application; 

• deliver the findings, insights, and actionable recommendations derived from the landscape 

analysis and evaluation instrument, highlighting not only technical improvements, but also 

articulating adaptive challenges around ownership roles, operational clarity, and 

organizational accountability structures;  

• apply adaptive leadership strategies to facilitate stakeholder engagement, creating 

structured holding environments for productive disequilibrium, orchestrating constructive 

conflict, and regulating distress around adaptive barriers to embedding structured learning 

approaches; and  

• engage senior leadership through reflective dialogues and structured meetings, empowering 

collective ownership and confronting underlying values, loyalties, and potential losses 

associated with operationalizing learning approaches;  

then Purpose Built Communities will: 
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• gain a clear understanding of technical and adaptive challenges related to its organizational 

learning approaches, along with the evaluative tools necessary for sustained refinement and 

optimization;  

• develop and begin to implement a structured and adaptive learning strategy that:   

o clearly defines ownership responsibilities and accountability structures specifically 

to address adaptive gaps, 

o provides guidance and operational clarity around the use and institutionalization 

of learning approaches,  

o includes plans for a knowledge management infrastructure supporting learning 

loops; and 

• demonstrate progress in embedding adaptive learning approaches into organizational 

routines and culture, enhancing the organization’s readiness and capacity to manage 

ongoing change; 

so that Purpose Built Communities can: 

• drive success in its Network Members’ neighborhoods by leveraging clearly defined and 

adaptively refined expertise and coaching; and 

• strengthen its Network as a collective by modeling the effective use of learning structures, 

tools, and behaviors. 

IV. Implications for Self 

Personal Foundations of Strategic Renewal 

Strategic renewal is often discussed within the context of organizational transformation, yet it has 

also been a deeply personal concept shaping my life and professional career. From an early age, I 

recognized and embraced opportunities for personal renewal, driven by a necessity to adapt to changing 

and often challenging circumstances. A particularly formative experience occurred when I transitioned 

from a chaotic and unpredictable living situation to the stability provided by living with my 

grandparents. Despite being disruptive and challenging, this was an essential transition. It allowed me to 

experience a sense of security and structure, and being able to experience that type of environment was 

foundational to my subsequent personal and professional development. These early experiences taught 
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me the importance of adaptability, reflection, and continuous renewal in navigating life’s inevitable 

transitions. 

In fact, applying to and enrolling in Harvard University’s Doctor of Education Leadership 

(Ed.L.D.) program represented an intentional act of strategic renewal in my personal and professional 

life. Having served for almost two decades in public education leadership, including roles as a classroom 

teacher, building administrator, and central office senior leader, the decision to leave the comfort and 

familiarity of my established professional identity was neither casual nor easy. Nevertheless, I recognized 

that the educational landscape was evolving rapidly, and that continued success would require new 

capabilities and expanded perspectives. My enrollment in the Ed.L.D. program was driven by a clear 

intent to enhance my capacity for effective leadership in uncertain and dynamically shifting contexts. 

Immersion into a New Context: Navigating Purpose Built Communities 

My selection of Purpose Built Communities as my residency site marked yet another deliberate 

and significant act of personal renewal. After nearly two decades in public education, the decision to 

immerse myself in a nonprofit environment focused on place-based community transformation 

implicated my navigation of substantial adaptive challenges. Purpose Built Communities’ nonprofit 

organizational culture, distinct from my educational background, demanded that I rapidly adjust, 

learning to navigate and leverage ambiguity. This intentional immersion into unfamiliar professional 

territory fostered significant leadership growth, reinforcing my understanding of strategic renewal as not 

merely a professional necessity but an ongoing personal commitment. My residency experience at 

Purpose Built Communities clarified and deepened my appreciation of strategic renewal, further shaping 

my leadership identity and underscoring the importance of continually embracing adaptive change as a 

core leadership practice. 

This deeper recognition of adaptive challenges was significant because it facilitated my smoother 

integration into the Purpose Built Communities team and informed my capacity to guide organizational 

learning effectively. By actively embracing Purpose Built Communities’ informal norms and adjusting my 

communication style, I enhanced my ability to foster authentic connections, build relational trust, and 

constructively navigate ambiguity. These adaptive experiences profoundly reshaped my understanding 
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of leadership, particularly in balancing structured professional practices with organizational adaptability 

and cultural sensitivity. Embracing these adaptations was initially uncomfortable, but ultimately 

empowering, significantly expanding my leadership repertoire and reinforcing my commitment to 

strategic renewal. My experience at Purpose Built Communities underscored that successfully navigating 

adaptive challenges is not merely about technical adjustments but fundamentally reorienting one's 

perspectives, assumptions, and behaviors to pursue continuous personal and professional growth. 

Leading Without Formal Authority: Lessons in Influence and Relationship-Building 

Navigating leadership in an organizational setting without formal authority also presents unique 

adaptive challenges, particularly when fostering alignment and collaboration toward strategic objectives. 

My experience at Purpose Built Communities highlighted this reality vividly, as the absence of formal 

positional authority required me to cultivate influence by building relationships and trust and aligning 

with organizational goals rather than relying on traditional authoritative methods. This shift represented 

a significant departure from my nearly two decades of leadership experience in educational settings, 

where positional power often facilitated swift decision-making and direct oversight of processes. 

One illustrative example of adapting to leadership without direct, formal authority occurred 

during efforts to implement structured organizational learning processes. Initially, my attempts to 

establish clarity around roles, responsibilities, and documentation were met with varying levels of 

engagement and support. I quickly recognized that traditional hierarchical approaches would prove 

ineffective without direct authority. This realization prompted a shift toward a relationship-driven 

strategy, emphasizing intentional engagement and dialogue. Rather than leading with predefined 

solutions or directives, I prioritized individual and small-group conversations and project team meetings 

to deeply understand and interpret staff concerns, motivations, and values. By engaging the staff in 

meaningful dialogue, I uncovered shared objectives, highlighted collective interests, and identified 

opportunities for collaborative problem-solving. 

These intentional, relationship-focused interactions enabled greater alignment because staff 

members felt genuinely heard and could recognize their perspectives within the larger organizational 

framework. Over time, staff members became more receptive, shifting from passive participants to active 
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contributors in refining the organizational learning approaches. This transformation illustrated the 

powerful potential of influence-based leadership. By actively listening, validating stakeholder insights, 

and emphasizing mutual benefits, I built a foundation of trust and credibility that positional authority 

might never have achieved. 

This adaptive leadership approach required significant internal reflection and adjustment, as it 

challenged many deeply held beliefs about leadership effectiveness, which had been shaped by my 

previous experiences. My professional identity had long been anchored in clear hierarchies and formal 

authority structures, where directives often yielded immediate compliance. At Purpose Built 

Communities, however, influence emerged through patient, consistent effort to build relationships and 

alignment around shared visions and goals. This nuanced approach spotlighted that effective adaptive 

leadership relies profoundly on relational skills, e.g., empathy, active listening, patience, and authenticity, 

that help build trust and foster enduring alignment. 

