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Foreword

Hector D. Mujica
Every generation inherits wealth. But only some generations decide what

that wealth is for. We are living through one of those moments now.
Over the next two decades, trillions of dollars will move between generations,

across institutions, and into philanthropic vehicles. Foundations will grow.
Family offices will expand. New funds and giving platforms will appear almost
overnight. On paper, it should be a golden age of philanthropy.

Yet the paradox is hard to ignore. The ventures trying to solve some of the
hardest problems in our world still struggle to find early capital. Climate adapta-
tion. Workforcemobility. Food systems. Community resilience. The ideas exist.
The talent exists. The urgency certainly exists.

What often does not exist is the first dollar willing to move.
I spent more than a decade working in philanthropy and impact investing

through Google.org, helping lead our work across the Americas. During that
time our teams partnered with nonprofits, governments, entrepreneurs, and in-
vestors to move capital toward opportunity at scale.

One lesson came up again and again. The most important philanthropic
dollars are rarely the largest ones. They are the ones that move first. When phil-
anthropic capital enters a system early, it does something subtle but powerful.
It changes how everyone else sees the opportunity. Investors who might have
waited become curious. Public institutions begin to pay attention. New actors
enter the conversation.

A relatively small amount of capital can change the behavior of much larger
pools of capital around it. That insight stayed with me throughout my time in
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philanthropy. It came into particularly sharp focus during one project that has
stayed close to my heart.

Several years ago, our team began wrestling with a stubborn problem in the
American labor market. Millions of jobs in the digital economy were going un-
filled. At the same time,millions of capableworkers could not access the training
needed to enter those fields.

The barrier was not talent. It was financing. Training programs often re-
quired tuition that many working adults could not afford. Traditional student
lending models were poorly suited for short, skills based programs. Nonprofit
training providers struggled to scale because they lacked the capital to support
students through the learning journey.

The system was stuck.
So we asked a different question. What if philanthropy could unlock a new

kind of workforce financing?
Working with the remarkable team at Social Finance, we helped design

what became the Google Career Certificates Fund. The model combined
philanthropic capital from Google.org with additional financing to create a
$100 million pool dedicated to helping Americans access job ready digital skills
training.

The structure was intentionally catalytic. Learners could enroll with no up-
front cost. They would only repay the loan if they secured a job earning above a
certain income threshold. Training providers received upfront support to deliver
wraparound services such as coaching, interview preparation, and job placement
assistance.

In other words, the capital moved first so that people could move forward.
The goal was straightforward but ambitious. Train more than 20,000 Amer-

icans for entry level digital economy jobs and generate more than $1 billion in
wage gains over the following decade.

But the deeper lesson was about capital itself.
The fund worked not simply because money was deployed, but because it

was positioned differently. Philanthropic capital absorbed early uncertainty that
traditional lenders could not. That signal unlocked a newpathway forworkforce
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investment that would have been difficult for markets or government to create
alone.

It was a small example of a much larger truth.
Where capital sits in a system often matters as much as how much capital

there is. Placed thoughtfully, philanthropic dollars can act as signal capital. They
absorb early risk. They invite others to participate. They transform a promising
idea into something the broader financial system is willing to back.

That is the amplifier effect this book explores.
Mark Falzon captures something important when he argues that philan-

thropy should not think of itself only as a source of grants. It can also serve
as catalytic infrastructure. A dollar deployed in the right place can unlock
ten or twenty more from investors, governments, and institutions that would
otherwise remain on the sidelines.

This idea is not theoretical. Across climate finance, global health, workforce
development, and community investment, catalytic philanthropy is already qui-
etly reshaping how capital moves. Blended finance structures are bringing to-
gether actors who historically operated in isolation. Family offices are exploring
new ways to deploy risk tolerant capital. Governments are experimenting with
partnership models that multiply the impact of public funding.

These developments reflect a broader shift in thinking. For a long time phi-
lanthropy was defined primarily by generosity. Today it is increasingly defined
by stewardship.

Those who control capital are asking deeper questions about their role in
shaping the systems around them.

How can capital serve people and communities more effectively?
How can it accelerate solutions rather than waiting for them to mature?
How can it rebuild trust in institutions at a moment when that trust is badly

needed?
Catalytic philanthropy does not replace traditional giving. Hospitals still

need donors. Schools still need grants. Communities still need direct support.
But catalytic capital offers another path. It allows philanthropic dollars to do
more than fund programs. It allows them to unlock systems.
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In a world facing challenges that are systemic in nature, that distinctionmat-
ters.

This book arrives at an important moment in that conversation. It offers
both a framework and a set of practical ideas for those who steward wealth and
want to see it move with greater purpose. Mark’s argument is not that philan-
thropy should do everything. It is that philanthropy can help others do more.

The amplifier model invites philanthropists, investors, and policymakers to
see capital not simply as a resource to distribute, but as a signal capable of mobi-
lizing entire ecosystems of investment.

If even a modest share of global philanthropic capital adopted this mindset,
the consequences could be profound. Not because philanthropy alone can solve
the world’s problems, but because it can help unlock the capital that might.

Ultimately this book is not just about financial structures. It is about imagi-
nation.

It asks what becomes possible when generosity is paired with strategic
courage.

The coming decades will test howwisely we steward the wealth nowmoving
through our institutions and communities.

Philanthropy can remain a quiet force for good. Or it can become something
more catalytic. A signal that helps the rest of the systemmove.

The choice, as always, begins with the first dollar.



Author’s Note

Hector’s Foreword captures the question that brought this book into being.
What I want to add here is a note on why I felt I had to write it now.

Over the past two decades, working with founders, investors, and family
offices through periods of rapidwealth creation and increasingly complex capital
decisions, one pattern kept surfacing. When patient, risk-tolerant capital arrives
early, systems reorganise around it. When it does not, even strong ideas stall.
The pattern is structural rather than circumstantial. It repeats across sectors,
geographies, and decades.

The architecture of that pattern is what this book sets out to describe. Not
as theory, but as something already visible in the working practice of catalytic
finance. The ideas here are drawn from the lived experiences of philanthropists,
investors, policymakers, and founders who are testing new ways of putting cap-
ital to work, often without the language to describe what they are doing or the
frameworks to scale it.

My hope is that the book offers both perspective and practical guidance
for those who steward wealth and want to see it move with greater purpose.
The coming decades will test how wisely we deploy the resources now flowing
through our institutions and communities. If even a modest portion of that
capital takes a catalytic position, the possibilities for the world ahead expand
dramatically.

This book is an invitation to explore that possibility.
Mark Falzon





Note to the Revised Edition

The first edition of this bookwent to press in a year when the groundmoved
under the argument. Between the manuscript being locked and the book reach-
ing readers, official development assistance from the world’s largest donors fell
by close to a quarter, the United States closed its development agency, and a
newwaveofphilanthropicwealthbegan to formaround the artificial intelligence
industry at a scale that dwarfsmost of the inheritance projections the first edition
relied on.

None of that weakened the case. It sharpened it. The actor this book asked
to move first is now, in many places, the only actor left standing at the front of
the line.

This revised edition does four things. It updates every figure to the most
recent available data and acknowledges where estimates are contested. It adds a
second named, verified case, the Zero Gap Fund, alongside the Google Career
Certificates Fund. It closes a structural gap in the first edition by setting out the
eight guardrail principles that catalytic capital must observe, which the original
text promised and did not deliver. And it adds new material on the retreat of
public capital, the arrival of the AI wealth wave, guarantees and insurance as the
instruments now doing most of the work, the problem of measuring what has
actually been mobilised, and the particular position of Australian philanthropy
at this moment.

The core argument, the eight chapters, and the invitation at the end are un-
changed. What has changed is the urgency.

Mark Falzon, September 2026
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ANote on the Case Studies

Several of the case studies in this book draw together common patterns ob-
served across catalytic finance practice rather than describing a single named ven-
ture. Where a case is presented as composite, the structures, sequences, and out-
comes reflect documented dynamics in the field, but specific names, locations,
and amounts have been generalised to protect commercial confidentiality and to
keep the focus on the underlyingmechanics. Named cases, including theGoogle
Career Certificates Fund described in the Foreword and the Zero Gap Fund
described inChapter Four, are sourced and verifiable, and their figures are drawn
from the public reporting of the institutions involved. Readers seeking specific
examples are invited to explore the living library at www.mad.vc/philanthropy,
which maintains a current record of named ventures and structures as the field
evolves.





PROLOGUE

The Possible Future

WhenWealth Returns to the World

There are moments in history when the story of how the world works begins to
shift. Oldmyths aboutwealth, progress, and power dissolve, and something new
starts to emerge through the cracks. The future stops being an extension of the
past and becomes a possibility that demands our participation.

We are living in one of those moments now.
Over the next two decades, the largest intergenerational wealth transfer in

human history is unfolding. In the United States alone, Cerulli projects USD
124 trillion will change hands by 2048, with USD 18 trillion of that flowing
directly into philanthropy. The global figure is harder to fix with precision, but
the trajectory is clear: tens of trillions more will move into foundations, donor-
advised funds, and family offices worldwide. This is the largest voluntary redis-
tribution of private wealth ever attempted, an unprecedented opportunity for
capital to return to the world that created it.

The question is not whether this capital will move. The question is how it
moves, andwhether it moves in ways that release the systems our future depends
on.

At the same time, inequality has reached historic levels. Between 2000 and
2024, the richest 1 percent of the world’s population captured 41 percent of
all newly generated wealth. The bottom half received just 1 percent. Without
deliberate intervention, the coming wave of inheritance risks intensifying these
divides and locking in patterns that already strain the social fabric.
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We have never had more wealth dedicated to the public good. Yet we have
never been closer to losing the systems that sustain us.

Across the world, billions sit in foundation endowments, much of it con-
centrated in the United States and Europe. Donor-advised funds accumulate
flexible capital behind closeddoors. Family offices increasingly behave like lightly
supervised private equity platforms, influential and ubiquitous. Meanwhile, the
ventures working on the most urgent problems, climate resilience, food security,
mental health, water, education, community stability, remain chronically under-
funded and structurally unsupported.

The world is not short on capital. It is short on coherent, catalytic capital.
This book argues for a simple but powerful shift in howphilanthropic capital

behaves. Instead of acting only as a source of grants, philanthropy can act as an
amplifier, positioning capital so that one early dollar mobilises many others.

The Failure of “Business as Usual”

Nearly two decades ago, impact investing promised to bridge this gap. It be-
gan with risk-tolerant pioneers, investors willing to take subordinated positions,
accept concessionary returns, and build markets in places commercial money
ignored.

As the field scaled, it changed.
More than three-quarters of impact investors now target risk-adjusted,

market-rate returns. Impact investors account for just 6 percent of capital
commitments to blended finance structures, and more than 80 percent of even
that small share is invested on commercial rather than catalytic terms. Public
sources, primarily development finance institutions and government agencies,
now supply around 65 percent of all concessional capital. Private impact
investors increasingly occupy safer, senior positions. Concessionary capital, the
lifeblood of catalytic finance, has become rare.

Impact investing has not failed. But it has lost much of its catalytic edge.
Which brings us back to philanthropy.
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TheMost Powerful Dollar in the World

Blended finance is now widely understood as the use of catalytic capital from
public or philanthropic sources to increase private investment in sustainable de-
velopment. Philanthropy sits at the heart of that definition.

A philanthropic dollar placed early, structured as first-loss capital, a guar-
antee, or deeply patient equity, can change the psychology of risk for other in-
vestors, absorb uncertainty in ways private capital cannot, draw in government
matching and co-investment, bring family offices and institutions off the side-
lines, and give founders and communities the runway needed to build durable
solutions.

Whenphilanthropymoves first, it becomes an amplifier. Onedollar becomes
ten. Ten becomes fifty. Fifty becomes a system bent in a new direction.

This is not abstract. It is already happening:

• A catalytic tranche enabling hundreds ofmillions in clean energy investment
across emerging markets.

• Philanthropic guarantees underwriting water and sanitation loans for low-
income households, mobilising commercial lenders who would never have
entered alone.

• Early catalytic commitments drawing corporate and institutional capital
into climate adaptation projects once considered too risky.

The problem is not knowledge. It is consistency. As Hector describes in
the Foreword, a relatively small philanthropic commitment can open entirely
newfinancial pathways thatmarkets alone could not create. We understand how
catalytic capital works. We simply do not use it often enough, at scale, or with
shared intent.

The Soul of the SystemWe Are Funding

Beneath the mechanics, structures, and capital flows lies a deeper question:
What kind of world are we trying to fund?
Capital is not neutral.
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Every dollar reinforces aworldview, aboutwhatmatters, howvalue is defined,
and what is worth building.

If we see the world as a set of markets to optimise, capital behaves one way.
If we see it as a living system to steward, capital behaves another.
The system this book imagines is grounded in several principles. Steward-

ship: land, water, culture, and people are relationships to be honoured, not
assets to be extracted. Interdependence: capital connects rather than separates,
recognising shared fate rather than fragmented interests. Courageous imagina-
tion: new futures are funded not because they are certain, but because they are
necessary. Repair and remembrance: regeneration includes truth-telling and
healing, not just innovation. Long time: investment horizons extend beyond
quarters or election cycles into generational time. Ceremony and relationship:
money is treated not simply as a tool, but as energy that carries intention and
consequence.

This is the deeper architecture of catalytic philanthropy, the real work under-
neath the financial work.

What This Book Offers

This book is both pragmatic and aspirational. It provides a diagnosis of
why capital remains stuck despite unprecedented availability, a framework
for designing catalytic capital that multiplies rather than drips, stories where
catalytic philanthropy has already accelerated systems change and where its
absence has stalled progress, a blueprint for philanthropists, family offices,
foundations, boards, and governments seeking to align capital with courage, an
exploration of the soul of the systems we are trying to build and the role wealth
must play in stewarding them, and an invitation to step into a new story of
wealth, one where capital returns to the world that enabled its creation.

