Mastermind
Toolkit
How to unleash the power of the collective to make your leadership
more joyful, sustainable and impactful.

Welcome
About 7 years ago, I started getting together with a group of six other amazing women
nonprofit executive directors in New York City for regular breakfasts. We came from very
different backgrounds (we had been artists and lawyers and actors) and were leading very
different organizations — different missions, sizes, and budgets. Yet we met every month for
breakfast for seven years - long after many of us had stopped being actual executive
directors. And during that time we each underwent extraordinary personal and leadership
transformations, and stewarded our organizations through incredible periods of growth. Over
time, we came to call ourselves the Sustainable Sisterhood.
During our regular meetings we shared stories and provided emotional support, we
celebrated wins and cried together over losses, and - perhaps most importantly - we helped
one another become stronger, more fulfilled leaders. We workshopped specific challenges,
shared resources, introduced one another to funders, edited draft letters to corporations and
donors, and so much more. We brought our individual unique skills and passions to the table
- some of us were amazing fundraisers, others were great systems-builders, others were
managing experts. What we all had in common was a deep commitment to being the best
leaders and agents for social change that we could be. We found that coming together
regularly and serving as a structured support and accountability network for one another,
both fueled and supported that commitment. Ultimately, our collective - our “mastermind
group” - made our work EXPONENTIALLY more sustainable and impactful.
I share this guide because I have come to believe in the deepest part of my heart that being
part of a collective - or a “mastermind” - is one of the most important things you can do for
yourself as a leader and as a professional. None of us can do what we do alone. We need and
deserve to carve out time to cultivate our own skills and capacities and to invest in our own
sustainability. The Sustainable Sisterhood was essential to my ability to thrive and succeed as
a nonprofit executive, a woman leader, and as a leader more generally. I hope to share the
secret to its power with everyone.

Brooke Richie-Babbage
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What is a
Mastermind?
A mastermind group is an intimate group of peers working toward
common goals who meet regularly to share goals, work through
challenges, offer advice, and discuss what works and what
doesn’t. These groups are sometimes called “collectives,” “peer
accountability networks,” or “peer coaching groups.”
Mastermind groups are simple, but extremely powerful. A group of
trusted peers and thought partners can be a critical antidote to the
isolation of being a social change leader, giving leaders direct and
ongoing access to fresh ideas, advice, accountability, collaboration,
networking, cross-promotion and learning.
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Why form a
Mastermind?
Mastermind groups let us share our collective experience and
wisdom to help each other solve problems together, or keep us
accountable to achieve the goals we set for ourselves.
Although there have been masterminds throughout history,
Napoleon Hill, author of Think and Grow Rich, was the “founder” of
the formal “mastermind” idea. He said: “No two minds ever come
together without, thereby, creating a third, invisible, intangible force
which may be likened to a third invisible mind.”
Have you ever been a part of a collaborative project that was so in
the flow that it seemed as if your group was capable of anything? Did
you notice ideas and thoughts coming into your head out of
nowhere? Thoughts that you never knew you had or that you were
even capable of that left you feeling unstoppable? That’s the third
mind. Without your group, you’d never be able to tap into those
thoughts. When you’re collaborating in an environment that naturally
brings you into that flow, you can’t help but think differently.
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The power of the right
mastermind...
“ There

is something about

the gathering of minds
united in harmony that
generates a level of
mental stimulation which
no single individual
could experience alone

—
The Success Alliance

…”

Here are some of the
specific benefits that can
come from committing to a
mastermind group.
The people in your mastermind can really
push you to say out loud what you want
to do… To name and own your goals.
You will have people who help you
discover your unknown unknowns — your
blindspots, or the things you don’t know
you don’t know.
It is comforting and mental stabilizing to
have people that you trust with your
failures. It can make you braver to know
that people have your back even if you
fail.

It is equally comforting to have people with whom you can truly celebrate your wins.
Leadership can feel extremely lonely at times. Knowing that you have a small collective
of folks who are on a similar journey can be critical in those moments of deep confusion.
It feels incredible to look around the proverbial table and feel the comfort of being with
people who have similar dreams, hopes, fears and challenges.
We are stronger together than we are alone. The idea of a “mastermind” is that multiple
minds is more powerful than a single mind. You get answers to questions, thought
partnership, shared resources, and even confirmation of a correct or incorrect decision all of which help you make more progress with the collective than without.
By joining a mastermind group, you instantaneously grow your network exponentially.
The network of everyone in your group becomes your network. As you share your
problems or listen to others, people will make connections for you when you need them
most.
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Worksheet
MY PERSONAL PURPOSE
What are the reasons that I want to form or join a mastermind group?
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How to form a
Mastermind

01 02 03
Identify A
Common
Purpose.

Choose
Your
People.

Agree on
Principles of
Engagment.
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Sample Statements of
Purpose:
We are a dedicated, committed group
of people who still have plans for their
lives. We meet online on a monthly
basis to bounce back ideas, brainstorm
and create new projects or improve old
ones, form dream teams, create
synergy, support, learn and empower
each other. Through our combined
mind power and network we help each
other to live in our purpose and reach
our highest goals.
To support one another’s individual
online pursuits (writing, blogging, social
media, technology) as well as oﬄine
endeavors (writing, publishing,
speaking,) through oﬀering feedback,
constructive criticism, encouragement,
resources, and networking
opportunities.