Leading without direct authority at Purpose Built Communities provided me with profound 

insights into the essence of adaptive leadership. It illuminated the necessity of aligning diverse 

stakeholders through authentic, relational connections and collaborative dialogue rather than relying 

solely on positional power. These experiences expanded my leadership capabilities and significantly 

reinforced my commitment to adaptive leadership principles. They taught me that sustainable leadership 

influence stems from genuinely understanding and engaging others, creating alignment around shared 

objectives, and fostering an environment where collective aspirations drive strategic action. 

Unlearning Professional Norms and Adapting to New Cultural Contexts 

In theory, adapting to new contexts is straightforward, yet the complexity and emotional strain 

often associated with transitions emerge from unknown or unanticipated factors. Upon joining Purpose 

Built Communities, I initially underestimated how much its organizational culture would differ from my 

prior experiences in the structured, formal environment of a large urban school district's central office. 

My initial encounter with this difference occurred on my residency’s first day. Familiar with a 

professional atmosphere where formal business attire symbolized competence and professionalism, I 

arrived at the office dressed in a suit and tie, only to find myself conspicuously standing apart from 
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Purpose Built Communities’ more relaxed dress code. The casual, even playful, yet pointed comments 

about my attire from my new colleagues provided an immediate cue that my assumptions about 

professionalism and appropriate workplace presentation would require reexamination. Although 

humorous and light-hearted, these interactions prompted me to reflect on how adapting effectively to this 

new organizational culture would require a fundamental reassessment of deeply ingrained professional 

beliefs, not just superficial adjustments. 

This experience was emblematic of the broader adaptive challenges of transitioning into 

unfamiliar organizational contexts. Initially, I perceived these cultural nuances as trivial, but I soon 

realized their significance in building trust, relationships, and credibility with my colleagues. My 

assumption that my previous professional experiences and norms would easily transfer was flawed, as it 

overlooked the impact of subtler, often informal, elements of organizational culture. This insight became 

even clearer through another illustrative example: my electronic communications. My professional 

background, deeply rooted in formal grammar, technical precision, and structured writing, shaped by my 

education in English, law school rigor, and extensive experience drafting formal communications as a 

senior educational administrator, initially led me to rely heavily on detailed and formal email 

communications. However, while valued in my previous professional contexts, this practice became an 

obstacle at Purpose Built Communities. A pivotal and enlightening conversation with my supervisor, 

Michelle Matthews, sharply highlighted how my preferred communication style could inadvertently 

undermine relationship-building and effective collaboration. I realized then that successfully navigating 

this transition would require me to intentionally unlearn and abandon certain deeply ingrained 

professional habits. 

Deepening My Understanding of Strategic Renewal: Lessons Learned and Un-Learned 

My residency experience at Purpose Built Communities also deepened my understanding of 

strategic renewal. It revealed not only what I needed to learn but also what I needed to un-learn about 

leading adaptive change. Leading my strategic project at Purpose Built Communities significantly 

deepened my understanding of strategic renewal as a leadership practice. Through this experience, I 

learned that organizational renewal is not simply the result of recognizing a need and executing a 

technical solution; rather, it is an adaptive process that requires cultural transformation, sustained 
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leadership modeling, and the intentional reinforcement of new learning behaviors. I came to appreciate 

that strategic renewal unfolds unevenly and often more slowly than anticipated, shaped by 

organizational readiness, competing priorities, and capacity constraints. Critically, I also confronted and 

un-learned several assumptions. I had to unlearn the beliefs that well-designed action plans alone could 

drive institutionalization and renewal, and that the urgency of need would naturally produce readiness 

for change. I realized that strategic renewal is not imposed but cultivated through influence, trust, and 

patient leadership, even in the absence of formal authority. These insights profoundly reshaped my 

leadership perspective, reinforcing that strategic renewal is not only a structural shift but a relational and 

cultural endeavor requiring adaptability, humility, and persistent commitment. 

Moving forward, strategic renewal and adaptive leadership will remain cornerstones of my 

leadership approach. The insights and growth derived from embracing adaptive shifts have deepened 

my resilience and clarified my professional purpose, highlighting the importance of continually 

challenging my assumptions, behaviors, and practices. My commitment to renewal is not simply about 

responding to external changes; it is an intentional practice that continuously shapes how I engage with 

leadership, organizations, and the broader educational landscape. By maintaining openness to change, 

embracing complexity, and cultivating adaptive capabilities, I am better positioned to lead strategically, 

authentically, and effectively, irrespective of the organizational context I navigate in the future. 

V. Implications for Site 

 My strategic project, which serves as the subject of this capstone, focused on assessing the 

quality, coherence, and effectiveness of Purpose Built Communities’ organizational learning approaches 

and surfaced insights and opportunities related to the organization’s capacity for continuous 

improvement and strategic renewal. My analysis revealed strengths and challenges constitutive of 

Purpose Built Communities’ current learning posture, most notably the clarity of leadership roles, 

consistency in operationalizing and documenting learning activities, the alignment between knowledge 

capture and actionable decision-making, and organizational readiness. The implications outlined in this 

section build directly upon these insights. Each implication is accompanied by concrete, actionable 

recommendations aimed at deepening the integration of organizational learning into Purpose Built 

Communities’ daily operations and decision-making processes. These recommendations are intended to 
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guide Purpose Built Communities in addressing identified barriers, leveraging existing organizational 

strengths, and enhancing its capacity to convert individual insights into organizational action. These 

implications and their corresponding actions are designed to position Purpose Built Communities to 

more effectively fulfill its mission and sustain its evolution as a learning organization. 

Clarifying Leadership Roles and Accountability 

 Purpose Built Communities must clarify its organizational learning approach-related leadership 

responsibilities to enhance its learning capacity and facilitate continuous improvement. My strategic 

project identified a gap within Purpose Built Communities regarding ownership responsibilities for its 

organizational learning approaches, creating ambiguity that contributed to inconsistent 

operationalization and diminished coherence. Purpose Built Communities should assign ownership 

responsibilities for each learning approach, entrusting designated leaders or teams with oversight. These 

owners would assume responsibility for their assigned learning approach’s direction, operational 

coherence, and refinement. The organization should also establish well-defined operational guidelines, 

accountability metrics, and structured reporting protocols to monitor and communicate the effectiveness 

of its learning approaches. Employing regular reporting intervals, e.g., quarterly or semi-annually, will 

provide a mechanism for assessment, reflection, and ongoing refinement of its learning approaches. 

Purpose Built Communities should also embed leadership responsibilities for organizational learning 

into its developing performance management system and offer professional development that can serve 

to reinforce the organization’s commitment to learning for action. Incorporating these accountability 

structures into performance management practices will convey the value the organization places on 

learning leadership. These measures will position Purpose Built Communities to solidify accountability 

and enhance staff engagement and operational satisfaction with its organizational learning approaches. 

Operationalizing and Documenting Learning Approaches 

 Consistent operationalization and documentation of learning approaches are essential for 

enabling effective organizational learning and continuous improvement at Purpose Built Communities. 