It is written for those who know that business as usual cannot meet this
moment, and for those who feel the weight and the possibility of stewarding
capital in a time when the next decades will shape the next centuries.

The Possible Future is not guaranteed. It is within reach if wealth chooses to
become catalyst.
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Welcome to Philanthropy as Amplifier.





CHAPTER ONE

The Great Capital Return

Why the Next Twenty Years Matter More Than the Last Two
Hundred

Every era has an organising force, something that determines how societies grow,
who thrives, what systems endure, andwhat possibilities emerge. In the agrarian
age, that force was land. In the industrial age, it was machinery. In the digital
age, it became data.

In the twenty-first century, that organising force is capital. Not abstract
financial capital, but the movement of capital: where it goes, when it goes, who
activates it, and what it makes possible.

Right now, capital is poised for the most significant transition in human
history. This is theGreat Capital Return.

Over the next twenty years, more wealth will transfer between hands, gen-
erationally, institutionally, and philanthropically, than in the previous two cen-
turies combined.

The numbers are staggering:

• In theUnited States alone, Cerulli projects USD124 trillionwill shift across
generationsby2048,withUSD18 trillionof that flowing intophilanthropic
vehicles.

• Global figures are harder to pin downwith precision, but parallel intergener-
ational transfers across Europe, Asia, and theMiddle East suggest the world-
wide total is significantly larger.
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• Family offices, now one of the fastest growing capital structures on the
planet, already influence trillions in assets and are set to inherit even more.

• Donor-advised funds continue to accumulate flexible capital at unprece-
dented speed, often without equivalent deployment. In the United States
they now receive around 15 percent of all charitable contributions and close
to a quarter of individual giving.

Estimates of the headline figure varywithmethod. In 2026Visa’s economists
published a narrower measure, counting only assets passing from baby boomers
to their children, and arrived at roughly USD 36 trillion over twenty years.
Cerulli’s figure counts spousal transfers, charitable flows, and all older genera-
tions, and stands at USD 124 trillion. The gap is one of scope, not disagreement
about the direction of travel. The argument of this book does not rest on the top-
line number. It rests on a fact both measures share: the transfer is concentrated.
Cerulli estimates that more than half of it, around USD 62 trillion, will come
from high-net-worth and ultra-high-net-worth households that together make
up two percent of American families. A small number of decision-makers will
determine where an extraordinary share of this capital lands.

Foundation endowments hold scale of their own. The Harvard Kennedy
School’s 2018 Global Philanthropy Report identified more than USD 1.5
trillion in global foundation assets across 260,000 foundations, heavily concen-
trated in the United States and Europe. US foundations alone now hold close
to that figure, with global totals materially higher. Giving USA’s 2026 report
put US foundation giving at USD 117 billion for 2025, the fourth consecutive
year above USD 100 billion, within a record USD 617 billion of total American
charitable giving. Global foundation giving is likely well above USD 150 billion.

The choicesmade by foundations, family offices, andpublic institutions over
the next two decades will determine whether this capital accelerates systemic
solutions or remains largely passive.

The SecondWave: Wealth From Intelligence

Inheritance is not the only source of new philanthropic capital, and it may no
longer be the fastest.
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A second wave is forming around the artificial intelligence industry. The
foundation attached toOpenAI holds roughly a quarter of that company, a stake
valued in the hundreds of billions of dollars. The founders of Anthropic have
pledged to give away the large majority of their wealth. In October 2025 ten
of America’s largest foundations, led by MacArthur and Omidyar, launched a
pooled USD 500 million initiative to shape how that technology serves people
rather than the reverse. Commentators inside the sector now speak of a third
wave ofAmerican philanthropy, the first two having been the industrial fortunes
of the early twentieth century and the technology fortunes of the early twenty-
first.

Three things distinguish this wave from the inheritance transfer. It is faster:
the wealth is being created in years, not passed down over decades. It is more
concentrated: a few dozen people control most of it. And it arrives without
institutional habit. These holders have no foundation boards, no legacy grant
cycles, no risk committees built in 1975. They have the freedom to design their
philanthropic identity from first principles, and most of them have spent their
careers deploying capital at exactly the early, uncertain, risk-absorbing stage this
book describes.

That is both the opportunity and the hazard. The same instincts that build
a company can distort a system. The chapters that follow are written with this
reader in mind as much as the trustee of a fifty-year-old foundation.

The Public Layer Retreats

While private wealth accumulates, public capital is withdrawing.
In 2025 official development assistance from themembers of the OECD fell

by close to a quarter in a single year, from around USD 215 billion to USD
174 billion, the largest annual drop since records began. The United States,
which had been the world’s largest donor, cut its foreign aid by more than half
and closed its development agency in July of that year. Germany, the United
Kingdom, Japan, and France all reduced their commitments in the same period,
the first time all five leading donors had cut simultaneously. Health funding to
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lower-income countries was projected to fall by as much as 60 percent from its
2022 peak.

For most of the past two decades, blended finance structures have relied on
public and development-agency capital to supply the concessional layer. That
layer absorbed the first risk so that private capital could follow. It is now shrink-
ing at the moment demand for it is rising.

Philanthropywas asked, in the first edition of this book, tomove first because
it was the actor best placed to do so. It is now being asked to move first because,
in a growing number of places, no one else will. The stakes of the argument have
changed. The argument has not.

On paper, this should be a moment of extraordinary possibility.
Amomentwhen capital, liberated from founders and redistributed into new

hands, flows into climate resilience, food security, water access, mental health,
public health, education, and community stability.

A moment when wealth finally becomes a force for systems change rather
than systemic strain.

But the numbers hide a deeper truth.
The world is not short on capital.
The world is short on capital willing to move first.

The Paradox of Abundance

We live in an era defined by a profound contradiction.
The greatest accumulation of philanthropic and private wealth in history is

occurring alongside the greatest set of global challenges in history.
The contrast is stark:

• We have trillions of philanthropic dollars sitting in foundations, DAFs, and
family offices.

• Yet the ventures working on humanity’s most urgent problems struggle for
early stage funding.

• Wealth concentrates faster each year, while inequality widens at a pace not
seen since the industrial revolution.

• Technology accelerates, but social safety nets lag behind.
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• Climate instability intensifies, yet catalytic investment into adaptation, food
systems, and community resilience remains comparatively small.

It is not that wealth holders lack intention.
It is that the system for deploying wealth is misaligned with the realities of

the world it claims to serve.
Most philanthropic capital remains structured for a slower, simpler, more

local era:

• Annual grant cycles
• 5 percent payout rates
• Endowments invested in conventional markets
• A preference for proven models over emerging ones
• A desire for certainty over catalytic impact
• A governance culture that rewards caution more than courage

These structures have tremendous value. But theywere built for incremental
service, not systemic transformation.

Meanwhile, the world now operates on exponential curves.
Philanthropy does not.

A System That Cannot Keep Pace

Themismatch between global need and philanthropic velocity is not merely un-
fortunate. It is structural.

Several forces keep philanthropic capital from acting at the speed required.
1. Legacy Governance Models
Boards prioritise preservation over activation. Risk committees resist un-

certainty. Investment committees optimise for the endowment rather than the
mission.

2. Fragmentation Across Capital Types
Philanthropy acts alone. Government acts reactively. Private investors act

cautiously. Impact investors increasingly behave like traditional investors. There
is no shared architecture for coordination.

3. Cross Border Friction
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Around the world, tax and regulatory frameworks make global giving diffi-
cult.

The 2025 Global Philanthropy Environment Index confirms that cross bor-
der flows are the weakest area of global philanthropy, even as global problems
increasingly require cross border solutions.

4. Misaligned Incentives
Foundations are rewarded for stability, not innovation. DAFs reward accu-

mulation rather than deployment. Family offices reward growth rather than risk
taking. Impact funds reward performance rather than catalyticity.

These incentives are rational within the system.
Yet collectively they are catastrophic for the system.
5. The Illusion of Safety
Many philanthropists believe the safest move is to wait.
But when the world is accelerating, waiting carries greater risk than moving

first.
The result is a philanthropic engine that is powerful but stalled, filled with

fuel but lacking ignition.

TheMissing Middle

If we map the movement of philanthropic capital, a troubling pattern emerges.

• Most giving goes to immediate service delivery or legacy institutions.
• Most investing goes to late stage, proven ventures.
• Very little funding goes to the middle, the early, risky, systemic work that
allows new solutions to scale.

This “missing middle” is precisely where the world’s most urgent ventures
live:

• Community led climate adaptation
• Regenerative food systems
• Water security
• Education innovation
• Mental health infrastructure



The Great Capital Return 13

• Prevention based health models
• Public good technology
• Clean energy access
• Circular supply chain transitions

These are not charity projects.
They are the scaffolding of a livable future.
Yet they remain capital starved because they fall between two paradigms:

• Too risky for commercial investment
• Too complex for traditional philanthropy

This middle zone is where catalytic capital belongs.
The workforce financing model Hector describes in the Foreword is one ex-

ample of this middle zone in action: philanthropic capital absorbed early uncer-
tainty, and the rest of the capital system reorganised around that signal.

Why the Next Twenty Years Are a Hinge in History

Humanity rarely receives amoment like this, amoment when the scale of capital
and the severity of global challenge converge.

The Great Capital Return is not merely a demographic phenomenon.
It is a civilisational one.
The decisions wealth holders make in the next twenty years will determine:

• how fast climate adaptation scales
• how food systems transition
• howmental health infrastructure evolves
• how water security stabilises
• how education reimagines itself
• whether community resilience grows or fractures
• whether inequality deepens or narrows
• whether the world we pass onward is coherent or collapsing

We are not simply inheriting wealth.
We are inheriting responsibility.
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For the first time, philanthropy has the potential not merely to support the
world, but to activate it.

Catalytic Philanthropy: TheMissing Archetype

The world does not need philanthropy that fills gaps.
It needs philanthropy that opens pathways.
Catalytic philanthropy is the archetype missing from the current capital ar-

chitecture. It is the philanthropic identity that matches the scale and speed of
this moment.

Catalytic philanthropy moves first. It absorbs uncertainty, signals con-
fidence, draws in private investment, brings government into alignment,
mobilises institutional capital that has been waiting on the sidelines, anchors
community-led work that markets ignore, and multiplies impact far beyond its
own financial footprint.

It is not more generous than traditional philanthropy. It is more strategic,
more architectural, more interdependent.

Most importantly, catalytic philanthropy positionswealth not as an end, but
as a beginning.

The Call of This Moment

The Great Capital Return is already in motion. The question is not whether
wealth will move, but how. Cautiously, incrementally, in fragments, or catalyti-
cally.

This book argues for the latter. Not because catalytic philanthropy is fashion-
able, but because it is structurally effective. Not because the world needs more
philanthropy, but because the world needs philanthropy that multiplies.

The next chapters explore how this shift happens: how capital moves from
stagnation to flow, from fear to confidence, from isolation to integration, from
generosity to geometry.

This is the beginning of the descent. The clear-eyed recognition of where
we are, what is at stake, and why the future depends on reimagining howwealth
returns to the world.



CHAPTER TWO

The Bottleneck

How Systems, Laws and Institutions Keep Capital FromMoving

If the Great Capital Return represents the potential of this moment, the Bot-
tleneck represents its constraint. It is the invisible machinery (psychological,
legal, institutional, structural) that determines whether catalytic capital flows or
remains inert.

To understand why philanthropy struggles to act catalytically, we must ex-
amine the systems that hold it in place. Wealth does not move freely. It moves
through structures, and structures shape destiny.

1. The Apparatus of Caution

Philanthropy was built to be careful. Foundations were designed for stability:
steady payouts, defensive portfolios, slow cycles, conservative governance.
Donor advised funds (DAFs) were designed for tax optimisation and long-
term giving flexibility, not systemic activation. Family offices were designed
around stewardship, privacy, and intergenerational preservation.

Family offices were designed around stewardship, privacy, and intergenera-
tional preservation.

These structures make sense when the goal is preservation. They become
problematic when the world requires mobilisation.

Across global philanthropy, five governance behaviours reinforce caution.
Preservation over activation: endowments aim to last forever, even when the
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world cannot wait forever. Certainty over discovery: boards favour what has
worked before rather than what might work next. Consensus over courage: de-
cisions require alignment among trustees who often do not share the same risk
appetite. Optics over outcomes: philanthropists fear reputationalmisstepsmore
than missed opportunity. Incrementalism over systems change: grants are struc-
tured as isolated interventions rather than leverage points.

These tendencies are not moral failings. They are the inherited architecture
of an earlier era. But when the world accelerates, old architectures become bot-
tlenecks.

2. The Geography of Philanthropic Stagnation

Global data reveals a troubling pattern. The world holds well over USD 1.5 tril-
lion in foundation assets, mostly concentrated in the United States and Europe,
yet most of these assets are not deployed catalytically. They sit in conventional
portfolios, surrounded by long-standing restrictions. More than 90 percent of
foundations globally hold less thanUSD10million in assets, too small to absorb
risk independently. Foundations outside the United States and Europe remain
underdeveloped, underfunded, and often politically constrained.

The 2025 Global Philanthropy Environment Index makes the bottleneck
explicit. The overall global environment score sits at 3.60 out of 5, moderately
favourable. Theweakest dimension globally is cross-border philanthropy, where
enabling conditions scored 3.40, the lowest of all indicators.

