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Collective Impact and 
Community Change 

January 21, 2021 

LC3 Collaborative 

In the Tamarack Learning Centre 
we support our learners in the 

five interconnected practices
that we believe lead to impactful

community change.

In Vibrant Communities we 

support cities and local leaders 
to implement large-scale change 

initiatives to reduce poverty
and deepen community.
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Participant Poll 

Rating my knowledge of the Collective Impact Framework.  

1. I have heard about the framework but do not know much more.  

2. I have attended workshops about Collective Impact  

3. I participate in collaboratives using the Collective Impact approach

4. I have deep knowledge about Collective Impact and can train others 

www.tamarackcommunity.ca

An Overview 

of Collective Impact 
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Setting the Stage for Collective Impact  

Community Readiness Community Context Complexity of Issue Collective Impact Approach 

www.tamarackcommunity.ca

Collective Impact: A Definition

“A disciplined, cross-sector 

approach to solving complex 

social and environmental 

issues on a large scale.”

- FSG: Social Impact Consultants
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Pre-conditions for Collective Impact

• Influential Champion(s) 

• Urgency of Issue 

• Adequate Resources

www.tamarackcommunity.ca

5 Conditions of Collective Impact
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Tackling Complex Challenges 

• No one sector, working alone can 

effectively address complex issues

• Complexity is best addressed with a 

multi-sector approach 

• “Context experts” are as necessary as 

“content experts” in generating 

effective solutions to complex issues.

www.tamarackcommunity.ca

Collective Impact…

DOES NOT: DOES:

• Employ a single organization 

or sector approach 

• Focus solely on programmatic 

outcomes 

• Work on short term priorities 

• Resolve simple or 

complicated problems 

• Require a backbone investment to 

steward the collective work forward 

• Require diverse perspectives 

• Use data to inform the issue and 

outcomes 

• Focus on the systemic barriers & 

identify policy change opportunities 

• Leverage existing assets & programs 

in an intentional and aligned way 

• Focus collective resources on high 

impact priorities 
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3 Success Factors

of Collective Impact 

1. Assessing & Building Readiness

2. Cultivating a Systems Lens

3. Understanding the How of Collective Impact 

Collective Impact Success Factor #1

Building over time 
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Collective Impact Unfolds Over 5 Phases 

• The work of Collective 
Impact unfolds over 5 
phases that are NOT 
linear

• It is not unusual for work 
of one to span more than 
one phase 

• Different Pillars may also 
be in different phases at 
any given time

• The aim is to keep the 
pillars “roughly” in sync 

Source: www.fsg.org

Collective Impact Success Factor #2

Cultivating a Systems Lens
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Collective Impact Mindset Shift

www.tamarackcommunity.ca

Programmatic Versus Systems Change

• Programmatic interventions 

help people beat the odds

• Systemic interventions seek 

to change the odds 
Karen J. Pittman

Co-Founder, President & CEO 

of the Forum for Youth 

Investment
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The Flow of System Change

Source: Kramer, Kania, & Senge, June 2018, 
The Water of Systems Change, p. 4

Collective Impact Success factor #3 

Understanding the how of 
Collective Impact
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• Define the challenge to 
be addressed.

• Acknowledge that a 
collective impact 
approach is required.

• Establish clear and 
shared goal(s) for 
change.

• Identify principles to 
guide joint work 
together.

Common Agenda

Creating Boundaries 
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Sample Common Agenda 

Living SJ – Common 

Agenda Framework

• Description of the network 

• Commitment to collective 

impact 

• Strategy and impact  

Common Agenda - Strategy Planning Canvas 

Pre-Planning Strategy Development Engagement 

Relevant Data: Potential Actions /Strategies: Assumptions: Government 

Problem/Issue/Opportunit
y 

Desired Results, Outputs, 
Outcomes 

Community Stakeholders 

Ongoing Work: Influential Factors: 

Community Needs / Assets Other Stakeholders 

Adapted from Kellogg Foundation, 

2004

21

22



2021-01-22

Mutually Reinforcing 
Activities – An Opportunity 
for Alignment 

www.tamarackcommunity.ca

Agreement on key outcomes.

Orchestration and 
specialization.

Complementary – sometimes 
“joined up” - strategies to 
achieve outcomes.

Mutually Reinforcing Activities
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Tips and Techniques:  
• Use the Community Assets Map to 

leverage existing resources -
https://www.tamarackcommunity.ca/library
/a-guide-to-community-asset-mapping

• The 15% Solution -
http://www.liberatingstructures.com/7-15-
solutions/

• Shared ownership and shared 
leadership 

• Multiple layers of investment

Mutually Reinforcing Activities 

www.tamarackcommunity.ca

Inspiring Communities 
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Shared Measurement –
Building Momentum 

www.tamarackcommunity.ca

Shared Measurement 

• Identify key measures that 
capture critical outcomes.

• Establish systems for 
gathering and analyzing 
measures.

• Create opportunities for 
“making-sense” of changes 
in indicators.
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THE RIDER-POOL FOUNDATION

www.tamarackcommunity.ca

Thinking about the LC3 
Collaborative, what are 
some measures that you 
might consider for level 
1 and level 2 changes?  

Brainstorm and note 
these in the chat box.  

Shared Measurement 
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Vibrant Communities Canada  

Source:   https://www.tamarackcommunity.ca/library/impact-

reporting-from-activities-to-outcomes

www.tamarackcommunity.ca

Vibrant Communities Canada

The framework is organized around the following outcomes:

Building community awareness, will and action 

+ Shifting systems and policy 

+ Programmatic/project/program interventions for individuals and 
families (Over time and with greater scale) 

= Targeted and population-level outcomes
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Collective Impact Success Factor #3

Backbone Infrastructure

www.tamarackcommunity.ca

Backbone Infrastructure

Like a manager at a construction 
site who attends to the whole 
building while carpenters, 
plumbers and electricians come 
and go, the support staff keep 
the collaborative process moving 
along, even as the participants 
may change.