The learning approaches’ lack of consistent operational guidelines has resulted in inconsistent and 

uneven usage. The effectiveness of the organization’s learning approaches has also been compromised by 

the absence of standard processes and procedures for documenting and storing the knowledge created 
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through its learning approaches. I recommend that Purpose Built Communities design and implement 

operational systems that standardize documentation, streamline knowledge management, and 

disseminate organizational insights to enhance its learning approaches. The organization should develop 

standardized documentation procedures and structured templates to facilitate the consistent capture and 

codification of learning insights generated through its learning approaches. The clear articulation of 

documentation expectations, including guidance regarding the scope, format, and depth, Purpose Built 

Communities can ensure the capture and structuring of organizational insights. In addition, the 

organization should construct a centralized and easily accessible knowledge repository or learning 

management system to store, update, and enable the efficient retrieval of organizational knowledge 

resulting from its learning approaches. The organization has suffered from siloed information, duplicated 

efforts, and missed opportunities for leveraging its knowledge in its continuous improvement due, in 

part, to the absence of a centralized knowledge management platform. The organization and its staff will 

greatly benefit from designing and implementing a user-friendly and accessible platform that provides 

for streamlined access to vital organizational knowledge. Purpose Built Communities will also greatly 

benefit from intentionally aligning and coordinating its internal learning approaches and effective, 

Network-facing learning strategies. This strategic alignment and coordination of learning approaches will 

ensure greater coherence between the organization’s learning efforts, thereby amplifying the effect of all 

its learning approaches. Uniform implementation and operationalization procedures and cross-

collaboration between the organization’s Strategy and Impact Team and its Network Engagement and 

Success Team on learning-related matters can bring coherence to its internal and Network-facing learning 

activities. This alignment will strengthen the organization’s capacity for learning and amplify the 

dissemination, accessibility, and application of its learnings. Purpose Built Communities can optimize the 

effectiveness of its learning approaches by standardizing its learning documentation procedures, 

implementing a centralized knowledge management infrastructure, and aligning its internal and 

Network-facing learning strategies. 

Linking Knowledge Capture to Organizational Action 

 Despite having consistently invested in facilitating knowledge creation, Purpose Built 

Communities’ ability to leverage its knowledge for continuous improvement and strategic renewal is 

hindered by the absence of formal mechanisms to translate its organizational knowledge into actionable 
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strategies. To address this issue, Purpose Built Communities should establish documented processes that 

connect captured insights and collective understandings to informed decision-making structures and 

processes. To that end, I recommend that the organization develop clear, formalized guidelines and 

structured decision-making protocols to ensure that the knowledge captured through its learning 

approaches informs its strategic priorities and operational actions. The establishment of processes, e.g., 

structured reflection protocols, regularly scheduled cross-team debriefs, and integrated strategic planning 

meetings, will enable the organization to consistently leverage its organizational knowledge to inform 

and drive its strategic decisions, operational adjustments, and operational practices. I also recommend 

that Purpose Built Communities conduct regular reviews and assessments of its learning approaches to 

determine how they enable captured knowledge to be applied to its strategic and operational actions. 

Periodic evaluations of knowledge application will elucidate how effectively insights from its learning 

approaches influence organizational decision-making and identify approaches that require further 

refinement or enhancement. This continuous feedback loop will reinforce a culture of data-driven and 

evidence-based decision making. I also recommend that Purpose Built Communities embed knowledge 

application metrics into its accountability frameworks and performance management evaluation criteria. 

The organization can communicate the importance it places on action-oriented learning by integrating 

specific, measurable indicators of knowledge application into its staff performance frameworks. 

Connecting learning with action also reinforces accountability and motivates consistent staff engagement 

with the organization’s learning approaches. Purpose Built Communities can strengthen the link between 

organizational learning and strategic action by adopting clear decision-making guidelines, periodic 

assessments of knowledge application, and staff accountability measures. 

Navigating Organization Readiness Concerns 

 The institutionalization of organizational learning that I optimistically envisioned at the start of 

my strategic project was not realized primarily due to valid concerns about organizational readiness. In 

recognition of this reality, Purpose Built Communities must monitor and manage organizational 

constraints and bandwidth limitations to enable effective institutionalization of organizational learning 

within the organization. While executing my strategic project, the organization’s aspirations to fully 

leverage its learning approaches were constrained by concerns about staff capacity, competing 

organizational priorities, and resource allocation. These constraints highlight the necessity for Purpose 
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Built Communities to employ a deliberate approach to managing organizational bandwidth, thereby 

creating the conditions essential to sustained engagement with its learning approaches. Purpose Built 

Communities should institute regular organizational capacity assessments to identify, anticipate, and 

address time, staffing, and resource availability constraints, specifically dedicated to organizational 

learning approaches. These periodic assessments would enable the organization to accurately gauge its 

internal capacity, identify potential bottlenecks or resource gaps, and implement targeted interventions to 

manage constraints effectively. Purpose Built Communities should also intentionally prioritize 

organizational learning activities, communicating these priorities across the organization’s teams. By 

establishing priorities for its organizational learning initiatives, the organization can reduce ambiguity, 

mitigate potential staff overload, and ensure focused effort on the most significant and impactful 

activities. The organization can create coherence, facilitate staff buy-in, and optimize its allocation of 

organizational resources. I also recommend that Purpose Built Communities develop timelines and 

implementation plans for its learning approaches. Incorporating periodic checkpoints into its timelines, 

designed to reflect on progress, assess organizational readiness, and make appropriate adjustments, will 

help maintain momentum while acknowledging and accommodating the organization’s capacity 

constraints.  

Activating C-Suite Leadership to Model and Champion Organizational Learning 

The successful transformation of Purpose Built Communities into a proper learning organization 

will require its C-Suite leadership to model, champion, and operationalize learning behaviors at every 

level of the organization. As culture carriers and strategic stewards, the senior leadership team must 

visibly engage in reflective practice, demonstrate curiosity and openness, and consistently link 

organizational insights to strategic action. Modeling these behaviors will help reinforce learning as a 

strategic priority rather than a peripheral activity. C-Suite members should regularly participate in 

learning sessions, sponsor cross-functional knowledge-sharing initiatives, and publicly articulate how 

organizational learning informs major decisions. In addition, leaders must create psychological safety by 

normalizing vulnerability, celebrating insights generated from successes and failures, and actively 

recognizing staff who exemplify organizational learning. By embedding structured learning rituals into 

leadership routines, defining and measuring annual learning priorities, and consistently reinforcing the 

strategic value of learning, Purpose Built Communities’ senior leadership can catalyze a durable cultural 
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transformation that positions the organization for sustained renewal, adaptability, and growth. Through 

deliberate modeling and reinforcement of learning behaviors, the C-Suite can embed a culture of inquiry, 

action, and adaptation that supports Purpose Built Communities’ current strategic goals and strengthens 

its capacity for future organizational renewal. 

 By addressing these critical areas, i.e., clarifying leadership responsibilities, implementing 

operationalization and documentation procedures and processes, establishing connections between 

knowledge capture and organizational action, and managing organizational constraints, Purpose Built 

Communities will fully leverage its organizational knowledge as a strategic asset. This section’s 

interconnected recommendations were contemplated to mitigate existing challenges and enhance the 

organization’s capacity for continuous improvement, strategic coherence, and adaptive responsiveness. 