In a world where climate, food, water, and health challenges are transna-
tional, the regulatory environment for philanthropy remains fundamentallymis-
aligned with reality. Philanthropy cannot scale systems change when the system
it operates inside is not designed to move.

3. The Tax Paradox

Almost every OECD country provides some form of tax incentive for philan-
thropy. In theory, these incentives should accelerate giving. In practice, they
create a paradox: they reward donating but not activating, encourage parking
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money in philanthropic vehicles without incentivising catalytic deployment,
and reinforce control rather than coordination.

The examples are familiar. DAFs in the United States allow donors to claim
tax benefits immediately but face no minimum payout requirement, so assets
accumulate faster than they are deployed. American tax reform that took effect
in 2026 tightened the deduction rules for large donors and excluded DAF con-
tributions from the new deduction for non-itemisers, but left the absence of a
payout requirement untouched. Foundations face minimal payout rates, often
around 5 percent annually, which means roughly 95 percent of capital typically
remains invested in portfolios unaligned with mission. Australia moved in the
opposite direction, lifting the minimum distribution for its private and public
ancillary funds to 6 percent from the 2026-27 financial year, a small but telling
signal that regulators are beginning to ask what the other 94 percent is doing.
Cross-border giving is heavily restricted, particularly in Australia, East Asia, and
parts of Europe, leaving philanthropy unable to respond to global needs with
global flexibility.

The tax infrastructure of philanthropy is structurally conservative. It
rewards capital retention and unintentionally penalises catalytic deployment.
The Bottleneck is not a failure of generosity. It is a failure of design.

4. Impact Investing Lost Its Catalytic Edge

For a brief moment, impact investing seemed poised to solve the Bottleneck.
Its early pioneers took risks and fundedmarkets traditional investors ignored.
But as the field professionalised, something shifted.
Recent data from the Global Impact Investing Network and Convergence

reveals the scale of that shift:

• More than 75 percent of impact investors now target risk-adjusted, market-
rate returns.

• Impact investors supplied just 6 percent of capital commitments to blended
finance structures over the past three years, roughly 400 million dollars in
total.
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• More than 80 percent of even that small share was invested on commercial
terms, primarily as senior equity or debt rather than first-loss or subordi-
nated positions.

• Around 65 percent of all concessional capital, the catalytic layer that makes
blended finance possible, comes from public sources rather than from im-
pact investors or philanthropy.

• The GIIN’s 2025 survey found that while 44 percent of impact investors
had participated in blended finance, only a quarter had ever deployed con-
cessional or grant capital. The rest entered at market rate.

Impact investing became a destination for capital, not a catalyst for systems
change. Its maturation increased legitimacy and reduced willingness to take cat-
alytic risk in roughly equal measure. And the field kept growing: impact assets
under management in the GIIN’s sample reached USD 448 billion in 2025, up
fromUSD 249 billion the year before. More capital, less of it catalytic.

This explains why philanthropic catalytic capital is so urgently needed. Im-
pact investors have moved up market. Public capital, which has carried most of
the concessional load until now, is in retreat.

A distinction matters here, because the data above shows public agencies
supplying most concessional capital and a careless reading would conclude that
governments do move first. They do, but only at one stage. Development fi-
nance institutions and government agencies can take concessional positions in a
fund or facility once it exists, once a track record has been established, and once
the structure can survive the scrutiny of a public accountability process. What
they cannot do, by design, is take the earliest position of all: the one that creates
the structure, backs the unproven model, and absorbs the uncertainty that has
no data behind it yet. That is the position the rest of this book is about. It sits
before the point atwhich public capital is permitted to enter. Only philanthropy
remains structurally free to occupy it.

The Bottleneck persists because the one actor designed to move first has
rarely been equipped, or encouraged, to do so.
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5. Bureaucratic Gravity and the Pace Problem

Philanthropy’s internal processes were designed for stability. Grant applications,
committee approvals, annual budget cycles, and long deliberation periods create
order and accountability.

But global crises operate on vastly shorter timelines. Climate feedback loops
accelerate. Food shocks ripple through supply chains in weeks. Water scarcity
expands exponentially. Misinformation spreads across populations in minutes.
Artificial intelligence reshapes markets in months, not years.

The philanthropic process is increasingly outpaced by the dynamics it seeks
to influence. The world moves in days and months. Philanthropy moves in
quarters and years. Governments move in election cycles. Institutions move in
decades.

Catalytic capital must operate at the speed of the problem, not the speed of
the committee.

6. The Institutional Fear of Being First

Across philanthropists, foundation boards, family offices, and even impact in-
vestors, the same sentence emerges repeatedly: “We love this idea. We just do not
want to be first.”

The fear is understandable. Reputational harm. Backing the wrong initia-
tive. Being exploited by other investors. Explaining catalytic losses to a conserva-
tive board. Innovation without precedent.

But theworld’smost urgent problems are pre-precedent, not post-precedent.
If everyone waits for someone else to go first, nothing moves.

This is the psychology of the Bottleneck. It may be the single most powerful
inhibitor of catalytic action.

7. Financial Products Work Against Systems Change

Most philanthropic vehicles replicate the structure of conventional finance.
Foundations sit on endowments invested for market-rate return, with mission-
aligned work funded from a small payout. DAFs operate as indefinite holding
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structures where capital can remain undeployed for long periods. Impact funds
becomemarket-rate fundswith social language,where catalytic positions are rare.
Family offices run diversified portfolios, often guided by advisors incentivised
to protect assets under management rather than mobilise capital.

These products were designed for stability, preservation, and risk manage-
ment, not catalytic movement. The product is rational for the institution. The
outcome is irrational for the world.

8. The Hidden Costs of Inaction

Every year catalytic capital does not move:

• founders burn out
• communities lose resilience
• climate adaptation falls behind
• fragile systems weaken
• government programs fail to scale
• institutional trust declines
• inequality widens
• social cohesion erodes

The Bottleneck has human, institutional, and planetary consequences.
We often measure philanthropic impact by what is funded. The deeper

measure may be what remains unfunded, the opportunities lost because capital
stayed still.

9. The Loop That Keeps Capital Frozen

Mapped together, the behavioural, structural, and institutional forces that bind
philanthropy reveal a closed loop. Capital is abundant, but locked in vehicles
designed for caution. Mechanisms are outdated, built for incremental giving
rather than systemic activation. Regulation restricts movement, particularly
cross-border and catalytic flows. Institutions reward preservation, with boards
fearing downside more than stagnation. Impact investing has moved upmarket,
leaving a catalytic vacuum. Government cannot move first, because public
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capital requires private confidence before deploying at scale. And so everyone
waits for someone else, with courage outsourced to no one.

This is the Bottleneck. A system designed to produce exactly the outcomes
we see. Because the loop is systemic rather than personal, it cannot be disrupted
by good intentions alone. It requires a new architecture, one that redefines the
purpose of the philanthropic dollar.

10. Why Recognising the BottleneckMatters

This chapter is not an indictment of philanthropy. It is an explanation. A sys-
temic diagnosis.

To release catalytic capital, wemust understand the forces that keep it frozen.
The Bottleneck is not created by lack of generosity, intelligence, resources, or
intention. It is created by structures and incentives that made sense in one era
but no longer match the world we inhabit.

Without understanding the Bottleneck, catalytic philanthropy remains a
hopeful idea. With understanding, it becomes a practical strategy.

The next chapter introduces that strategy, not as theory, but as a set of struc-
tures, sequences, and multipliers that turn one dollar into many and transform
philanthropic capital from a passive resource into an active force for systems
change.





CHAPTER THREE

Catalytic Capital

What It Is, How It Works, andWhere It’s Already Emerging

Every system that ever transformed, economically, politically, socially, did so
because someone went first. Someone absorbed uncertainty. Someone made
the early commitment that allowed others to act.

In the world of capital, that early commitment is not a philosophical idea. It
is a financial structure. Catalytic capital is that structure.

It is one of themostmisunderstood, underused, and powerful tools available
tophilanthropists, family offices, foundations, governments, and impact-aligned
investors. It is the bridge between the world we have and the world we need.

This chapter explains what catalytic capital is, how it works, and why it is
already emerging around the world, often quietly, sometimes imperfectly, but
always with transformative potential.

1. What Catalytic Capital Actually Is

Catalytic capital is not charity, not impact investing with softer edges, not high-
risk venture philanthropy. It is a specific role in the capital stack:

Capital that moves first, absorbs uncertainty, and draws in additional invest-
ment that would not have happened otherwise.

What defines catalytic capital is function, not cost. It has three core traits.
Early. It enters before commercial investors, beforemodels are proven, before

markets are mature. It is the source of confidence.
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Risk-absorbing. It accepts potential loss, not recklessly but strategically, so
others can enter confidently and sustainably.

Mobilising. It draws in other capital: private investment, institutional
commitments, government matching, corporate syndicates, and adjacent
philanthropic flows.

In short, catalytic capital multiplies. Where traditional philanthropy funds
activities, catalytic philanthropy funds possibility.

2. How Catalytic Capital Works: The Five Roles

Across every functioning blended finance or catalytic investment structure, cat-
alytic capital consistently performs five roles. They are universal across sectors,
from climate to water, food to health, education to community resilience.

The signal role: catalytic capital is the first yes. It changes the psychology of
risk by showing that someone has done the work and believes in the model.

The de-risking role: it absorbs uncertainty through first-loss positions, guar-
antees, concessionary equity, flexible debt, or outcomes-based repayment.

The alignment role: it brings private, public, and philanthropic actors into
coherence, creating shared direction and shared confidence.

The activation role: it triggers adjacent capital streams, co-investors, corpo-
rate strategic funds, DFIs, pension-aligned vehicles, and other philanthropists.

The stabilisation role: it supports long-term resilience through evergreen
structures, recycled repayments, catalytic reserves, and multi-year funding sta-
bility.

These five roles turn catalytic capital from a grantwith a twist into infrastruc-
ture. Catalytic capital is the scaffolding of systems change.

3. How 1 Becomes 10, and 10 Becomes 20

The multiplication effect of catalytic capital is not magical. It is mathematical,
driven by sequence rather than scale.

Across the world, catalytic structures consistently follow a capital choreogra-
phy: 1→ 3→ 5→ 10→ 20.
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A philanthropic dollar provides early signal and absorbs uncertainty. Private
dollars follow because risk has shifted. Government dollars align because credi-
ble partners are now at the table. Adjacent dollars, corporate, institutional, and
DFI, enter becausemomentum is visible. Systems stabilise, attracting evenmore
capital.

The catalytic effect is a cascade, not a subsidy.

4. What the Cascade Looks Like in Practice

One example, sketched briefly here and told in full in the next chapter, shows
the choreography at work.

A pan-African distributed solar company needed capital to scale. Private
investors were interested, but early market volatility made them cautious. The
solution was a USD 10 million philanthropic first-loss tranche inside a USD
110 million blended fund. Philanthropy agreed to absorb early losses. DFIs
entered next with USD 40million of senior capital. Private funds followed with
USD 60million in commercial commitments. Local banks joined with working
capital once default data improved. Ten million drew in one hundred million
and electrified more than 350,000 households.

This did not happen because the technology was new. It happened because
the structure was new.

Chapter Four sets out this case and five others in full, alongside a named and
publicly reported fundwhose thirtymillion dollars of catalytic capital has drawn
in more than a billion. The pattern is the same in every one: someone absorbed
uncertainty early, the risk shifted, and the rest of the stack moved.

5. Catalytic Capital Is Already Emerging, But Without a Shared
Language

Across climate, water, food, health, education, community development, and
public good technology, catalytic capital is appearing everywhere. But it tends
to be accidental, under-theorised, unreported, and structurally inconsistent. It
is often invisible to policymakers, mislabelled as grantmaking,misunderstood by
boards, and treated as one-off innovation rather than replicable architecture.
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This lack of shared language is itself a bottleneck. There is no common tax-
onomy for catalytic tranches, risk-sharing structures, first-loss vehicles, blended
finance templates, governance guardrails, multiplier equations, or cross-sector
collaboration patterns.

Catalytic capital has outgrown its vocabulary. This book is one attempt to
give it the language and structure it needs to scale.

6. Catalytic Capital vs. Traditional Philanthropy vs. Impact Investing

The distinctions matter, particularly for boardrooms, family offices, and govern-
ments deciding where to position their capital.

Traditional philanthropy funds projects, seeks certainty, prioritises service
delivery, focuses on direct outcomes, often operates locally, and works last in the
chain. Impact investing funds businesses, seeks risk-adjusted return, prioritises
investability, tracks financial and social metrics, often works in defined sectors,
and enters after proof. Catalytic capital funds possibility, seeks leverage rather
than return, prioritises systemic activation, focuses on multipliers rather than
outputs, operates across sectors, and works first.

Catalytic capital fills the missing middle, the zone between charity and com-
merce, between direct service and market scale. The world’s greatest challenges
live in that middle zone.

One further distinction needs drawing, because the philanthropic field has
spent the past several years moving in a direction that can look like the oppo-
site of what this book proposes. Trust-based philanthropy asks funders to give
unrestricted, multi-year grants with light reporting, on the principle that the
organisations closest to a problem knowbest how to spend themoney. Charities
everywhere confirm the need: in the Charities Aid Foundation’s 2025 global
survey, financial sustainability was the most cited challenge, restricted funding
a persistent complaint, and organisations with diverse income were three times
as confident they could meet rising demand. Catalytic philanthropy is not in
tensionwith any of that. Trust-based grants answer the question of how to fund
organisations that already exist and already work. Catalytic capital answers a
different question: how to bring into existence the financial structures, markets,
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and systems thatwill let those organisations stop depending on grants at all. One
is about the relationship between funder and grantee. The other is about the
architecture around both of them. A foundation can, and probably should, do
both. The error is to think the first makes the second unnecessary.