Jay Connor, 2004
Community Visions, Community Solutions: Grantmaking for 

Comprehensive Impact
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6 Functions of the Backbone

Backbones must balance the 
tension between coordinating 
& maintaining accountability, 
while staying behind the 
scenes to establish collective 
ownership.

Source:  FSG Interviews & Analysis

www.tamarackcommunity.ca

Constellation Governance Model
Structuring for Intentionality and Uncertainty
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Backbone Infrastructure and Collaborative Governance

Final Thoughts On Backbone Supports

• The working relationship amongst 

partners is vital

• Understanding and working within the 

limits of accountability and structures 

• There is a need to focus both on the 

process and the product of governance in 

collaboratives 

• Use this opportunity to learn and have 

fun 

www.tamarackcommunity.ca

“Collective Impact 
happens at the speed of 
trust.”

- Liz Weaver, Tamarack Institute
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Participant Poll 

Of the five conditions of Collective Impact, where do you think the LC3 

Collaborative has strengths.  

1. We have a well defined Common Agenda and Strategy 

2. We are using data and Shared Measurement to track our progress.

3. We actively engage partners through Mutually Reinforcing Activities.  

4. We engage in Continuous Communications with diverse community 

stakeholders.  

5. We have a strong Backbone Team including a leadership table and 

staff to support the work.    

www.tamarackcommunity.ca

Questions and 

Comments
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Palm Health Foundation – A 
Collective Impact Case Study  

www.tamarackcommunity.ca

Healthier Together Initiative 

• Grounded in a Collective Impact approach 

• Infrastructure provided to each of the six communities included a 
full-time project director. 

• Project directors were employed by lead organizations within the 
six communities

• Palm Health Foundation provided annual $200,000 investment 

• Each community’s initiative was guided by a steering committee 
of residents 

• Action Teams involving additional residents and other 
community stakeholders were also formed as needed to drive 
implementation of each community’s priorities. 
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Lessons Learned 

One of the early challenges faced by the Healthier Together 
Initiative was underestimating the length of time needed to cultivate 
trust and shift the power dynamics. Residents were skeptical of the 
Foundation’s willingness to grant funding without a pre-determined 
set of outcomes and metrics. Residents needed to be supported in 
building their own capacity and skills to support community-led 
decision-making and action. At the same time, Foundation Trustees 
and staff struggled to let go of their own traditional ways of thinking 
and acting. This was uncharted territory.

www.tamarackcommunity.ca

The Framework 
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Theory for Culture Change 

www.tamarackcommunity.ca

Signal of Change 
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Watch the Signals 

www.tamarackcommunity.ca

Lessons Learned 

Prime Everyone for the Long Term 

• Key Insight: Embracing adaptability and fostering outcomes that value social capital, 

human capital and developing people’s capacity

Signals of Change 

• Key Insight: Developing approaches for navigating complexity and emergence.

Readiness Takes Courage 

• Key Insight: Encouraging local community solutions without traditional constraints, 

creating a safe-to-fail environment

Authentic Community Participation: 

• Key Insight: Adopting mechanisms for tapping and aligning local assets. 

Acknowledge Challenges to Residents and Agencies 

• Key Insight: Embracing adaptability and fostering outcomes that value social capital, 

human capital and developing people’s capacity for collaborative leadership.
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Insights for Palm Health Foundation  

The foundation learned three valuable lessons that, over time, deepened relationships for 

community change work to take hold. The first two Healthier Together communities learned 

these lessons through trial and error. Knowing their experiences would be extremely 

valuable to the next Healthier Together communities, the foundation created a learning 

environment to share knowledge and provide the structure that was lacking in the first 

communities. Regardless of how experienced one community was over another, there was 

one challenge that all had to confront: power dynamics. 

1. Be mindful of perceptions and community culture 

2. Communicate frequently and recognize wins early and often 

3. Find the best fit for everyone 

Access the full Reflections report here.    

www.tamarackcommunity.ca

Participant Poll 

Which of the conditions of Collective Impact do you think the LC3 

Collaborative should focus on moving forward.  

1. Common Agenda and Strategy 

2. Data and Shared Measurement 

3. Mutually Reinforcing Activities

4. Continuous Communications and engagement 

5. Backbone and Governance
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LC3 Collaborative:  

Building our Path Forward 
through Strategic Planning 

www.tamarackcommunity.ca

Key Design Features:   

• Strategic Planning process to take place between December 2020 and 
July 2021 

• Final Report is due in August 2021 

• Strategic Planning process to include Collective Impact capacity 
building 

• Strategic Planning process should integrate with the results of the LC3 
Collaborative Evaluation 

LC3 Collaborative – Strategic Plan 
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• Co-design will ensure that the LC3 leadership will be engaged 

throughout including the decision-making process  

• Planning process includes a community engagement phase - each 

board member will connect with 3 to 5 key stakeholders including 

potential funders, community leaders and others to share the common 

agenda approach and key strategies  

• Community engagement is core to building a resilient and sustainable 

collective impact effort

LC3 Collaborative – Strategic Planning Approach  

www.tamarackcommunity.ca

• You will be invited to participate in one of two interactive strategic 

planning sessions in February and March 2021  

• You will be invited to provide feedback to the early draft of the Vision, 

Mission and Strategies 

• The design for the sessions is currently being developed with the 

support of the Strategic Planning Committee and the Board.  

Your involvement in Strategic Planning 
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#communitychangefestival

www.tamarackcommunity.ca

Get in touch with Liz Weaver
E: liz@tamarackcommunity.ca
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