Together, these strategies will reinforce Purpose Built Communities’ readiness to institutionalize 

organizational learning.  

VI. Implications for Sector 

The strategic insights and experiences derived from Purpose Built Communities’ commitment to 

leveraging its organizational learning approaches to facilitate strategic renewal provide valuable, 

generalizable lessons for the broader education and nonprofit sectors. Organizations across these sectors 

increasingly grapple with multifaceted adaptive challenges that require continuous capacity for 

adaptation, innovation, collective learning, and operational excellence. As Purpose Built Communities 

occupies a unique position at the intersection of education, community development, housing, and public 

health sectors, its experiences provide distinctive and practical opportunities to inform sector-wide 

practices, facilitating greater alignment, improved collaboration, and collective impact across 

traditionally siloed domains. Effective navigation of such cross-sector complexity necessitates that 

organizations evolve beyond conventional operational paradigms, adopting approaches that integrate 

structured organizational learning approaches, strategic adaptability, and proactive renewal practices. 

Purpose Built Communities’ deliberate engagement with structured organizational learning approaches 

and a culture of relational trust and adaptive leadership provides a compelling model from which other 

sector organizations can learn. By analyzing Purpose Built Communities’ specific successes and 

challenges, this section articulates actionable, evidence-based recommendations aimed at enhancing the 
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overall efficacy of sector-spanning entities. These recommendations provide a comprehensive roadmap 

for education and nonprofit organizations seeking to institutionalize effective organizational learning 

practices, cultivate meaningful cross-sector collaborations, and enhance their sustained adaptability. By 

systematically embedding these practices, organizations across the sector can significantly strengthen 

their strategic coherence, responsiveness to emerging challenges, and overall impact, ensuring long-term 

organizational resilience and effectiveness. 

Relational trust is a critical component of social capital needed to collectively impact education 

and the nonprofit sector. Given the complexity and interconnectedness that drives cross-sector initiatives, 

enabling relational trust is not simply a bonus, but a necessity for sustained collaboration and adjusting 

strategies that matter. Purpose Built Communities’ experiences highlight the power of relational trust 

and how embedding relational norms in practice can drive improvement, adaptive capacity, and sector-

wide collaboration. To cultivate relational trust, organizations should structure opportunities for 

authentic interaction and relationship-building among stakeholders. Regular informal dialogue sessions, 

cross-team collaborative projects, and reflective practice spaces foster genuine interactions, build 

interpersonal trust, and promote collective learning. These structured yet informal practices can provide 

organizations with opportunities to alleviate fears, encourage conversations, and create conditions that 

make it possible for stakeholders to risk saying what they are thinking in ways that can move them from 

surface exchange to productive, collective inquiry. Embedding relational trust into professional 

development and leadership practices is another strategy for strengthening its institutionalization. Sector 

organizations should implement professional learning activities to build relational capabilities, including 

training on interpersonal communication, conflict resolution, and trust-building. Leadership modeling of 

relational practices, e.g., transparency, active listening, and genuine engagement, can further reinforce 

trust as a fundamental organizational value. Those leadership-driven practices can enhance stakeholders' 

collective capacity to address complex challenges. By investing in fostering relational trust, sector 

organizations can enable stronger, more coordinated responses to adaptive challenges across the sector, 

such as resource constraints, evolving regulatory landscapes, and changing community needs. In a 

shared working relationship, collaborative organizations can strengthen each other's capacity to react in 

unison and in an organized manner to attack problems significantly. Relational trust becomes a strategic 

asset that strengthens internal organizational capacities and fosters powerful cross-sector collaborations. 
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Standardizing sector-wide practices presents another opportunity to enhance collective 

effectiveness, scalability, and adaptability within the education and nonprofit sectors. Traditionally, the 

diverse nature of organizational missions, governance structures, and operational practices within these 

sectors has led to fragmented and inconsistent approaches to organizational learning, knowledge 

management, and strategic renewal. This fragmentation has often resulted in inefficiencies, duplicated 

efforts, and missed collaborative learning and innovation opportunities. Purpose Built Communities’ 

experience highlights these challenges, illustrating how establishing clear, standardized frameworks can 

facilitate consistent adoption of best practices, foster greater coherence, enhance knowledge transfer, and 

significantly strengthen sector-wide capabilities. Organizations within the sector should prioritize 

establishing structured knowledge repositories and enforcing robust documentation standards. An 

organized approach to documenting insights, decisions, operational procedures, and best practices can 

enhance organizational learning by providing readily accessible knowledge resources that mitigate the 

knowledge loss resulting from staff turnover or other organizational changes. Standardizing 

documentation practices, including adopting uniform templates, clear and consistent documentation 

protocols, and maintaining centralized, accessible digital repositories, addresses common barriers to 

organizational learning and strategic renewal, such as inconsistent information sharing and fragmented 

institutional memory. These standardized documentation practices can create a shared knowledge 

infrastructure that enhances the sector’s collective learning capacity, operational consistency, and 

strategic coherence. Standardizing structured feedback mechanisms and evaluation practices can also 

reinforce sector-wide strategic renewal. Practices such as regular after-action reviews, structured 

reflective sessions, and consistent, clearly defined learning evaluation frameworks could enable 

organizations to capture lessons learned, identify opportunities for continuous improvement, and apply 

learning in actionable ways. By incorporating these practices through well-articulated sector-wide 

standards, a uniform system can be established, based on comparable and transparent information, 

allowing organizations to leverage insights, identify and address inefficiencies, and continually improve. 

These standardized practices represent a strategic investment in sector-wide capability-building that can 

enhance operational effectiveness, strategic alignment, and collective impact. By investing in 

standardized, lower-friction solutions for organizational learning, documentation, and evaluation, 

education and nonprofit organizations can scale their successful practices more effectively, support 
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stronger cross-organizational collaboration, and productively engage with common adaptive challenges. 

Ensuring sustainability and long-term strategic renewal within the education and nonprofit sectors will 

require the intentional and systemic embedding of structured organizational learning approaches, 

collaborative frameworks, and adaptive leadership capacities. This analysis of sector implications of my 

strategic project with Purpose Built Communities has provided actionable recommendations designed to 

leverage relational trust as strategic capital, establish standardized sector-wide organizational learning 

practices, and integrate adaptive leadership principles across organizations. These recommendations 

offer a roadmap to enhance the collective impact, coherence, and adaptability of organizations facing and 

engaging with complex sector-wide challenges. 