7. The Properties of Catalytic Capital

Catalytic capital has three defining qualities.
Asymmetric impact: the influence of catalytic capital is disproportionate to

the dollars deployed. Its role is to release systems, not to fund them alone.
Renewable impact: catalytic capital often recycles through repayments, re-

leased guarantees, equity exits, or reallocation into new catalytic vehicles.
C.Multiplicative Impact
Its success is measured by the capital it mobilises, not the grants it gives.
A catalytic dollar may not directly fund everything.
But it makes everything fundable.

8. TheWhy, Synthesised

The world needs catalytic capital because climate solutions are capital intensive
and risk asymmetric, because water and food systems require early investment
before markets materialise, because mental health and education innovations
need patient capital, because public capital cannot take the earliest position and
is now retreating from the positions it could take, because impact investing has
drifted, because community-led innovation cannotmeet commercial thresholds,
and because systemic change requires early, risk-absorbing, confidence-building
capital.

If philanthropy does not fill this role, no one else will.

9. Where This Chapter Leads

Wenowunderstandwhat catalytic capital is, how itworks, what roles it performs,
how it multiplies, and where it is already emerging.
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The same principle repeats across sectors. Climate funds, workforce
financing models, regenerative agriculture platforms, and health infrastructure
all demonstrate the same structural truth: when catalytic capital moves first, the
rest of the system begins to move with it.

The next chapter shows that pattern in detail, through one named fundwith
public numbers, five composite cases drawn from the field, and one failure that
showswhat happens when the catalytic layer is missing. Chapter Five then turns
to design: how to build a catalytic position deliberately, and the guardrails that
keep it from distorting the systems it is meant to serve.



CHAPTER FOUR

Proof of Concept

Stories of Amplification, andWhat They Reveal

Catalytic capital is more than a philosophy. It is a repeatable, observable pattern
emerging quietly across the world. In every region, across climate, water, hous-
ing, food systems, mental health, education, and community resilience, catalytic
capital has already begun to reshape what is possible.

The stories rarely make headlines. They sit beneath the surface of the global
financial system like tectonic plates, shifting the terrain long before anyone re-
alises what moved.

This chapter offers a selection of stories shaped by the same underlying logic.
Each reveals a different dimension of the amplifier model: how catalytic capital
behaves, how systems respond, howmultipliers emerge, andwhat happenswhen
catalytic elements are missing.

These are not abstractions. They are proof. And they show, with clarity and
precision, why the world needs catalytic philanthropy now.

The chapter opens with a named fund whose numbers are public. It then
moves throughfive composite cases drawn from theworking practice of the field,
as described in the note at the front of this book, and closes with a failure.

THENAMEDCASE: THE ZEROGAP FUND

Thirty Million That Moved a Billion
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In 2019 the Rockefeller Foundation and the John D. and Catherine T.
MacArthur Foundation established the Zero Gap Fund, a pool of catalytic
capital designed to close the financing gap for the United Nations Sustainable
Development Goals. The fund’s mandate was deliberately narrow: take the
early, flexible, risk-tolerant position in structures that mainstream investors
would not enter first, and see howmuch private capital followed.

The fund committed USD 30 million across twelve investments in food se-
curity, climate adaptation, healthcare access, and employment. In July 2026
the two foundations published their seventh annual portfolio report. By that
date the thirty million had mobilised more than USD 1.05 billion in private
investment. A leverage ratio of thirty-five to one.

Three things about the case deserve attention.
The multiplier is larger than any of the composite cases that follow, and it is

not a projection. It is audited portfolio data from two of the oldest foundations
in the world.

The timing matters. The 2026 report was released, in the foundations’ own
words, amid sharp cuts to development assistance. The fund was designed in a
world where public concessional capital was assumed to be available. It has kept
multiplying in a world where that assumption no longer holds.

And the structure is ordinary. Nothing in the Zero Gap Fund required a
new instrument or an exotic vehicle. It required two institutions willing to put
a modest amount of capital in the position where uncertainty was highest, and
to keep it there long enough for the rest of the stack to organise around it.

The Zero Gap Fund and the Google Career Certificates Fund are different
in scale, sector, and geography. They share one design decision: philanthropic
capital placed first, on flexible terms, with the explicit purpose of drawing in
capital that would not otherwise have moved. That decision is the subject of
every case that follows.

1. CLEAN ENERGY ACCESS

A First-Loss Layer That Electrified a Continent
Context



Proof of Concept 31

Sub-SaharanAfrica has some of theworld’s highest solar potential, and some
of the lowest rates of electricity access.

Distributed solar companies can scale rapidly, but early stage financing is
nearly impossible. Investors demand a track record. Banks demand collateral.
Governments demand evidence.

The stalematepersisted for years. Technology existed. Demandwas real. The
financial bridge that could allow scale had not yet appeared.

The Founder’s Decision
The founder of the solar venture understood the problem clearly. The tech-

nologyworked. Demandwas clear. Communitieswere ready. Whatwasmissing
was not a product or a market, but the financial bridge that would allow the
company to move from pilot programs to meaningful scale.

In meetings with investors, the conversation often followed a predictable
pattern. Investors liked the model, admired the mission, agreed that distributed
solar could transform energy access across the region. But the next sentence was
almost always the same: “Come back when you have a larger track record.”

For the founder, this was the paradox. Without capital, there could be no
track record. Without a track record, there could be no capital. It is a stalemate
many early-stage ventures in emerging markets know well.

The company did not need charity. It needed a capital structure that could
absorb the early uncertainty long enough for the model to prove itself.

The Investor’s Hesitation
For commercial investors, the hesitation was rational. Distributed solar in

emerging markets carries several layers of uncertainty: currency volatility, re-
payment data, regulatory change, and infrastructure risk. Even investors who
believed in the long-term potential of the sector found it difficult to justify early
exposure.

One investor described the dilemma simply: “The business model makes
sense. The impact is clear. But without early data, we cannot justify the risk
to our investment committee.”

This is where most systems stall. Ideas are not rejected; they are postponed.
Capital waits for evidence. Evidence waits for capital. The loop closes.
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The Structural Insight
The breakthrough did not come from improving the technology or refining

the business plan. It came from changing the position of capital in the structure.
The philanthropic foundation that provided the USD 10 million catalytic

tranche did not attempt to fund the entire solution. Instead, it occupied the pre-
cise layer where uncertainty was highest. That single structural decision shifted
the risk profile of the entire fund.

Once early losses were buffered, development finance institutions could jus-
tify their participation. OnceDFIs entered, private funds saw a credible pathway.
Once repayment data began to accumulate, local banks gained confidence to
provide working capital.

The catalytic layer did not remove risk from the system. It reorganisedwhere
that risk lived. And that changewas enough to release the rest of the capital stack.

What changed was not the technology. What changed was the position of
risk inside the system.

The Structure
A global climate foundation provided a USD 10 million first-loss tranche

within a USD 110 million blended fund designed to expand distributed solar
across East and West Africa. The catalytic tranche absorbed early performance
risk, de-risked currency volatility, and validated the underlying business models.

TheMultiplier
Within six months, DFIs committed USD 40 million. Private funds com-

mittedUSD60million. Local banks began issuingworking capital loans once re-
payment data strengthened. Governments started pilot subsidy schemes aligned
with the fund’s metrics.

The philanthropic dollar did not power a single solar panel. But it powered
the system that powered them.

The Outcome
More than 350,000 households gained access to electricity. Several countries

later integrated similar structures into national clean-energy policies.
This is catalytic capital as ignition.
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2. WATERAND SANITATION

The Guarantee That Created a Market
Millions of households across South Asia lack access to safe water or sanita-

tion. Traditional lenders see this segment as high risk, low margin, and opera-
tionally complicated.

A philanthropic institution offered a partial credit guarantee covering up to
20 percent of potential losses for commercial banks willing to enter the water
and sanitation loan market.

TheMultiplier
The effect was immediate:

• Two commercial banks deployed over USD 50 million
• Default rates remained below 2 percent
• Lenders developed in-house expertise
• Repayment cycles were fast enough to recycle capital

The guaranteewas almost never called, butwithout it the capital neverwould
have moved.

The Outcome
More than 500,000 households gained access to water or sanitation infras-

tructure.
Catalytic capital’s power is not in risk taking.
It is in risk shifting.

3. REGENERATIVE AGRICULTURE

Patient Capital That Built a New Supply Chain
Smallholder farmers across LatinAmerica are trapped in extractive commod-

ity markets that degrade soil and produce unstable income. Regenerative agri-
culture promises higher long-term yields and carbon benefits, but it requires
upfront transition capital and long-term contracts.

A philanthropic family office invested USD 7 million in patient catalytic
equity, linked to soil health performance metrics rather than financial metrics.
That early support created the conditions for amultinational buyer to offer guar-
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anteed purchase agreements, for two DFIs to provide working capital, for local
banks to develop regenerative loan products, and for farmers to commit to tran-
sition pathways knowing risk was shared.

Eighteen months later, the venture closed a USD 35 million Series A. Today
it supports more than 20,000 farmers and has become a model for regenerative
supply chains globally.

Catalytic capital does not just fund farmers. It builds the system around
them.

4. MENTALHEALTHACCESS

A BlendedModel That Became Government Policy
Across Southeast Asia, mental health infrastructure is limited, fragmented,

and heavily stigmatised. Government budgets are thin. Private investment is
absent. NGOs lack scale.

A catalytic fund introduced a three-tiermodel: philanthropic grants to build
a digital mental health platform, concessionary debt to scale the service across
four countries, and government outcome payments once verified impact thresh-
olds were met. The structure created evidence for effectiveness, confidence for
policymakers, stable unit economics, and a growing user base.

Within five years, the platform reached more than two million people and
was integrated into national health budgets in two countries. Catalytic capital
created the evidence governments required to adopt and scale the solution.

5. COASTAL BLUE CARBON

Corporate Capital Drawn In by a Philanthropic Anchor
Mangrove ecosystems sequester carbon, protect coastlines, and support fish-

eries. But restoration projects struggle to attract finance because returns are slow
and governance is complex.

A philanthropic foundation invested USD 5 million as an anchor com-
mitment. That single act drew in USD 20 million from a corporate climate
fund, matching capital from a government climate resilience program, technical
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support from a regional conservation science institute, and community co-
ownership agreements backed by microfinance partners.

The project achieved a 24x capital multiplier over three years. The philan-
thropic foundation moved first. Everyone else waited until it did.

6. A FAILURE STORY

When Catalytic Capital Was Missing, and the System Collapsed
A social enterprise providing cold-chain logistics for rural health clinics in

East Africa had the potential to reduce vaccine spoilage bymore than 40 percent.
The model was strong. Early pilots were promising. Community impact was
clear.

No philanthropic first mover stepped forward. Commercial investors de-
manded proof of commercial viability. DFIs required demonstration of long-
term government contracts. Governments insisted on scale before budgeting.
Foundations preferred direct-service NGOs over infrastructure ventures. Im-
pact investors insisted on market-rate return profiles.

Everyone waited for someone else.
The enterprise shutdownafter 18months. Vaccine spoilage rates returned to

baseline. A promising systemic innovation collapsed because the catalytic layer
was absent.

Failure is part of the evidence base. It shows what happens when philan-
thropy does not act as amplifier.

7. Why These Cases Matter

These stories share five structural patterns. Someone absorbed uncertainty early;
no systemic change happenedwithout this. Philanthropy anchored the risk, not
as subsidy but as structural ignition. Private capital followed only after clarity
emerged; catalytic sequences always start with courage. Governments amplified
what philanthropy validated, a pattern that holds across continents. And adja-
cent capital piled in once momentum became visible; this is how small catalytic
acts transform into large systems.
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The same logic underpins the Zero Gap Fund and the Google Career Cer-
tificates Fund Hector describes in the Foreword. Catalytic capital is not about
volume. It is about position and function.

8. What These Stories Reveal About Catalytic Philanthropy

The first dollar is more powerful than the final dollar. This is the inverse of
traditional philanthropy.

Capital does not follow need, it follows confidence. Catalytic capital manu-
factures that confidence.

Systems are not scaled by the best ideas, but by the bravest early commit-
ments. The idea alone is never enough.

Philanthropy is the only actor structurally free to absorb the earliest uncer-
tainty. Governments, private investors, and DFIs can each take risk, but not at
the stage before a structure or a track record exists.

When philanthropy goes first, it stops acting alone. It becomes the conduc-
tor of a multi-capital orchestra.

Catalytic philanthropy is not charity. It is architecture. It designs the condi-
tions under which systems can shift.

9. Where This Leads Next

These cases show that catalytic capital is real, repeatable, and globally relevant.
But used irresponsibly or without guardrails, catalytic philanthropy can distort
as easily as it can amplify.

The next chapter is the design chapter. It sets out where to sit in the capital
stack, howmuch flexibility to offer, the eight guardrail principles that keep a cat-
alytic position honest, how to write a catalytic investment policy, and a ten-step
blueprint for building a deal. The Possible Future must not only be activated. It
must be stewarded.



CHAPTER FIVE

Designing an Amplifier

A Blueprint for Boards, Family Offices, and Foundations

Catalytic philanthropy is not a mystery. It is a design discipline.
Once we understand the Bottleneck, the structural and psychological forces

that keep capital frozen, the next question becomes practical: how do we design
capital that moves first, absorbs uncertainty, and multiplies impact?

We have already seen how this works in practice. Hector’s account of the
Google Career Certificates Fund in the Foreword shows how positioning, not
volume, creates the catalytic effect. By absorbing early uncertainty, philan-
thropic capital made it possible for other actors to participate in building a new
pathway for workforce financing.