Identify A
Common
Purpose
Because the co-journey is one of the
most exciting and important benefits of a
mastermind group, it is critical that the
people in the group share a common
understanding of why the group is
meeting. This can be something as
specific as having the same job (e.g., all
being Executive Directors) or something
broader like wanting accountability for
professional goals.
The most important thing is for everyone
on the group to be one the same page
about what they hope to get out of
participating the group.
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Worksheet

THE PURPOSE OF OUR GROUP
What is the shared purpose of our mastermind?

Questions to consider:
Is there alignment around ambition
levels and desires for achievement?

Choose Your
People

What character traits do I care about
(sense of humor, easy communication,
optimism)?

Mastermind collectives range dramatically
in size. Some are as small as three people;
Some are as large as 50. Typically, the best
groups are made up of between 5 and 8
people. With a smaller group, you have
more time to focus on individual issues and
it’s easier to make intimate and personal
connections collectively and as individuals.

Is this person a sharing, gracious
person?

It’s not a great idea to form a mastermind
group with people that you work with.

Do we share similar values, beliefs,
and ethics?
Do we have similar personal goals?

Is this person someone that I respect
and want to learn from?

10

Agree On, And
Commit To,
Principles of
Engagement
Any attempt to start an effective mastermind group or peer
collective should be grounded in a set of shared values and
principles. You should take some time as you are initially
forming your collective to clarify your rules of engagement.
There are four specific organizing principles that served as a
bedrock for every successful, long-lasting mastermind group
that I have participated in, helped launch, and/or witnessed.

01

SHOW UP

02

BE REAL

03

Trust builds over time so it’s important
for everyone to show up both physically
and psychologically for meetings and for
the collective more generally. The group
develops a set of norms that will keep
you bound to one another, and will help
you get more out of the experience and
the connection.
The intimacy and trust are only effective
if participants are honest with one
another about your mess ups and
challenges, and about your wins.

ADOPT A SPIRIT OF "YES"

Participants should emphasize acting in
mutual support and eschew competition.
If you have a resource to share, share it.
This work is better if we’re really all in it
together, without competition or scarcity
mindset.
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04
05

MAINTAIN AN ORIENTATION
TOWARDS ACTION
Although providing emotional support is
part of a mastermind group, participants
also help and push one another actually
get stuff done. Each meeting should
include the exchange of information and
resources that enable at least one
participant to take some sort of action in
their own life/ work.

WHAT HAPPENS IN
MASTERMIND, STAYS IN
MASTERMIND
Confidentiality is essential. These groups
only work if everyone feels that they can
share openly and honestly. This includes
both personal feelings and information, as
well as organizational information that
may be sensitive.

Other common principles of engagement
include:
A commitment to meet regularly (at least monthly
works best).
A commitment to be available for advice and
support between meetings
An orientation towards active learning, and a
willingness to forgo ego
A willingness to accept constructive feedback
Agreement around what it looks like in practice to
hold one another accountable
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Worksheet

PRINCIPLES OF ENGAGEMENT
What is a principle that we
care about?

How should this show up?
1.
2.
3.

What is a principle that we
care about?

How should this show up?
1.
2.
3.

What is a principle that we
care about?

How should this show up?
1.
2.
3.
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How to run a
Mastermind

01
02
03
04

CONSISTENCY
SETTING

AGENDA
BETWEEN
SESSIONS
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Consistency
The cornerstone of an effective mastermind is consistency. Your
group should decide on a frequency (monthly works best), as well as
a regular day of the week and time of day to meet.

Setting
Determine the most comfortable and supportive setting for you and
your group. This may be a cafe or restaurant, someone’s home, or
some other equally comfortable locate. You can rotate locations or
choose a single “home base.” The one place I recommend not
meeting is a participant’s office.
The main factor to consider is whether you are meeting in a space
that is conducive to feeling comfortable, being able to talk and be
heard, ensuring confidentiality, and taking notes if you want to.
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Agenda
There are so many different ways to structure the actual mastermind get-togethers.
I’m going to share the common elements of an effective mastermind meeting. You
and your group should figure out the rhythm and cadence of conversation that
works best for you. You can also choose to include the roles that I identify below,
or to maintain a more unstructured space.
Core Elements
Opening/ welcome
All members: Brief updates (highs and lows; wins & set-backs) on the previous
month
1-2 participants: Hot seat — each person shares a critical challenge or question
and gets feedback, resources, etc. from the group about a critical challenge or
question
All members: Check-in about progress towards goals that were identified either
the previous month or when the group last set accountability goals; Provide
updates on anything they could use help with
All members: Identify at least one goal for which they’d like accountability and
support (This can be done at each meeting, or at regular times throughout the
year).
Roles
Facilitator: Coordinates the meetings (e.g., location, hot-seat participants,
facilitates agenda). This can be a single person, a role that rotates, or a role that
is shared by everyone. This is role that is often most effective for larger
mastermind groups.
Note-taker: Some mastermind groups include a formal note taker. This person
writes down any major points of the meeting, everyone’s basic goals, and
resources that were shared and/or requested. Some groups get fancy and
record their virtual meetings on zoom.
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Between Meetings
Ideally, your group should create a unique and private communication stream just
for your group. This can be a simple google group, a Slack community, or even a
text chain. This should not be complicated — simply a dedicated line of
communication that is just for your group to make staying in touch and sharing
information easy.
The group should also make it a habit to continue “masterminding” between formal
meetings. This can include sharing updates, seeking advice, offering feedback and
counsel, reviewing documents, contributing to projects, providing thought
partnership, and connecting one another to resources between formal meetings.
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Worksheet
THE DETAILS

How often will we meet?

Dates

How will we engage between
meetings?

Draft Agenda

PEOPLE
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