Essential to achieving sector-wide strategic renewal is the explicit institutionalization of relational 

trust. Organizations that cultivate and leverage relational trust can effectively navigate complex social 

and operational dynamics, fostering collaborative relationships, collective problem-solving capabilities, 

and organizational responsiveness. Structured yet informal dialogue forums, targeted relationship-

building activities, and authentic leadership practices are critical strategies through which relational trust 

can be intentionally embedded into organizational culture, creating conditions conducive to sustained 

renewal and effective adaptive responses to emerging sector challenges. Standardizing sector-wide 

organizational learning and knowledge management practices will also be essential. Establishing 

frameworks for structured dialogue, documentation, feedback, and evaluation can significantly enhance 

the sector’s collective ability to respond strategically and proactively to emerging complexities. Such 

standardization not only reduces fragmentation and inefficiencies but also amplifies opportunities for 

cross-sector learning, collaboration, and innovation, positioning organizations across the sector to achieve 

collective impact more effectively. Embedding adaptive leadership practices throughout the sector 

further reinforces strategic alignment and responsiveness. By proactively embracing adaptive leadership 

frameworks, sector organizations can better empower individuals at all levels of their organizations to 

engage meaningfully in strategic renewal efforts, navigating adaptive challenges collaboratively and 

effectively. Intentional investments in adaptive leadership development can equip organizations to 

continuously recalibrate strategies, enhance their collective learning capabilities, and proactively manage 

complex sector-wide challenges. 
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These strategies represent a significant commitment to systematically embedding sustainable 

strategic renewal practices within the sector. By prioritizing relational trust, standardizing critical 

organizational practices, and fostering adaptive leadership, sector organizations can build lasting 

resilience, achieve greater coherence, and amplify their collective impact. Ultimately, these intentional 

practices ensure organizations are not only responsive to immediate challenges but strategically prepared 

to navigate long-term complexities, ensuring ongoing resilience, adaptability, and sector-wide 

effectiveness. 

VII. Conclusion 

Purpose Built Communities can ensure its long-term success and adaptability by successfully 

embedding strategic renewal into its organizational fabric. This will not be an easy or quick change, as 

this type of strategic imperative demands more than episodic learning initiatives or short-term problem-

solving; it requires the deliberate and sustained institutionalization of structured organizational learning 

practices. Granted, institutionalization of organizational learning is not a guarantee of strategic renewal. 

However, theoretically, institutionalized organizational learning can be a prime enabling condition for 

strategic renewal. Continuous reflection, structured dialogue, meticulous documentation, and regular, 

systematic evaluations must become embedded organizational norms rather than ad hoc practices. 

Establishing these structured learning routines as fundamental operational elements ensures Purpose 

Built Communities can reliably capture, retain, and leverage critical organizational insights. Such 

institutionalization positions the organization to proactively identify emerging complexities, respond 

dynamically to community and stakeholder needs, and reinforce its ongoing adaptability and strategic 

effectiveness. 

Moreover, adaptive leadership emerges as an essential organizational capability for proactively 

navigating the multifaceted adaptive challenges that sector-spanning organizations like Purpose Built 

Communities face. Effective adaptive leadership involves principles such as getting on the balcony to 

maintain perspective, regulating disequilibrium to manage productive tension, and giving the work back to 

the people to foster collective ownership and sustained accountability. Purpose Built Communities can 

cultivate a leadership culture characterized by resilience, proactive problem-solving, and collaborative 

strategic alignment by developing and embedding these adaptive leadership practices at all 
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organizational levels. Purpose Built Communities’ commitment to intentional adaptive leadership 

development, including targeted professional learning programs, ongoing reflective practices, and 

consistent leadership modeling, can equip stakeholders with the capabilities to engage effectively with 

complexity, foster organizational learning, and sustain strategic renewal over the long term. 

Relational trust further emerges as a vital strategic asset, foundational to sustained collective 

impact and enduring strategic coherence across diverse organizational contexts. Purpose Built 

Communities’ experiences underscore that systematic cultivation and leveraging of relational trust 

significantly enhance collaborative efficacy, strategic alignment, and adaptive capacity. To intentionally 

nurture this trust, the organization should systematically embed structured informal dialogue 

mechanisms, intentional relationship-building activities, and leadership practices rooted in authenticity, 

transparency, and consistent engagement. By proactively embedding these relational practices into its 

organizational culture, Purpose Built Communities enhances internal coherence, amplifies stakeholder 

engagement, and fosters robust, sustainable cross-sector collaborations crucial for effective strategic 

renewal. 

Additionally, addressing structural-organizational barriers through explicit and consistent 

alignment mechanisms, e.g., clear role definitions, structured documentation standards, and effective 

communication practices, is vital for sustaining organizational coherence and strategic renewal. 

Ambiguities in roles, inconsistent documentation, and fragmented communication practices commonly 

impede organizational adaptability and renewal efforts. Purpose Built Communities’ commitment to 

clearly defined roles, rigorous documentation practices, and structured, consistent communication 

protocols represents a proactive investment in organizational infrastructure. Such investments will 

significantly mitigate fragmentation, enhance strategic alignment, and strengthen the organization’s 

capacity to maintain continuous adaptability and effective responses to evolving complexities. 

Purpose Built Communities’ capacity for strategic renewal and long-term resilience depends 

profoundly on its ability to systematically institutionalize structured organizational learning practices, 

adaptive leadership capabilities, relational trust, and robust structural alignment mechanisms. 

Collectively, these interrelated strategic practices provide a comprehensive roadmap for enhancing 

organizational resilience, adaptability, and sustained strategic impact. By proactively embedding these 
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practices, Purpose Built Communities positions itself to respond effectively to immediate challenges and 

thrive amidst future complexities, ensuring continuous adaptability, enduring strategic relevance, and 

long-term organizational success. 
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Appendices 

Appendix A 

Project Plan – Learning Strategy Development Project  

As Purpose Built Communities lives into its strategic plan, we are working to become a learning 
organization. We define a learning organization as prioritizing data-informed decisions, sharing 
information and insights across teams, codifying knowledge of the Purpose Built Communities model, 
collective sense-making, and enabling the organization and Network to adjust to changing circumstances. 
Our 2024-28 strategic plan calls for Purpose Built Communities to deepen our support to the Community 
Quarterback Organizations in our Network, ensuring they can implement our model of comprehensive 
neighborhood revitalization with fidelity to produce measurable outcomes and lasting impact. Doing so 
will require organization-wide systems, structures, and practices to support learning.  

This project does not start from scratch. Throughout its history, Purpose Built Communities has launched 
many different learning approaches. These approaches are shown below. 

Learning Approach Description 

All-Staff Learning Sessions Monthly sessions during which Purpose Built Communities staff 
explore the organization’s learning questions 

Case Studies Detailed analyses that illustrate or explore practices or patterns Usually, 
stories or descriptions of organizational experiences 

Data Collection & Analysis Systemic process of collecting and analyzing data 

Pilots 
A preliminary or trial implementation of a novel practice or strategy, 
conducted on a smaller scale or limited scope to test, evaluate, and refine 
the novel practice or strategy before a broader rollout 

Research Projects Process of conducting real-time research through observations, 
interviews, and other data collection to draw conclusions 

Solutions Lab 
A structure and process through which Purpose Built Communities’ 
staff and Network Members can test and spread solutions to challenges 
in implementing the model 

 

Today, these learning components don’t fit together in a clear organizational learning strategy. We do not 
have a clear rationale for which approach to use for each learning question, if some can be combined or 
discontinued, or if we need new ones altogether. We plan to develop an organizational learning strategy 
with the following goals: 
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• Create a process and framework for deciding the focus of our learning questions, the approaches 
to use for each question, who will take the lead for each approach, and who should be involved. 