This chapter examines how that kind of catalytic structure can be designed
deliberately. What follows is a blueprint: a clear and implementable framework
for philanthropic actors who want to transform their capital from a passive re-
source into a catalytic force. It is written for those who sit at the decision points:
trustees, principals, investment committees, governance bodies, and senior stew-
ards of wealth.

The amplifier model only becomes real when these decision-makers act with
intention.
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1. First Decision: Your Role in the Capital Stack

The first question any philanthropic actor must answer is simple: where should
we sit in the capital stack?

This is not a financial question. It is a strategic one. There are five primary
positions catalytic philanthropy can take.

Signal anchor: a small, early commitment that tells the market “we believe
the risk is worth taking.” This often takes the form of a 5 to 15 percent anchor,
a grant-and-equity hybrid, a below-market equity stake, a subordinated loan, or
a catalytic guarantee. The function is not volume. It is validation.

First-loss or subordinated position: taking the earliest losses creates a buffer
that attracts other classes of capital. This appears as first-loss equity, first-loss
debt, subordinated debt, tiered tranches, or credit enhancement. It is one of the
most powerful catalytic roles available.

Flexible, patient capital: catalytic capital without hard timelines, structured
to match the real pace of systems change. Often structured as long-horizon eq-
uity, revenue-based financing, evergreen vehicles, or recoverable grants. This is
catalytic time.

Blended partnership capital: capital that sits structurally between philan-
thropy and private investment. Outcome-based funding, concessional debt,
milestone-triggered releases, discount-rate equity, program-related investments
(PRIs). This creates alignment across multiple stakeholders.

Ecosystem capital: a catalytic role many overlook. It funds the connective
tissue that makes systems change possible: policy support, technical assistance,
community governance, data systems, convening costs, narrative and cultural
work. This capital is not glamorous. But it is often the most catalytic of all.

2. Second Decision: HowMuch Flexibility You AreWilling to Offer

Catalytic capital is defined by flexibility, the willingness to absorb ambiguity
so others can operate with clarity. Boards and investment committees should
discuss four types of flexibility.

Flexibility of risk: what degree of loss can we tolerate in service of leverage?
Catalytic capital is not reckless; it is asymmetrically disciplined, accepting small
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losses for largemultipliers. A boardwilling to accept a limited first-loss exposure,
for example 5 to 15 percent, can multiply its impact five to twenty times.

Flexibility of return: what kinds of returns are acceptable? Catalytic capital
may accept concessionary returns, prioritise repayment over profit, recycle capi-
tal, forgo early upside, or accept capped returns. This is not charity. It is strategy.
The return is in the multiplier.

Flexibility of time: how long are we willing to commit capital? Different cat-
alytic structures operate on five-year, seven-to-ten-year, fifteen-year, or evergreen
horizons. Time is leverage. Most systems shifts require patience markets do not
provide.

Flexibility of structure: how much complexity can we manage? Catalytic
capital often requires hybrid instruments, special purpose vehicles, government
contracting, multi-stakeholder agreements, dynamic governance, and condi-
tional tranches. Boards that fear complexity automatically constrain catalytic
potential. Boards that embrace it become system-shapers.

3. The Guardrails: Eight Principles for Catalytic Capital

Catalytic capital is powerful, and anything powerful can do harm. A first-loss
tranche that props up a business model that should have failed, a guarantee that
lets a bank lend carelessly because someone else carries the loss, an anchor com-
mitment that crowds out local capital rather than drawing it in: each of these is
catalytic capital badly placed. The difference between amplification and distor-
tion is not the instrument. It is the discipline behind it.

Eight principles govern that discipline. They are not aspirations. They are
tests, and a catalytic position that fails any of them should be redesigned before
it is funded.

Alignment. The catalytic layer and the capital it draws inmustwant the same
outcome. If a philanthropic first-loss tranche is absorbing risk so that senior
investors can extract returns from a community that gains nothing durable, the
structure is aligned in form andmisaligned in substance. Askwho benefits when
the deal works, and who carries the cost when it does not.



40 Ph i l an th ropy a s Ampl ifie r

Transparency. Every actor in the stack should be able to see the terms every
other actor is on. Catalytic capital that is hidden, or whose concessionality is
disguised, corrupts the price signal it exists to create. If private investors do not
know that philanthropy is absorbing the first losses, they will misjudge the risk
of the next deal that has no such layer.

Additionality. The capital mobilised must be capital that would not other-
wise havemoved. A guarantee that lets a bankmake loans it was already going to
make is a gift to the bank, not a catalytic act. The honest test is counterfactual
and uncomfortable: what would have happened without us? If the answer is
“roughly the same thing, a little later,” the position was not catalytic.

Humility. Catalytic capital is early by definition, which means it acts on
incomplete information. The people closest to the problem usually knowmore
than the people funding it. Structures that impose a funder’s theory of change
on a community, a founder, or a government are more likely to fail and more
likely to do damage when they do. Design so that the system can correct the
funder, not only the reverse.

Proportionality. The catalytic layer should be as small as it can be and still
work. Oversized first-loss positions do not increase leverage; they reduce it, be-
cause the senior capital learns it can demand more protection next time. The
Zero Gap Fund’s thirty million and the clean energy case’s ten million are in-
structive. Neither foundation tried to fund the whole thing.

Accountability. Someone must be answerable for the position after the cap-
ital has moved. Catalytic structures are relational and long-lived; they need a
named steward, a reporting rhythm, and amechanism for the community or the
founder to raise concerns that reaches the funder. A catalytic tranche with no
one watching it is a subsidy with a better name.

Long time horizon. The systems this book cares about change over decades.
Catalytic capital that demands proof of systems change inside a three-year grant
cycle will either fund the wrong things or declare failure before the work has
had a chance to succeed. Match the horizon of the capital to the horizon of the
problem, and write that horizon into the terms.
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Coherence. A catalytic position is one move in a larger system, and the sys-
tem should be more coherent after the move than before it. Capital that frag-
ments a market by backing three competing platforms, or that displaces a func-
tioning local lender with a subsidised foreign one, may generate a multiplier and
still leave the system worse. Ask whether the structure strengthens the relation-
ships that already hold the system together or cuts across them.

These eight principles appear again in the blueprint below as a single step.
They belong there as a checkpoint. They belong here as the foundation every-
thing else in this chapter rests on.

4. Building a Catalytic Investment Policy (CIP)

Traditional investment policies are built around risk allocation, asset classes, geo-
graphic restrictions, return targets, and liquidity constraints. A Catalytic Invest-
ment Policy requires additional layers.

Catalytic purpose statement: a clear articulation of why the organisation in-
tends to use catalytic capital. “To draw private and public capital toward climate
adaptation.” “To accelerate the transition to regenerative agriculture.” “To de-
risk early-stage health infrastructure.” “To activate underfunded community-
led solutions.” Purpose guides structure.

Deploymentmandate: catalytic capitalmust be deployed. Themandatemay
specify the percentage of endowment allocated to catalytic work, the percentage
of annual giving allocated to catalytic vehicles, minimum commitments per year,
preferred catalytic roles, and the time horizon for catalytic commitments. The
single biggest risk in catalytic philanthropy is underdeployment.

Risk tolerance statement: defining acceptable loss thresholds, acceptable
illiquidity, acceptable concession, preferred instruments, and prohibited uses.
This becomes the backbone of governance.

Coordination policy: catalytic capital is relational. A CIP should define
how partners are selected, when to engage government, when to engage private
investors, how community governance is incorporated, and how adjacent capital
is tracked.
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Impact and amplification framework: unlike traditional philanthropy, cat-
alytic philanthropymeasures leverage ratio, additional capitalmobilised, systems
effects, policy alignment, governance shifts, and long-tail impacts. The metric is
not output. It is amplification.

5. Designing a Catalytic Deal: A Step-by-Step Blueprint

Here is the practical sequence any philanthropic actor can follow.
Step 1: Identify the leverage point. Not every problem requires catalytic

capital. Look for the missing middle, underinvested systems, high public ben-
efit, fragmented actors, risk asymmetry, or early-stage infrastructure. Where the
system stalls, catalytic capital belongs.

Step 2: Map the system. Understand who benefits, who carries risk, who de-
cides, whodelays, who accelerates, andwhomust be coordinated. Every catalytic
structure must be context-specific.

Step 3: Select your catalytic role. Signal? First-loss? Concessionary? Patient?
Ecosystem? Choose the position that releases the system’s movement.

Step 4: Build the stack. This may involve a catalytic tranche, senior com-
mercial capital, a government sidecar, a DFI risk layer, corporate participation,
and community equity or ownership. Where the work is in an emergingmarket,
build in a place for local capital from the start: local banks, pension funds, and
domestic investors bring currency, knowledge, and permanence that foreign cap-
ital cannot, and a stack that leaves no room for themwill be rebuilt or abandoned
when the foreign money leaves. Convergence’s analysis of the blended finance
market has for several years identified thin local participation as the single largest
structural limit on scale. A well-designed stack changes behaviour across all par-
ticipants.

Step 5: Test against the guardrails. Run the structure against the eight prin-
ciples set out in section 3 of this chapter: alignment, transparency, additionality,
humility, proportionality, accountability, long time horizon, and coherence. A
design that fails one is not ready. These are not moral guidelines. They are
structural integrity.
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Step 6: Set milestones and release conditions. Catalytic capital must be
staged, conditional, evidence-based, and adaptive. This avoids dependency and
ensures discipline.

Step 7: Communicate the signal. If catalytic capital moves quietly, its lever-
age is lost. The market must see you move. Signal drives activation.

Step 8: Build the ecosystem. Fund policy alignment, narrative, coordination,
data systems, founder support, and community governance. This is often 10 to
20 percent of catalytic capital, and often the most important part.

Step 9: Measure amplification. Track capital mobilised, actors drawn in,
systems changed, institutions aligned, resilience increased, and community out-
comes. Amplification is the scoreboard.

Be honest about what the scoreboard can and cannot show. Three prob-
lems follow every multiplier claim, andMacArthur’s own review of its Catalytic
Capital Consortium named them plainly: aggregation, attribution, and analy-
sis. Aggregation, because portfolio-level numbers add together deals with very
different structures. Attribution, because when ten million sits in a hundred-
and-ten-million fund, the honest question is how much of the other hundred
million would have arrived anyway, a little later, on slightly worse terms. Analy-
sis, because the systems effects that matter most (a market that now functions, a
policy that now exists) are the hardest to reduce to a ratio. Report the leverage
number. Report alongside it what you believewas additional andwhy. A funder
that claims thirty-five to one and cannot saywhat the counterfactualwaswill not
be believed the second time.

Step 10: Recycle and reinforce. Catalytic capital is renewable through recov-
erable grants, loan repayments, equity exits, and guarantee releases. The ampli-
fier model compounds over time when capital is recycled.

6. Governance for Catalytic Philanthropy

Catalytic philanthropy cannot run on good intentions. It requires governance.
The catalytic governance model includes an independent catalytic committee,
cross-sector advisors, conflict-of-interest protocols, transparent reporting, com-
munity voice, and sunset clauses.
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Governance is the difference between catalytic capital and arbitrary capital.

7. Tools and Vehicles for Catalytic Action

Catalytic instruments include first-loss equity, subordinated debt, partial credit
guarantees, concessional loans, revenue-share structures, evergreen catalytic ve-
hicles, recoverable grants, outcomes-based contracts, PRIs and MRIs, debt-for-
outcomes swaps, and layered capital stacks.

One family of instruments deserves separate mention, because it is doing
more of the work each year and philanthropy uses it least. Guarantees and risk
insurance appeared in around a third of blendedfinance transactions recordedby
Convergence in 2024, up sharply, and their share has kept rising. The water and
sanitation case in Chapter Four is a guarantee story: a philanthropic commit-
ment covering the first twenty percent of losses on loans that two commercial
banks then made, a commitment that was almost never called. That is the pecu-
liar economics of the guarantee. Its value lies in being available rather than spent.
A foundation that would never write off ten million in a first-loss tranche can
stand behind ten million in a guarantee, watch fifty million of lending happen,
and in most years pay out nothing. The capital is still on the balance sheet, still
earning, still counted in the endowment. For a board that fears loss more than
it fears stagnation, the guarantee is the instrument that lets it act catalytically
without feeling reckless. It should be the first tool a cautious foundation reaches
for, and it is usually the last.

Catalytic vehicles include blended finance funds, pooled philanthropic co-
investment vehicles, systems-change accelerators, climate transition funds, com-
munity catalytic trusts, public-private catalytic platforms, and regional catalytic
hubs. Examples of each are kept in the book’s online library.

8. The Three Catalytic Mindsets

More than structure, catalytic philanthropy requires a mindset shift. Courage:
someone must go first; let it be us. Leverage: our goal is not to fund everything,
but to draw in everything. Stewardship: we hold resources not to preserve them,
but to activate the systems that sustain life.
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9. Where This Leads Next

With this chapter, the architecture is complete. We now understand the scale of
the Great Capital Return, the systems bottleneck preventing capital from mov-
ing, the catalytic structures that release change, the evidence that amplification
works, and the blueprint for designing catalytic capital.

What remains is the inner architecture. The next chapter explores the soul
of the system we are trying to fund.





CHAPTER SIX

The Soul of the SystemWe Are
Funding

Capital, Cosmology, and theWork of Repair

Every financial system rests on an invisible foundation. Not on markets or insti-
tutions, but on something deeper: a belief about what life is, what matters, and
who we serve.

Capital is never just capital. It is a story, a cosmology, a set of assumptions
made concrete. Underneath every investment strategy is a worldview. Under-
neath every philanthropic structure is a theory of value. Underneath every capi-
tal stack is an imagination, often unexamined, about how the world works.