• Develop a playbook, including a description of each learning approach and how it works at its 
best. 

• Develop a system for capturing learning and knowledge and strategies to integrate them using a 
continuous improvement approach. 

The Learning Strategy Development Project will be executed in three phases: 

Phase Objective Activities and Responsible Staff 

Phase I:    
Project Kickoff 
and Planning 

Align project team members and 
stakeholders around a vision for 
learning at Purpose Built 
Communities, project goals, roles, 
and activities 

1. Hold kick-off meeting 
2. Plan for engaging key stakeholders, e.g., 

input from C-suite, network success, 
operations, HR, etc. 

Phase II: 
Discovery and 

Evaluation 

Understand how Purpose Built 
Communities currently goes about 
learning 

1. Execute current learning approaches 
(Ben, Jadun, Kevin, Ashley) 

2. Conduct real time research and analysis 
on current learning approaches (Jadun) 

3. Discovery of the current state of existing 
organizational learning approaches 
(Jadun) 

4. Develop a framework/set of criteria for 
evaluating existing organizational 
learning approaches (Jadun) 

Phase III: 
Synthesis and 

Strategy 
Development 

 

Synthesize information from 
learning approaches to create best 
practices for each approach, learning 
and knowledge capture system, and 
strategy for how approaches fit 
together 

1. Create a process and framework for 
developing and implementing a learning 
agenda (Ben + Jadun) 

2. Developing and implementing a learning 
agenda (Ben + Jadun) 

3. Refine system for capturing and using 
learning from learning approaches 

 

This project includes the following staff members, who are involved with some aspect of learning or 
knowledge management at Purpose Built Communities. 

Staff member Learning or knowledge management body of work 
Ben Lewis Solutions Lab and pilots 
Kevin Rafter Data collection and analysis 
Jadun McCarthy Learning approach and learning system discovery, all staff learning 

sessions, research projects, and thought partnership with Ben 
Shayna Gaspard and 
Reagan Perkins 

Network Member Success core processes  

Ellen Newton Technology systems 
Ashley Bozarth PBCx and case studies 
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Gabi Fritz Strategic Advisor and Consultant 
 

Projected Meeting Matrix 

Meeting Frequency (1 hour each) Team Members 

Project Kickoff 1x in October (early November 
if need be)  

Full Project Team: Ben Lewis, Jadun 
McCarthy, Reagan Perkins, Ashley Bozarth, 
Gabi Fritz (Organizational Learning 
consultant), Shayna Gaspard (Organizational 
Processes consultant), Ellen Newton, and 
Kevin Rafter 

Core Project Team 
Check-ins Bi-weekly  

Core Project Team: Ben Lewis, Jadun 
McCarthy, Reagan Perkins, Ashley Bozarth, 
Gabi Fritz (Organizational Learning 
consultant) 

Mid-project 
Check-in 1x meeting in January 

Full Project Team: Ben Lewis, Jadun 
McCarthy, Reagan Perkins, Ashley Bozarth, 
Gabi Fritz (Organizational Learning 
consultant), Shayna Gaspard (Organizational 
Processes consultant), Ellen Newton, and 
Kevin Rafter 

Project Strategy 
Planning Meetings Weekly 

Project Strategy Team: Ben Lewis, Jadun 
McCarthy, and Gabi Fritz (Organizational 
Learning consultant) 

In-person Strategy 
Sessions As needed 

Project Co-Leads: Ben Lewis and Jadun 
McCarthy 

Project Closeout 1x in March 

Full Project Team: Ben Lewis, Jadun 
McCarthy, Reagan Perkins, Ashley Bozarth, 
Gabi Fritz (Organizational Learning 
consultant), Shayna Gaspard (Organizational 
Processes consultant), Ellen Newton, and 
Kevin Rafter 

Executive Sponsors 
Update Meetings As needed 

Executive Sponsor Team: Michelle Matthews 
(Project Executive Sponsor), Kevin Rafter 
(Project Sponsor), Ben Lewis (Project Manager 
and Co-Lead), Jadun McCarthy (Project Co-
Lead) 
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Appendix B 

Learning Strategy Development Project – Success Spectrum Exercise Results 

On November 11, 2024, the full project team for the Learning Strategy Development Project convened for 
their first project meeting. During this meeting, the project team members worked to collectively define 
and articulate the varying degrees of successful outcomes for the Learning Strategy Development Project 
and its remaining phases along a spectrum, ranging from failure to epic success. 

Success 
Descriptor Success Descriptor Definition Project Team Performance 

Failure 

The project or project phase falls short of its 
intended impact, failing to meet key objectives, 
resulting in wasted resources, unmet expectations, 
and potential reputational damage. 

If the project team does not 
work diligently the project or 
project phase is unlikely to 
achieve minimal success and 
will fail. 

Minimal 

The project or project phase meets the absolute 
minimum requirements, delivering basic 
functionality or outcomes, but with limited 
effectiveness, engagement, or long-term impact. 

If the project team works 
diligently, the project or project 
phase is likely to achieve 
minimal success. 

Target 

The project or project phase achieves its core 
objectives as planned, delivering strong results, 
meeting stakeholder expectations, and 
demonstrating meaningful impact within scope and 
resources. 

If the project team works 
diligently, there is a 40-60% 
likelihood that the project or 
project phase will achieve target 
success. 

Epic 

The project or project phase exceeds expectations, 
delivering transformative results, setting new 
standards of excellence, and creating lasting impact 
beyond initial goals, gaining recognition and 
inspiring future initiatives. 

If the project team works 
diligently, there is a 4-12% 
likelihood that the project or 
project phase will achieve epic 
success. 

http://creativecommons.org/publicdomain/zero/1.0/ 

Project Phase Failure Minimal Success Target Success Epic Success 
Phase II – 
Discovery and 
Evaluation 

• We seek to 
discover too 
much and don’t 
evaluate an 
identified set of 
learning 
approaches 

• Few, if any staff 
see their work 
reflected in the 
project 

• All previously 
identified 
learning 
strategies are 
evaluated 

• Historical uses 
of an approach 
are 
acknowledged 

• Jadun has the 
information he 
needs to 
complete his 
capstone 

• Staff feel 
included and 
seen by 
accounting for 
experiences 
across the 
organization 

• Informal 
learning 
moments as well 
as more formal 
ones are 
recognized 

• At least one 
learning 
approach is 
piloted and used 

• We go beyond 
the current list in 
our discovery to 
include best 
practices from 
outside the org 

• We have a better 
way to do 
discovery for 
projects 

• The learning 
strategy is 
obvious based 
on what we 
discover 

• All identified 
learning 

http://creativecommons.org/publicdomain/zero/1.0/
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to inform our 
learning strategy 

approaches are 
evaluated and 
piloted for 
efficacy 

Phase III – 
Synthesis and 
Strategy 
Development 

• We don’t 
develop a 
strategy 

• We end up with 
a new strategy 
that is separate 
from our 
strategic goals 

• We have an 
overwhelming 
number of 
questions in the 
learning agenda 

• The strategy 
takes our current 
approaches and 
builds on them 

• We have criteria 
of when to use 
each approach 

• We don’t have a 
seismic shift in 
how we learn, 
but a small 
improvement 

• We have a clear 
learning agenda 
to start using 

• Our strategy 
resonates across 
the organization 

• The strategy is 
shared with new 
staff as part of 
onboarding 

• Our strategy 
accounts for 
capture, access, 
and use of 
learning as well 
as learning itself 

• The strategy is 
designed in a 
way that the 
Network will 
benefit from 
what we create 

• Everyone in the 
org knows how 
the strategy fits 
into their day to 
day work 

• Everyone in the 
org is excited 
about the 
strategy  

• We have 
standard 
learning 
questions/reflect
ion guidance for 
any meeting 

Post-Project- 
Strategy 
Adoption 

• We never get 
past the strategy 
phase 

• Learning doesn’t 
become a value 
on the team 

• The process for 
deciding 
learning 
questions and 
approaches is 
used regularly 

• Learning 
becomes a 
shared practice 
among the staff 

• The process for 
deciding 
learning 
questions and 
approaches is 
used regularly 
and effectively 

• We have a 
mechanism to 
capture learning 
in a streamlined 
way across the 
organization 

• Learning 
becomes a core 
value 

• We have an 
easily accessible 
and searchable 
learning library 

• Purpose Built 
Communities is 
a national 
exemplar as a 
learning 
organization 

• We have a 
mechanism to 
share relevant 
organizational 
learning across 
the Network 

Project 
Management 

• Folks not in this 
project feel stress 
about it 

• We don’t have 
meetings, and no 
one comes to 
them when we 
do 

• Project members 
do not 
understand their 

• The project 
finishes but late 

• Project members 
understand their 
role in the 
project 

• The project is 
documented in a 
way that is 
meaningful to 

• All action steps 
are completed 
before each 
meeting 

• Relevant staff 
outside of the 
project team stay 
informed  

• We effectively 
leverage Gabi’s 
expertise 

• The project sets a 
new standard for 
how projects are 
managed at 
Purpose Built 
Communities 
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role in the 
project 

existing and new 
staff 

 

• Project proceeds 
on the initial 
timeline 
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Appendix C 

Discovery and Evaluation Phase – Staff Interview Questions 

Understanding and Experience 

1.) Can you describe your role at Purpose Built Communities and how it connects to the 
organization’s learning processes? 

2.) Are you familiar with Purpose Built Communities’ formal learning approaches or mechanisms? 
3.) Have you led or facilitated using any of Purpose Built Communities’ formal learning approaches 

or mechanisms? 
a. If so, can you share an example of how you’ve used these tools to support your work or 

contribute to Purpose Built Communities’ goals, mission, or vision? 

Operationalization 

4.) How have these learning approaches/mechanisms been operationalized in your work? 
5.) Are there specific processes, systems, or routines that guide how these learning 

approaches/mechanisms are used? 

Effectiveness and Impact 

6.) Using the rating scale below, how effective are Purpose Built Communities’ learning 
approaches/mechanisms in capturing and sharing knowledge across teams? 

1 2 3 4 
Highly ineffective Ineffective Effective Highly effective 

    

7.) Can you share an example of how a learning approach or mechanism has contributed to 

meaningful outcomes or insights in your work? 

8.) What are the most significant strengths of these learning approaches/mechanisms? 

Feedback and Improvement 

9.) Have you encountered any challenges or barriers when using these learning 
approaches/mechanisms? 

10.) How can these learning approaches/mechanisms be improved or enhanced? 

Vision for Organizational Learning 

11.) If you could suggest one change to enhance Purpose Built Communities’ learning approaches, 
what would it be? 

12.) What is your vision of Purpose Built Communities as a learning organization? 
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Closing 

13.) Is there anything else you would like to share about your experiences with and/or perceptions of 
Purpose Built Communities’ learning approaches/mechanisms? 
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Appendix D 

Discovery and Evaluation Phase – Summary of Key Findings and Recommendations 

I. Purpose and Scope of the Learning Strategy Development Project 
a. Purpose 

i. Develop a Learning Strategy for Purpose Built Communities’ Learning Approaches 

• The Learning Strategy Development Project aims to evaluate the quality, 
coherence, and effectiveness of Purpose Built Communities’ six organizational 
learning approaches, refine the learning approaches for optimal effectiveness, 
and cohere the learning approaches into a structured strategy for 
organizational learning that defines when and how each approach 
can/should be employed to facilitate the capture, sharing, and application of 
organizational knowledge that answers the organization’s learning questions 

ii. Support/enhance Successful Implementation of the Strategic Plan 

• The Purpose Built Communities 2024–2028 strategic plan outlines several 
organizational priorities and key strategies that explicitly require 
organizational learning to succeed. Below are key strategies and how they 
depend on learning: 

1. Strategic Priority #1: Drive success in neighborhoods 

Þ Why Learning Matters: Feedback from network members and 
evaluation data are essential for refining Purpose Built 
Communities’ neighborhood-level transformation model and 
demonstrating the organization’s impact 

2. Strategic Priority #2: Strengthen the network as a collective 

Þ Why Learning Matters: A dynamic, well-informed Network 
benefits from iterative learning as Network Members build 
upon shared successes and innovations to strengthen their 
collective capacity 

3. Strategic Priority #3: Assert leadership in the field 

Þ Why Learning Matters: To maintain credibility and influence, 
Purpose Built Communities must generate and apply learnings 
to adapt to shifting policy landscapes, external 
feedback/factors, and new research findings 

4. Strategic Priority #4: Strengthen the capacity and sustainability of 
Purpose Built Communities 

Þ Why Learning Matters: Innovation, staff development, and 
internal progress tracking will rely heavily on Purpose Built 
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Communities’ ability to learn from past actions and refine its 
practices to cultivate a culture of resilience and adaptability 

b. Scope 
i. This project’s scope is limited to Purpose Built Communities’ six formal 

organizational learning approaches, as listed below: 

• All-staff Learning Sessions 

• Case Studies 

• Data Collection and Analysis 

• Research Projects 

• Pilots 

• Solutions Lab 
ii. This project’s scope is limited to organizational learning amongst Purpose Built 

Communities internal staff 

• The methods and structures for learning with the Network falls under the 
purview of the Network Engagement and Support Team (NEST) 

iii. This project is only the first step in the development and implementation of a 
comprehensive learning strategy for Purpose Built Communities 

II. Project Methodology 
a. This project’s execution will occur over three phases: 

Phase Objective Lead(s) 

Phase I 
Ensure alignment among project team members and 
stakeholders on the project structure, goals, roles, 
and key activities 

• Ben Lewis & 
• Jadun McCarthy 

Phase II 

Collect and analyze data on the quality and 
coherence of Purpose Built Communities’ six 
organizational learning approaches and develop an 
instrument to assess their effectiveness in facilitating 
the capture, sharing, and application of 
organizational knowledge to inform decision-making 
and drive action 