This chapter asks a question that the technical architecture cannot answer
on its own: what is the soul of the system we are trying to fund?

Catalytic capital, for all its structure, rigor, and technical architecture, is also
a moral technology. It carries intention. It transmits belief. And at this moment
in history, the values behind our capital matter as much as the capital itself.

1. Capital Flows TowardWhat We Believe Is Real

In themodern world, capital behaves like a natural force. It flows toward certain
things and not others, shaping what gets built, rewarding particular behaviours,
reinforcing particular values. But capital does not flow by accident. It flows
according to what we believe is real, valuable, and possible.
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If we believe onlymarkets are real, capital flows tomarkets. If we believe only
short-term returns matter, capital flows to what can be measured quickly. If we
believe precaution is safer than possibility, capital sits still. If we believe theworld
is a collection of disconnected units, capital fragments. If we believe extraction
is the purpose of ownership, capital concentrates.

Catalytic capital challenges those beliefs. It says: we can choose what capital
is for. This is the deeperwork of catalytic philanthropy, not only tomovemoney,
but to move what money believes in.

2. The Difference Between “More” and “Enough”

Modern capitalismhas longoperatedon the assumption thatmore is theprimary
measure of progress: more growth,more output, more consumption,moremar-
kets, more extraction, more speed, more capital, more assets, more everything.
Systems built on endless growth eventually collapse under their own weight.

The world we are trying to fund requires a different logic. Not a logic of
more, but a logic of enoughness: enough energy to sustain life, enough food to
nourish communities, enough water to sustain ecosystems, enough stability for
families to thrive, enough agency for communities to lead, enough resilience to
withstand shocks.

Catalytic capital is how philanthropy transitions from more to enough. It
does not seek scale for its own sake. It seeks coherence. It funds systems that
regenerate rather than systems that degrade, cycles that restore rather than cycles
that extract, futures that include rather than futures that concentrate. In this
sense, catalytic capital is not only a tool. It is a reorientation of purpose.

3. A Soul of Stewardship, Not Extraction

The world we are trying to fund is not built on ownership. It is built on re-
lationship. A system of stewardship recognises that land is not a commodity,
water is not a resource, people are not inputs, communities are not markets, and
ecosystems are not externalities.

This worldview is older than modern finance. It runs through agrarian wis-
dom, indigenous traditions, and intergenerational governance practices across
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every continent. It is increasingly visible in regenerative agriculture, community
land trusts, conservation finance, and place-based investing.

Catalytic capital aligns with stewardship when it supports regenerative agri-
culture instead of extractivemonocultures, funds community-owned infrastruc-
ture rather than outsourced services, catalyses circular economies instead of lin-
ear waste streams, activates local governance rather than imposing external con-
trol, and strengthens relationships rather than transactions. Under stewardship,
capital becomes the servant of life rather than its master.

4. A Soul of Interdependence, Not Separation

Traditional finance treats theworld as disconnected: investor versus investee, cap-
ital versus community, risk versus return, public versus private, philanthropy ver-
sus markets. Catalytic capital challenges this dualism. It recognises that public
health relies on economic stability, economic stability relies on ecological health,
ecological health relies on community resilience, community resilience relies on
social trust, and social trust relies on inequality reduction.

Systems do not change in isolation. They change in relationship. Catalytic
capital funds those relationships, the connective tissue: coordination, commu-
nity leadership, shared governance, cross-sector alignment, data systems, narra-
tive coherence.

This is not soft work. It is system work. Interdependence is not merely a
philosophy. It is an operating principle.

5. A Soul of Courageous Imagination, Not Polite Incrementalism

Incrementalism is the default mode of philanthropy: carefully funding the next
pilot, the next study, the next improvement. Courageous imagination is differ-
ent. It asks what would be possible if we stopped waiting for precedent, what
we would build if we were not afraid of early risk, what structures could exist if
wealth moved with purpose.

Catalytic philanthropy is the financial expression of imagination. It funds
what does not yet exist, what will not exist without early support, and what may
never exist if we continue to rely on models that brought us here.
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Courageous imagination is not naïve. It is necessary. It is how systems
change.

6. A Soul of Repair, Not ReinventionWithout Reflection

The systems we are trying to shift, food, water, climate, health, education, gover-
nance, are shaped by histories of inequality, exclusion, colonisation, extraction,
and dispossession. To fund a regenerative future without acknowledging these
histories is to repeat them in quieter forms.

Repair requires truth-telling, community governance, reparative investment,
cultural preservation, and indigenous leadership. Repair is not backward-
looking. It is forward-building. It prevents philanthropy from funding
efficiency while ignoring dignity. It avoids the arrogance of thinking systems
can be reinvented without context.

Catalytic capital does not bypass repair. It funds it. A system cannot regen-
erate until it has been acknowledged.

7. A Soul of Long Time, Not Short Quarters

Markets operate on quarterly expectations. Politics operates on election cycles.
Philanthropic governance operates on annual budgets. Life operates in long
time: soil across seasons, forests across centuries, communities across genera-
tions, cultures across millennia.

Long time is the temporal foundation of catalytic capital. It asks what this
capital will make possible thirty years from now, what foundations we are laying
for future generations, what slow, quiet work we are committed to. Catalytic
capital matches itself to the pace of life: patient, durable, regenerative. The
Possible Future cannot be built in short quarters.

8. A Soul of Intentional Practice, Not Neutral Transaction

Money is not neutral. It carries intention, psychology, and history. Catalytic
philanthropy treats financial decisions as an act of consciousness: bringing at-
tention, respect, and relational truth to where capital goes. It asks who is at the
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table, who decides, who benefits, who is responsible, what values are transmitted
through this capital.

Catalytic capital operates with this awareness. It respects not only the out-
come of capital, but the manner in which capital moves. How we fund is as
important as what we fund.

9. Why the Soul Matters to Catalytic Capital

Catalytic capital is mechanical. It is also moral. Without an ethical foundation,
catalytic capital could distort markets, reinforce inequity, enable extraction, cen-
tralise power, accelerate unintended harm, scale solutions without context, or
shape systems without consent.

The soul of the system prevents distortion. It grounds architecture in ethics.
It ensures catalytic capital accelerates life rather than accelerating collapse. It
is not optional. It is the compass. Catalytic capital is powerful, and anything
powerful must be guided by intention.

10. Where This Leads

We have now built the two layers of catalytic philanthropy.

• the outer architecture of systems, structures, stacks, and multipliers
• the inner architecture of meaning, memory, stewardship, and long time

The next chapter brings these together in practical terms.
It explores what The Possible Future might look like if catalytic capital be-

comes a global norm, and what it will look like if it does not.
Because a soul without structure is sentiment.
And structure without soul is machinery.
Catalytic philanthropy requires both.





CHAPTER SEVEN

Twenty Years fromNow

Scenarios for The Possible Future

The future does not arrive fully formed. It emerges from the choices we make
now, especially the choicesmadewithpower, capital, intention, and imagination.
If catalytic philanthropy is themechanism that releases theGreatCapitalReturn,
then the next twenty years become the hinge on which the next hundred swing.

This chapter offers two scenarios for the world ahead. The Catalytic Future,
where philanthropic capital acts as amplifier and activates systems that currently
stall. TheDefault Future, where the Bottleneck persists and capital concentrates
rather than circulates.

Neither scenario is guaranteed. Both are plausible. Only one is fit for the
world we want to build.

1. The Catalytic Future: WhenWealth Returns to the World

By2045, catalytic philanthropyhas become a recognised global architecture. It is
not universal, no system ever is, but it is widely enough adopted that its presence
shapes the trajectory of entire sectors.

A. Climate Systems Shift From Reaction to Stabilisation

Catalytic capital accelerates community-led adaptation, nature-based solutions,
distributed energy, coastal resilience, and regenerative land and water systems.
Government climate bodies, initially hesitant, now routinely co-invest alongside
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philanthropic anchors. Private capital flows follow the path philanthropic an-
chors create.

By 2045, energy access has expanded dramatically across Africa and South
Asia, regenerative agriculture is widespread across Latin America and Asia, blue-
carbonandwatershed restorationmodels aremainstream, and adaptationfinanc-
ing is no longer a niche.

The defining change is not that philanthropy solved climate. It is that phi-
lanthropy activated the systems that could.

B.Water and Food Security Strengthen Through RegenerativeModels

Catalytic capital opens the door to farmer transition financing, water funding
mechanisms accessible to low-income communities, circular food systems, and
community water governance. Transition financing, long considered too risky,
becomes stabilised by catalytic tranches that draw in commercial banks, DFIs,
and government guarantees.

By 2045, nutrient security improves, water markets become more equitable,
soil health indicators trend positive in multiple regions, and rural livelihoods
strengthen. Food andwater systems begin behaving like regenerative ecosystems
rather than extractive economies.

C. Health andMental Health Infrastructure Expand Through Blended
Systems

Catalytic philanthropy plays a central role in early-stage digital health, primary
care infrastructure, community mental health platforms, and outcomes-based
public health contracts. By absorbing early uncertainty, philanthropy allows
governments to scale what works.

By 2045, community mental health programs reach hundreds of millions,
digital primary care becomes a public utility in many nations, and prevention
programs receive sustained investment. This is not utopia. It is what happens
when proven models receive catalytic backing at the right moment.
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D. Cities and Communities BecomeMore Resilient

Catalytic capital triggers coordinated investment in climate adaptation, flood
management, heat mitigation, localised energy, community enterprise, and digi-
tal infrastructure. Cities adopt catalytic partnership offices to coordinate philan-
thropy, private capital, and government budgets.

By 2045, urban resilience indices improve, infrastructure integrates risk data,
and local ownership increases in development projects. Communities become
active partners in designing their futures, not passive recipients of them.

E.Wealth Consciousness Evolves

The most subtle change is cultural. By 2045, catalytic philanthropy has become
the expected identity of large foundations. Family offices reserve a percentage
of assets for catalytic commitments. DAFs adopt voluntary payout frameworks
oriented toward activation. Philanthropic boards evaluate amplification rather
than expenditure.

Wealth transitions from being a container to becoming a circulator. The
story of wealth shifts from accumulation to activation, from extraction to stew-
ardship, from privilege to responsibility, from isolation to interdependence.

This is The Possible Future.

2. The Default Future: When the Bottleneck Holds

If catalytic philanthropy fails to emerge at scale, the next twenty years unfold
differently. This scenario is not apocalyptic. But it is far less coherent, far less
stable, and far less humane than it could be.

A. Climate Adaptation Falls Behind the Curve

Without catalytic activation, adaptation funding remains chronically insuffi-
cient. Private capital sits on the sidelines. Governments struggle to justify early,
unprovenmodels. Nature-based solutions fail to scale. Vulnerable communities
absorb disproportionate damage.

Climate mitigation continues, but adaptation lags catastrophically. The
costs multiply: human, economic, and ecological.



56 Ph i l an th ropy a s Ampl ifie r

B.Water, Food, and Agriculture Remain Fragmented

Without catalytic capital, regenerative agriculture grows slowly. Water access
markets stay underdeveloped. Soil degradation intensifies. Food insecurity
spreads across climate-vulnerable regions.

Markets remain risk-averse. Governments remain reactive. Philanthropy
stays incremental.

C.Mental Health and Primary Care Struggle to Scale

Without catalytic support, early-stagemental healthmodels fail to secure growth
capital. Community programs remain donor-dependent. Preventive healthcare
remains underfunded. Digital infrastructure reaches only those who can afford
it.

The burden of disease grows faster than the infrastructure needed tomanage
it.

D. Social Cohesion Erodes

If wealth continues to accumulate without activation, inequality deepens. Trust
declines. Democratic institutions weaken. Misinformation accelerates. Civic
fabric frays.

This is not a prediction. It is already happening. Catalytic philanthropy is
not a silver bullet. But without it, the centrifugal forces intensify.

E. The Purpose ofWealth Collapses Into Anxiety or Apathy

When wealth lacks meaning, it becomes heavy. By 2045, in the Default Fu-
ture, many philanthropic pools remain underdeployed. Family offices struggle
with identity and purpose. Next-generation stewards experience existential drift.
Large foundations operate in archaic modes. DAFs accumulate capital discon-
nected from impact.

Wealth becomes a burden rather than a catalyst.
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3. The Divergence Between the Two Futures

Both futures begin from the same starting point: unprecedented wealth, acceler-
ating global crises, structural bottlenecks, a massive intergenerational transition.
One thing makes the difference: whether the philanthropic dollar is treated as a
gift or as a signal.

If philanthropy continues to fund only direct service, it remains incremental.
If philanthropy steps into its catalytic role, it becomes exponential.

This divergence is why catalytic philanthropy is not one strategy among
many. It is the keystone in the arch of global transformation. The next decades
will not be defined by the amount of capital available. They will be defined by
how it moves.

4. How the Catalytic Future Becomes Real

To activate The Possible Future, several shifts must take place. Catalytic identity
goes mainstream as philanthropic leaders embrace their role as architects rather
than just funders. Blended finance becomes default as the remaining govern-
ment agencies and DFIs build catalytic structures into standard practice, and
as philanthropy learns to supply the concessional layer that public capital no
longer reliably provides. Family offices activate purpose as the next generation
turns wealth into intentional architecture. The new fortunes of the intelligence
economy arrive with catalytic design built in from the first cheque rather than
retrofitted after a foundation has calcified. Cross-border barriers ease as tax and
regulatory reforms enable global catalytic flows. Data and transparency improve
so that we track leverage, and what was additional, not just expenditure. Ecosys-
tems strengthen as communities, founders, investors, and governments collab-
orate through catalytic platforms, and the country platforms now being built
across South and Southeast Asia give that collaboration a home. And the narra-
tive shifts as society begins to see wealth as responsibility rather than reward.