• Jadun McCarthy 

Phase III 

Synthesize the findings and insights generated in the 
Discovery and Evaluation Phase to refine the 
organization’s learning approaches for optimal 
learning effectiveness, cohere them into a structured 
learning strategy, and design a knowledge 
management system 

• Ben Lewis & 
• Jadun McCarthy 

 

 

 

b. Discovery and Evaluation Phase – Major Tactics and Statuses 

Tactic Status 
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Identify each learning approaches’ “owner(s)” or “steward(s)” Completed 
Schedule and conduct interviews with each learning approaches’ 
“owner(s)” or “steward(s)” and collect each interviewee’s perspective on 
Purpose Built Communities’ learning approaches 

Completed 

Conduct a scan of Purpose Built Communities’ knowledge/information 
repositories to collect data on the accessibility of knowledge created from 
the organization’s learning approaches 

Completed 

Research organizational learning best practices Completed 
Develop an instrument that enables Purpose Built Communities to 
evaluate how effectively its learning approaches facilitate the capture, 
sharing, and application of knowledge across the organization 

Completed 

Compile and present findings and recommendations that emerged from 
the project’s Discovery and Evaluation Phase In Progress 

 

III. Headline from the Discovery and Evaluation Phase 
a. Purpose Built Communities’ organizational learning approaches are being employed to 

generate organizational knowledge, but the approaches’ lack of defined structure, identified 
ownership/leadership, and demonstrated impact on staff action impair their capacity for 
generating actionable knowledge 

IV. Key Themes and Findings from the Discovery and Evaluation Phase 
a. Ownership and Stewardship of Purpose Built Communities’ Learning Approaches is 

Unclear 
i. An assortment of practitioners leads the utilization of learning approaches, but not 

all the learning approaches have known and identified owners or stewards 
ii. Interview respondents noted that there was not a designated person or team 

responsible for ensuring that learning is captured, stored, and shared throughout the 
organization 

Þ Key Wondering: What is the best management structure for the learning 
approaches that provides leadership and accountability for their 
operationalization? 

b. Operationalization and Documentation of the Learning Approaches is Uneven 
i. Interview respondents indicated that the learning approaches’ processes and 

procedures are not well-documented, inhibiting replication or sustainability 
ii. Respondents also communicated that, despite utilizing the learning approaches, they 

did not know if there were guidelines and concrete processes for facilitating the 
learning approaches 

iii. Respondents also pointed out degrees of ambiguity around the operationalization of 
the different learning approaches and confusion as to the differences between the 
operationalization of learning approaches that have different names but operate 
similarly 
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• For example: Multiple respondents expressed perspectives that, despite 
having different names, both the Solutions Lab and pilots are positioned as 
learning approaches for generating learning through real-world application of 
new/novel concepts and ideas 

iv. Interview respondents also expressed concerns about the success and effectiveness of 
the learning approaches relying on the leadership of Ben Lewis and Ashley Bozarth 
as compared to a broader adoption of the approaches 

Þ Key Wondering: How can the learning approaches be refined to be more 
consistent, sustainable, and accessible to Purpose Built Communities’ staff? 

c. Lack of Clarity on the Purpose and Types of Learning Expected 
i. Interview Respondents highlighted ambiguity about the expected outcomes of the 

learning approaches 

• For example: Is a learning approach being employed to facilitate learning that 
impacts model implementation, or is the learning focused on a more general 
purpose? 

ii. Respondents admitted difficulty articulating the type of learning a learning approach 
generates and how/when it should be utilized 

Þ Key Wondering #1: How can the value of organizational knowledge and its 
connection to the organization’s work be made more evident? 

Þ Key Wondering #2: Do leaders and practitioners recognize the value of the 
learning generated, and do they see its connection to their work and the 
organization’s mission, vision, and strategic plan? 

d. Overemphasis on Knowledge Capture but Under-Developed Expectations of Using 
Knowledge to Drive Action 

i. Purpose Built Communities’ learning approaches generally facilitate the capture of 
learning but are not operationalized to facilitate organizational action based on the 
captured learning 

ii. Once captured, learning is often warehoused rather than being re-integrated into 
group or organizational decision-making processes 

Þ Key Wondering: How does Purpose Built Communities ensure that 
knowledge captured through its learning approaches leads to group or 
organizational action? 

e. Lack of Alignment Between Learning Approaches focused on Purpose Built 
Communities’ Staff, the Network, and the Field 

i. Respondents expressed a perspective that Purpose Built Communities’ 
organizational learning exists in two, unaligned paradigms: 1) internal learning, 
focused on growing the capabilities of the organization’s internal staff, and 2) 
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learning with the Network, focused on generating learnings from the experiences of 
Network Members implementing the model for impact 

• For example: Case studies involving Network Members were identified as one 
of the learning approaches with the most defined operationalization, but the 
procedures for engaging case studies not involving Network Members are 
less clear 

Þ Key Wondering: When and under what circumstances is it important to 
create alignment and encourage cross-pollination between internal learning 
approaches and Network-facing learning approaches? 

f. Few Standardized Practices for Storing and Disseminating Organizational Knowledge 
i. Organizational knowledge generated through the organization’s learning approaches 

are stored in various locations, e.g., PBCX, SharePoint, One Drive, personal storage 
ii. There is not a single, well-known structured repository for learning and knowledge 

created from the organization’s learning approaches 

• For example: A learning memo is created at the conclusion of a Solutions Lab 
learning engagement. Do staff members know how to access these learning 
memos? 

Þ Key Wondering: What will it take to enable staff members to locate and 
access organizational learnings more easily? 

g. Unclear Role of Leadership in Driving the Learning Strategy 
i. Interview respondents expressed a desire for leadership to provide or align on 

consistent definitions and expectations for the learning approaches 
ii. Respondents also cited the need for leadership to create stronger learning habits. 

Þ Key Wondering: What actions could leadership take to facilitate and sustain 
the necessary learning culture and practices? 

h. Learning Approach Effectiveness Ratings 
i. Each interviewed staff member was asked to use a four-point Likert scale to assess 

the effectiveness of the learning approaches with which they were most familiar to 
capture, share, and apply knowledge for action 

ii. The interviewees’ ratings for each learning approach were averaged to formulate the 
combined ratings shown in the table below: 
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Þ Interviewees rated the Solution’s Lab highest, with a 3.0 rating, based on the 

approach’s structure and impact 

Þ Interviewees rated all-staff learning sessions, data collection & analysis, and 
pilots lowest, with a 2.0 rating, citing challenges in clarity, execution, 
relevance, and integration 
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Combined Effectiveness Rating
Solutions Lab

Pilots
Research Projects

Data Collection
Case Studies

All-Staff Learning Sessions

Learning Approach
Effectiveness Rating (Out of 4)



 - 93 - 

Appendix E 

Learning Strategy Development Project – Executive Sponsor Update Presentation 
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Appendix F 

Organizational Learning Approach Evaluation Instrument 
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Appendix G 

Sample Meeting Request – Learning Approach Staff Interview 

 