These are not utopian transformations. They are already visible in early cat-
alytic structures, including the workforce financing model Hector describes in
the Foreword and the Zero Gap Fund whose thirty million has drawn in more
than a billion. They are also beginning to appear across the world in climate
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funds, water portfolios, blue-carbon vehicles, community resilience bonds, digi-
tal health platforms, and regenerative agriculture models.

The catalytic future is not a fantasy. It is a trajectory waiting for ignition.

5. What the World Feels Like in The Possible Future

If catalytic philanthropy scales, the world in 2045 feels less brittle, less reactive,
less unequal, less extractive, less anxious, less polarised. It feels more resilient,
more regenerative, more interconnected, more dignified, more imaginative,
more humane.

Catalytic capital cannot create this future alone. But without it, this future
will remain out of reach.

6. Where This Leads

This chapter completes the arc ofwhat catalytic capital can release if it becomes a
global norm, and what happens if it does not. The final chapter is not structural
or philosophical. It is personal. Because catalytic philanthropy is not ultimately
about capital. It is about leadership.

The next chapter is the invitation. Themoment when readers step into their
own catalytic role.



CHAPTER EIGHT

The Invitation

Stepping Into The Possible Future

Every journey reaches a moment when understanding is no longer enough. A
moment when analysis must become action. When possibility demands par-
ticipation. When the future ceases to be something we predict and becomes
something we shape.

This is that moment.
The Possible Future, a world where catalytic capital multiplies possibility,

strengthens systems, and returns wealth to the world with coherence and
courage, is not a theory. In practical terms, it means placing capital where
uncertainty is highest so that other investors can participate once the risk is
reduced.

It is a doorway. The only question is whether we choose to walk through it.

1. The Choice That Makes All the Difference

We often think the world changes because of big numbers, bold policies, or
groundbreaking innovations. But systems shift because someone takes the first
step, a step that alters the psychology of risk, the behaviour of institutions, and
the momentum of capital. Catalytic capital is the manifestation of that step.

The invitation of this book is simple: move from generosity to activation,
from impact to amplification, from accumulation to stewardship, from waiting
to leading.
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Catalytic philanthropy is not a larger form of giving. It is a different purpose
for wealth. The decision to play a catalytic role, even at a small scale, can have
disproportionate consequences. Systems move when someone chooses to go
first.

That someone can be you.

2. The Personal Nature of Catalytic Leadership

Catalytic philanthropy is not fundamentally institutional. It is personal. Insti-
tutions do not take risks; people do. Boards do not feel urgency; individuals do.
Family offices do not experience meaning; stewards do. Governments do not
imagine new futures; leaders do.

Behind every catalytic moment in history, every first-loss tranche, every
blended fund, every early anchor, every system-level shift, there is a person
making a decision others were not yet ready to make. Hector Mujica’s decision
to design theGoogle Career Certificates Fund, described in the Foreword, is one
such moment, when going first created the conditions for others to follow.

What it tookwas a personwhounderstood that uncertainty is not the enemy,
that risk has purpose, that timing shapes impact, that wealth carries responsibil-
ity, that leadership is relational, and that courage is contagious.

Catalytic leadership is not about heroism. It is about the willingness to see
further, and then act accordingly.

3. What It Takes to Be Catalytic

Catalytic leadership requires three commitments.
The commitment to go first. Catalytic philanthropy begins before others

are ready. It asks what becomes possible if we act now, who will follow once the
perception of risk shifts, what system opens if we take the early step, what down-
stream capital is waiting for upstream courage. Going first is not recklessness. It
is strategic initiation, the act that activates the sequence.

The commitment to design, not just give. Catalytic action is not about writ-
ing a larger cheque. It is about writing a different kind of cheque. It asks what
role we are playing in the capital stack, what risk we are willing to absorb, what
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conditions should trigger capital release, what adjacent actors must be aligned,
what systems must be supported. Catalytic capital is architected, not allocated.
It requires thoughtfulness, clarity, and discipline.

The commitment to steward long time. Systems do not transformovernight.
Catalytic capital requires the patience of ecosystems rather than the impatience
of quarterly cycles. It asks what this will make possible in five years, how it will
strengthen communities in ten, how the decision will ripple into the world our
grandchildren inherit. The Possible Future is built by those who think in long
time.

4. The Institutional Role: What Boards and Family Offices Must Do

While catalytic leadership is personal, catalytic infrastructure must be institu-
tional. Boards, trustees, and investment committees must adopt catalytic in-
vestment policies, allocate pools of flexible capital, embed catalytic roles into
governance, anchor early positions in blended vehicles, fund ecosystem work
alongside direct services, measure amplification rather than only deployment,
partner with government and private capital intentionally, and protect catalytic
intent frommission drift.

Institutions shape the environment in which catalytic leaders act. Without
institutional alignment, catalytic moments remain isolated ingenuity. With
alignment, catalytic practice becomes a movement.

5. The Cultural Shift: What Wealth Must Become

Catalytic philanthropy is not merely an investment strategy. It represents a new
story about wealth, what it is for, how it should move, and what it must serve.
This new story recognises that wealth is not merely a marker of success but a
resource for possibility, that it is not what you have but what you activate, that
it must return to the world that enabled it, that it can be a force for regeneration
rather than extraction, and that it is most meaningful when it multiplies oppor-
tunity for others.
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This is the evolution of wealth consciousness emerging across generations.
The next twenty years will redefine what it means to steward capital. Catalytic
philanthropy is the expression of that redefinition.

6. The Collective Dimension: What Systems Need

Catalytic philanthropy does not operate in isolation. It works only when
connected to a larger ecosystem. Systems require government partners willing
to amplify proven models, private investors willing to follow catalytic signals,
development finance institutions willing to share risk, corporations willing
to join strategic coalitions, communities empowered to lead design, founders
supported through early uncertainty, data systems that track amplification, and
policy frameworks that institutionalise success.

Catalytic philanthropy becomes the connective tissue. It links these actors
into coherence. The invitation is not simply to act. It is to coordinate.

7. What Happens When Catalytic Leadership Appears

When catalytic actors step into their role, three things happen.
Confidence shifts. Other capital follows. Government aligns. Markets re-

spond. Communities gain stability. The psychological barrier dissolves.
Systems mobilise. Infrastructure strengthens. Solutions scale. Institutional

actors coordinate. Ecosystems grow around catalytic anchors. The structural
barrier dissolves.

Possibility expands. New markets emerge. Models replicate. Communities
lead. Long-term resilience grows. Wealth gains coherence.

These transformations do not require perfect strategy. They require catalytic
intent and catalytic timing.

8. The Responsibility and the Gift

Wealth carries two simultaneous truths. It is a responsibility, because wealth can
either reinforce inequity or repair it. It is a gift, because wealth deployed with
intention can accelerate solutions that would otherwise take decades to emerge.
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Catalytic philanthropy unites both truths. It treats wealth not as a shield,
but as a tool. Not as insulation, but as activation. The invitation is not to feel
burdened. It is to feel empowered.

Catalytic capital gives people the ability to influence systems, reduce suffer-
ing, accelerate justice, strengthen communities, stabilise climate, restore ecosys-
tems, and shape the trajectory of the world. This is not a small responsibility. It
is not a small gift.

9. The ThresholdWe Now Stand On

We are living in decisive decades. The next twenty years will determine the tra-
jectory of climate stability, food systems, mental health, education, democratic
resilience, and community wellbeing. They will also determine the meaning of
wealth for the next century.

On one path, wealth remains cautious, fragmented, and passive, stabilising
old systems rather than activating new ones. On another path, wealth becomes
catalytic, moving with purpose, absorbing early uncertainty, and multiplying
hope at a scale not seen before.

The question is not which path is easier. The question is which path is wor-
thy of this moment.

10. The Invitation

The invitation is simple. Step into the catalytic role only you can play.
Not because the world demands perfection, but because the world needs

movement. Not because you must solve everything, but because your early act
may release everything else. Not because you must transform the system alone,
but because systems transform when the first move is made. Not because you
are obligated, but because you are capable.

The Possible Future begins the moment you choose to act.
This is your invitation. Your moment. Your catalytic role. Your threshold

into The Possible Future.
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Everything that follows, the scaling, the alignment, the systems work, the
community leadership, the global movement, begins when someone chooses to
step first.

Let that someone be you.



EPILOGUE

The Possible Future, in Practice

The Possible Future is not an abstraction. It is a living movement shaped
by the choices we make: the choices philanthropists make, the choices investors
make, the choices governments make, the choices communities make, and the
choices we make with our own imagination and courage.

All transformation begins quietly. It starts with people who recognise that
the world is not only what it is, but what it could be.

This book has mapped the structural and philosophical architecture of cat-
alytic capital. It has examined the Great Capital Return, the bottlenecks that
keep wealth from moving, the multipliers that accelerate systems, the global sig-
nals already emerging, the values beneath the system, and the horizon twenty
years ahead.

But architecture alone does not build the world. People do.
Catalytic philanthropy lives not in theory but in practice: in the specific

acts of courage that allow others to follow, in the design choices that shift en-
tire ecosystems, in the partnerships that bring public, private, and community
capital into coherence.

The Possible Future beginswhen capital stops acting alone and begins acting
as an amplifier. It begins when wealth stops orbiting itself and returns to the
world with intention. It begins when leaders choose to move before the system
is ready, because they understand the system will never be ready until someone
chooses to move.
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Transformation Through Action

If the world becomes more resilient over the next twenty years, if climate adap-
tation accelerates, if food and water systems regenerate, if health and mental
health infrastructure expand, if education evolves, if communities stabilise, if
institutions regain trust, it will not be because we discovered new technology,
opened newmarkets, or passed new legislation.

It will be because capital flowed differently. Because catalytic philanthropists
chose to go first. Because governments aligned their confidencewith credible sig-
nals. Because private investors followed systems rather than speculation. Because
communities were invited into leadership rather than left at the margins.

The Possible Future is not powered by money alone. It is powered by align-
ment, the point where wealth, wisdom, intention, and design meet.

What Remains After the Book Ends

Books can introduce ideas. They cannot keep up with the speed of the world.
The catalytic fieldwill continue to evolve, with newmodels, new structures, new
failures, new breakthroughs, new institutions, and newmovements.

That is why this book does not end with closure. It ends with continuation.
The Possible Future is a living conversation. It must remain alive, adaptive,

iterative, real-time, and globally informed.



Closer to Home
ANote for Australian Readers

This bookwaswritten for a global reader and it would be amistake to change
that. But it was written in Australia, by an Australian, and published through
an Australian imprint, and the argument lands differently here.

Australia gives less than it could. Philanthropic giving runs at around 0.8 per-
cent ofGDP, against roughly 1.8 percent inNewZealand and above 2 percent in
the United States. The federal government has adopted a target of doubling giv-
ing by 2030 and commissioned the Productivity Commission to work out how.
TheCommission’s final report, delivered in 2024, found that the deductible gift
recipient system was not fit for purpose and expected giving to rise by around
half by the end of the decade on current settings, which is to say short of the
target. Philanthropy Australia’s own estimate is that AUD 2.6 trillion will pass
between generations in this country over the two decades to 2040. If five to ten
percent of that reached charitable structures, it would mean AUD 130 to 260
billion in new philanthropic capital, andwouldmoveAustralia from themiddle
of the international table toward the top.

That is the local version of the Great Capital Return, and it carries the same
paradox. The capital is coming. The structures to receive itwere built for a slower
era.

Australia’s philanthropic vehicles are the private and public ancillary funds,
now being renamed Giving Funds. They are the domestic equivalent of the
foundation and the donor-advised fund, and they have grown quickly. From
the 2026-27 financial year their minimum annual distribution rises to 6 percent
of net assets. Some in the sector regard this as an unnecessary squeeze, since
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many funds already distribute above that level. The more useful reading is that
a regulator has begun to ask the question this book asks: what is the other 94
percent doing? A Giving Fund that distributes 6 percent in grants and invests
the remainder in a conventional portfolio is a foundation behaving exactly as
the Bottleneck predicts. One that reserves even a small share of its corpus for
catalytic positions, through guarantees, recoverable grants, or program-related
investments, is a different kind of institution.

Three features of the Australian environment make catalytic philanthropy
both harder and more necessary here than in the United States.

Cross-border giving is restricted. The Global Philanthropy Environment
Index singles out Australia among the countries where sending philanthropic
capital abroad is most difficult. For a nation whose nearest neighbours include
some of the most climate-exposed communities on earth, this is a structural
failure. The catalytic structures this book describes are precisely the ones that
let Australian capital reach the Pacific and Southeast Asia on terms that are legal,
accountable, and durable: through blended vehicles, guarantees to regional
lenders, and co-investment alongside development finance institutions that
already operate in those markets. The Asian Venture Philanthropy Network
has documented the growing appetite for catalytic capital across the region.
Australian philanthropy is well placed to supply it and largely absent.

The investment vehicles exist and are underused. The Early Stage Venture
Capital Limited Partnership structure, which gives tax-advantaged treatment to
funds investing in early-stage Australian companies, was designed for exactly the
missing-middle capital this book describes. Impact-focused ESVCLPs are few.
There is no reason a Giving Fund, a family office, and an ESVCLP cannot sit
in the same catalytic stack, with the philanthropic layer taking the first risk and
the fund structure carrying the commercial capital that follows. MADVentures
operates on this principle. It should not be unusual.

And the wealth is concentrated in the same way. The Australian intergen-
erational transfer, like the American one, will be dominated by a small number
of families. Many of them built businesses rather than inheriting them. They
understand risk, timing, and the difference between an idea and a track record.
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They are, in other words, catalytic thinkers who have not yet been invited to
think catalytically about their giving.

That invitation is the purpose of this book. For anAustralian reader it comes
with a particular edge. The country has set itself a target it is not on course to
meet, sits next to a region that needs early risk-tolerant capital more than almost
anywhere, and holds the structures to supply it. What is missing is the decision
to move first.





Notes

The figures, sources, and reports cited in this book are drawn from the fol-
lowing. Figureswere checked against themost recent available data in September
2026.

Foreword
The Google Career Certificates Fund: launched 17 February 2022 by

Google.org and Social Finance, with an initial commitment ofUSD100million.
The program targets USD 1 billion in aggregate wage gains for more than
20,000 American learners over ten years, primarily through nonprofit training
providers including Merit America and Year Up. Independent evaluation is
being conducted by MDRC. Source: socialfinance.org and Google.org public
announcements.

Note to the Revised Edition and Chapter One: the retreat of public capital
Decline in official development assistance from OECD Development As-

sistance Committee members of around 23 percent from 2024 to 2025 (USD
214.6 billion toUSD174.3 billion), with theUnited States accounting for three-
quarters of the fall; simultaneous reductions by Germany, the United Kingdom,
Japan, and France: OECD preliminary ODA data, April 2026. Closure of US-
AID on 1 July 2025 and transfer of functions to the State Department; US for-
eign aid disbursements falling from USD 68 billion (2024) to USD 32 billion
(2025): foreignassistance.gov and reporting byOxfamAmerica andTheConver-
sation, 2025-26. Health funding projections: Center for Global Development,
December 2025, citing OECD. Estimate of more than 14 million additional
deaths by 2030: The Lancet, July 2025. ODA shortfall of USD 31.1 billion for
2025: Donor Tracker, cited in Alliancemagazine, October 2025.

Chapter One: wealth transfer and foundation giving
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US wealth transfer projection of USD 124 trillion by 2048, USD 18 trillion
to philanthropy, and concentration of USD 62 trillion among the 2 percent of
households that are high-net-worth or ultra-high-net-worth: Cerulli Associates,
The Cerulli Report on U.S. High-Net-Worth and Ultra-High-Net-Worth Mar-
kets 2024, December 2024, and Unpacking the Great Wealth Transfer, Octo-
ber 2025. Alternative estimate of roughly USD 36 trillion passing from baby
boomers to heirs over twenty years: Visa Business and Economic Insights, July
2026, as reported by CNBC.

Inequality figures (1 percent of population captured 41 percent of new
wealth, bottom half captured 1 percent, between 2000 and 2024): G20 Ex-
traordinary Committee of Independent Experts on Global Inequality, chaired
by Joseph Stiglitz, presented to South African President Cyril Ramaphosa,
November 2025. Drawing on data from theWorld Inequality Lab.

Foundation assets (USD 1.5 trillion globally, 260,000 foundations, 90 per-
cent under USD 10 million): Harvard Kennedy School Hauser Institute for
Civil Society, Global Philanthropy Report, lead author Paula D. Johnson, April
2018. Contemporary US foundation assets: FoundationMark, reported via In-
side Philanthropy, January 2024. US foundation giving ofUSD117.15billion in
2025, total US giving of USD 617.2 billion, and donor-advised funds receiving
around 15 percent of contributions and close to a quarter of individual giving:
GivingUSA2026: TheAnnualReport on Philanthropy for the Year 2025, Giving
USA Foundation and Indiana University Lilly Family School of Philanthropy,
June 2026.

Chapter One: the second wave
OpenAI Foundation’s stake of approximately 26 percent of OpenAI and

Anthropic founders’ pledge to give away 80 percent of their wealth: NanRanso-
hoff, “The third wave of American philanthropy,” May 2026, and public state-
ments by the organisations concerned. Humanity AI, a USD 500 million five-
year initiative co-chaired by theMacArthur Foundation and Omidyar Network
with eight further founding foundations: announcedOctober 2025, withRock-
efeller Philanthropy Advisors as fiscal sponsor.

Chapter Two
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Global Philanthropy Environment Index figures (overall score 3.60, cross-
border score 3.40): Indiana University Lilly Family School of Philanthropy,
Global Philanthropy Environment Index 2025, released 28May 2025.

Impact investing data (75 percent target market-rate returns; 6 percent of
blended finance commitments from impact investors; 80 percent of those on
commercial terms; 65 percent of concessional capital frompublic sources): Leah
Pedersen, “Impact investing needs to rediscover its catalytic edge,” ImpactAlpha,
8 October 2025. Underlying data drawn from GIIN 2024 Annual Impact In-
vestor Survey and Convergence 2025 State of Blended Finance. Impact AUM of
USD 448 billion in the GIIN sample, 44 percent having used blended finance,
and only a quarter having deployed concessional or grant capital: Global Impact
Investing Network, State of the Market 2025: Trends, Performance and Alloca-
tions, October 2025.

US charitable deduction changes effective 1 January 2026 (0.5 percent
AGI floor for itemisers; non-itemiser deduction excluding DAF and private
foundation contributions): One Big Beautiful Bill Act, signed 4 July 2025, as
summarised by National Philanthropic Trust and others. Australian Giving
Fundminimumdistribution rising to 6 percent from the 2026-27 financial year:
Australian Treasury announcement following the Productivity Commission
inquiry, as reported by Strategic Grants, March 2026.

Chapter Three
Charity surveyfindings (financial sustainability as the top challenge; charities

with diverse income three times as likely to be very confident ofmeeting demand;
restricted funding as a persistent constraint): Charities Aid Foundation,World
Giving Report 2025: Charity Insights, survey of 2,302 charities in 27 countries.

Chapter Four
The Zero Gap Fund: established 2019 by The Rockefeller Foundation and

the John D. and Catherine T. MacArthur Foundation; USD 30 million in cat-
alytic capital across twelve investments mobilising more than USD 1.05 billion
in private investment, a 35x leverage ratio: Zero Gap Fund: 2025 State of the
Portfolio, released 16 July 2026.
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The remaining case studies inChaptersThree and Four are presented as com-
posites drawing together documented patterns observed across catalytic finance
practice, in line with the note at the front of this book.

Chapter Five
Guarantees and risk insurance appearing in 34 percent of blended finance

transactions in 2024; record blended finance commitments of USD 18.7 bil-
lion in 2025; thin local investor participation as a structural limit; country plat-
forms supported by the Green Climate Fund: Convergence, State of Blended
Finance 2025,May 2025, and “Four Blended FinanceTrends in 2026,” February
2026. Aggregation, attribution, and analysis as the three central measurement
challenges: MacArthur Foundation, “Measuring the Impact of Our Catalytic
Capital,” January 2026. Definition of catalytic capital as patient, risk-tolerant,
concessionary, and flexible: Catalytic Capital Consortium.

Closer to Home
Australian giving at around 0.81 percent of GDP against 1.84 percent in

New Zealand and 2.1 percent in the United States; AUD 2.6 trillion intergen-
erational transfer to 2040; AUD130 to 260 billion potential philanthropic flow:
Philanthropy Australia, A Strategy to Double Giving by 2030, submission to the
ProductivityCommission, 2023. Finding that theDGR system is not fit for pur-
pose and projection of a 48 percent real increase in giving by 2030: Productivity
Commission, Future Foundations for Giving, final report, July 2024. Catalytic
capital in Asia: Asian Venture Philanthropy Network, Accelerating Impact with
Catalytic Capital, 2026.

Further reading
Readers wanting an academic, multi-author treatment of the same territory

should see Catalytic Capital: Unleashing Philanthropy for Systems Change,
edited by Clare Woodcraft and Nitya Mohan Khemka, Cambridge University
Press, November 2025, published open access. It approaches the subject from
the perspective of development finance and covers capacity building and the
equitable climate transition in more depth than this book attempts.

Catalytic finance instruments and structures referenced throughout are
drawn from the working practice of the field, including Convergence’s database
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of blended finance transactions, the Catalytic Capital Consortium, and case
material developed throughMADVentures and partner institutions.

For a current and continually updated record of named ventures, structures,
and case studies, see www.mad.vc/philanthropy.





Proof in Practice

A Living Library of Catalytic Capital

This movement deserves a home that evolves as the world evolves.
To honour the pioneers shaping catalytic capital, to share new models, to

document what works and what fails, to showcase the systems already moving,
and to surface lessons before they are lost, we have created a living library. It in-
cludes catalytic capital stacks, blended finance blueprints, and case studies from
climate, water, food, health, and education. It documents global examples of
philanthropy and government alignment, catalytic failures and what they teach,
founder and community reflections, interviews with catalytic philanthropists,
board members, and policy leaders, evolving definitions and frameworks, new
research from global institutions, and updates as the field matures.

This library is continually updated. It serves as a companion to the book, a
resource for practitioners, a blueprint for leaders, and a historical record of The
Possible Future emerging in real time.

To explore the growing collection, visitwww.mad.vc/philanthropy.

Returning to the Beginning

The question at the heart of this book remains: what becomes possible when
wealth returns to the world that enabled it?

If catalytic philanthropy becomes a global practice, the answer is simple. Al-
most anything.
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The Possible Future is not a promise. It is an invitation. An invitation to
act with courage, to design with clarity, to steward with humility, to fund with
imagination, and to return wealth to the world with coherence and purpose.

It begins with a signal. A decision. A first step.
It begins with the first dollar that chooses to move.
It begins with you.
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tures, Mark works with founders, family offices, and institutional investors to
design strategies that align capital with long-term value creation across multiple
industries and stages of growth.

His professional focus is the architecture of capital systems: how capital
moves, where it stalls, and what structural choices determine whether ventures
succeed or fail. He has spent more than two decades working alongside business
leaders throughperiods of transition, expansion, succession, and exit. Thatwork
has shaped his belief that catalytic capital, capital placed early, with patience and
intent, is one of the most underused tools available to those who steward wealth.

Mark is the co-creator of the Venture Compass, an integrated framework
combining business strategy, investment design, and human leadership develop-
ment. He is the creator of Métis, a leadership and decision-making framework
drawing on classical wisdom traditions andmodern systems thinking. He is also
the co-creator of Solyrais and Synarchos, profiling tools designed to strengthen
alignmentbetween life partners andbetween co-founders. These frameworks are
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applied across his investment activities, his work with founders, and the books
he writes.

Beyond MAD Ventures, Mark mentors a small number of founders and
CEOs each year through Behind The Scenes, his private mentoring practice,
and convenes peer communities of investors and entrepreneurs working at the
leading edge of catalytic and impact-aligned capital. His perspective is shaped
not only by business and finance but also by his work as a filmmaker and global
explorer, experiences that have informed his interest in the human, cultural, and
systemic dimensions of how value is created and shared.

He is the author of five books, including MAD: What the World Needs
Now Is a LittleMadness, which explores the role of entrepreneurship and coura-
geous leadership in building businesses that matter. Several further books are
in development, examining the relationship between capital, character, and the
institutions that shape our shared future.

Through his writing, advisory work, and investment activities, he continues
to explore how capital canmove from accumulation toward activation, and how
catalytic leadership can release the systems required for the next century.

Learn more at: www.markfalzon.com
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Mark Falzon is a serial entrepreneur, investor,
filmmaker, author, and mentor with more than
forty years of experience building, leading, and
advising businesses across Australia, Asia, and
the United States. He has founded and scaled
multiple companies, four of which have ranked
among Australia’s 100 fastest-growing
businesses, and now co-founds MAD Ventures,
an impact investment platform backing ventures
working on the systems humanity depends on.
He has spent decades working closely with
founders, family offices, and institutional
investors at every stage of the capital journey,
from the first dollar of risk through to scale,
succession, and the deliberate redeployment of
wealth.

Mark made his first documentary at sixteen,
travelling to India with his brother Albert to film
a story neither of them yet knew how to tell. The
instinct that took them there has run through
everything since. Over the four decades that
followed, he has produced more than three
hundred screen works, including over forty
documentaries that have been screened in more
than one hundred countries. The work shaped
his belief that the deepest intelligence in any
system, whether a culture, a company, or a
movement of capital, lives in its stories, its
patterns, and its capacity for honest
self-examination.

This book draws on three bodies of work Mark
has developed over that time.

The Venture Compass, co-authored with Mac
Christopherson, maps a venture across nine
interconnected forces. It is the structural
complement to the catalytic capital architecture
this book describes, addressing how strategy,
capital, and leadership move as one operating
system inside any venture worth backing.

Métis is a mythic-psychological diagnostic that
reveals the deeper identity pattern a person is
living: their natural genius, their constraints, and
where their leadership is reaching. Named for
the ancient Greek concept of intuitive, adaptive
intelligence, it is the wisdom layer underneath
every framework Mark works with.

Synarchos (synarchos.ai), flagship tool of the
Synarchos Institute, is an AI-enabled clinical
intelligence platform for founding partnerships.
It applies The Couples Institute Developmental
Model, developed by Ellyn Bader and Peter
Pearson over forty years of clinical practice, to
the demands of co-founding. Preceded by
Solyrais, a couples diagnostic Mark co-developed
with Pete and Ellyn, Synarchos extends that
lineage into the founding partnership. Where
most business tools measure performance,
Synarchos maps pattern.

Mark’s other books, published by Paradigm
Communications Pty Ltd, include MAD: What the
World Needs Now Is a Little Madness; Co-Founders:
How Business Partnerships Rise, Break, and
Transform; and Hero’s Journey: Insights from a
Serial Entrepreneur. Mark lives in New South
Wales, Australia, building companies, mentoring
founders, and developing the tools this work
depends on.

www.markfalzon.com
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Because thefirst dollar thatmoves
can change everything.
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