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TAMARACK: Our Theory of Change
We believe there are
five interconnected
practices that lead to
impactful community
change. We support our
learners in the following
areas:

The Tamarack Learning Centre
Tamarack’s Learning Centre exists to empower community changemakers to achieve greater
impact. We support municipalities, funders, non-profits, and community leaders through ondemand coaching and consulting, in-person and digital training, and publications that guide change
efforts.
We support our learning network in developing five interconnected practices that lead to community
change:

Collective
Impact

Community
Engagement

Collaborative
Leadership

Community
Innovation

A Connected Force for Community Change
Join us www.tamarackcommunity.ca

Evaluating
Impact

Your Session Facilitator

Sylvia Cheuy
Consulting Director, Collective Impact
sylvia@tamarackcommunity.ca (416) 988-6887
www.tamarackcommunity.ca
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Collaborative Governance Self Reflection
What are your big challenges
(or questions) about
collaborative governance?
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Session Overview
• Understand the principles and practices
of collaborative governance

• Discover strategies to keep key
leadership stakeholders engaged
• Review of key elements to plan
effectively for collaborative governance

www.tamarackcommunity.ca

Collaborative Governance Challenges
Membership
• Membership Contributions – Play your Position
• Members not clear about the problem
• Member organizations not engaged

Decision Making
• Unclear decision making processes
• Not sticking to decision making process
• Collaborative does not know what decisions they can make

Governance
• Governance is not defined
• No governance or operational policies
• Levels of accountability not defined
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Common Collaborative Governance Challenges
•

Lack of representation

•

Potential Conflict

•

High community expectations

•

No coordination across dept.

•

Lack of equity

•

•

Negative Past Experiences

Community dissatisfaction with
engagement techniques selected

•

Consultation and Volunteer Fatigue

•

•

Engagement as a Checkbox

Limited internal capacity/scarce
resources / facilitation skills

•

Directional shifts/no follow through

•

People don’t show up

•

Overbearing participants

•

Other?
www.tamarackcommunity.ca

Anchoring Thoughts on Governance
• The working relationship amongst partners is vital
• Understanding and working within the limits of
accountability and structures
• Focus on both on the process and the product of
governance in collaboratives
• Be deliberate and intentional when adapting
traditional organization governance elements to a
CI effort
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Essential Governance Threads
The Big Picture

• Challenging Community Aspiration
• Guiding Principles
• Framework for Change

The Technical Agreements

• Memorandums of Understanding
• Terms of Reference
• Conflict resolutions mechanisms

Areas of Focus
•
•
•
•

Membership & Decision-making
Funding
Communicating & Reporting
Policies and Procedures
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Common Elements of Collaborative Governance
• Working through an organizational
host/convener
• Managing overlapping roles in the governance
structure
• A leadership group
• A backbone organization with staff
• A fiscal/legal agent
• Executive or Coordinating Committee
• Working Groups or Action Teams

• Engagement of the broader community
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Collaborative Governance Principles
• Transparency and Accountability: Decisions take place
in the public eye.
• Equity and Inclusiveness: All interests who are needed
and willing contribute to solution.
• Effectiveness and Efficiency: Solutions are tested to
make sure they make practical sense.
• Responsiveness: Public concerns are authentically
addressed.
• Forum Neutrality: Different perspectives are welcome;
the process itself has no bias.
• Consensus-Based: Decisions are made through consensus
rather than majority rule.
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Collaborative Governance Success
A good arrangement is one in which:
• The group is making satisfactory progress;
• The effort and conflict required to make progress is
reasonable;

• Members are achieving some
personal/organizational objectives;
• Everyone involved is learning much more about the
complex issue;
• The overall process is self-refueling, leading to
greater ambition and capacity
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Collaborative Governance

Memorandum of Understanding
• Management Standards – Financial
• Human Resources
• Funding compliance

• Relationship with funders
• Compensation or sponsorship
• Policy Development Review Process
• Legal responsibility of/to board of directors
• Review and Renewal of MOU

• Conflict Resolution

www.tamarackcommunity.ca

Collaborative Governance

Terms of Reference: What to Include?
•
•
•
•
•
•
•

Name
Vision, mission, purpose
Context
Goals and Objectives
Activities/deliverables
Membership
Structure

•
•
•
•
•
•
•

Accountability
Decision-Making
Meetings
Communications
Resources/Budget
Duration
Related Policies
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Models of Collaborative Governance
There is no one “right answer.” Models tend to reflect
the following:
• Local Context (e.g. public interest, civic culture);
• Member Attributes (e.g. diversity, commitment,
influence, authority, insight, etc.);
• Magnitude and Pace of change desired by members;
• Leadership - style & spirit;
• Framework for Change (working definition of poverty,
strategies, roles, etc.);
• Preferences of conveners and fiscal agents (credibility
and orientation);
• Flexibility & adaptability
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Collaborative Governance Models

What to Consider
• Staffing
• Government mandate

• Availability of process
guides

• Geographic proximity

• Organizational values

• Community involvement &
ownership

• Member motivation

• Power relations

• Member skills

• Maturity of the
collaborative

• Accountability and
transparency

• Member selection
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Collaborative Governance

Constellation Governance Model
Constellation Model of Governance
• Designed for collaborative efforts in
using open source principles
• Emphasizes self-organization and
concrete action within a network
working on a common issue
• Supports action by multiple groups or
sectors working toward a shared
outcome.

Collective Impact Governance
Structuring for Intentionality and Uncertainty
Common Agenda and Shared Metrics
strategic guidance and
support

Adapted from
Listening to the
Stars: The
Constellation
Model of
Collaborative
Social Change, by
Tonya Surman and
Mark Surman,
2008.

Ecosystem of Community
Partners

Steering
Committee

= community partner
(e.g., nonprofit, funder,
business, public agency,
resident)

Chair

Work
Group
Backbone
Organization
(or set of
organizations that
collectively play
backbone function)

Chair

Chair

Work Group

Chair

Chair
Chair

Work
Group

Chair
Chair

Work
Group
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Collaborative Governance

Constellation Governance Model
3 Primary Elements
• Stewardship Group
• Constellations
• Third-Party Coordination

3 Core Governance Documents

• Guiding Principles
• Governance terms of reference
• Strategic plan
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Collaborative Governance

Constellation Governance Model
Stewardship Group
• Serves the broader collective vision and
strategic directions of the network
• Monitors overall partnership health
• Aligns constellations with partnership
purpose

• Determines and provides support to
constellations
www.tamarackcommunity.ca

Collaborative Governance

Constellation Governance Model
Constellations
• Working groups or action teams for specific
activities
• Used for formal projects or opportunistic
initiatives
• Must be consistent with partnerships vision
• Conditions for a constellation
▪ Overall need or opportunity
▪ Energetic leadership by one or more partner
▪ Can phase out when energy no longer exists or
issue is addressed
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Collaborative Governance

Constellation Governance Model
Elements of Success:

• Light-weight governance
• Action-focused teams
• Third-party coordination

Advantages

• The ability to respond quickly to emerging
opportunities while still working on more protracted
issues
• Preserving organizational autonomy within the
collaborative
• Supports a flexible, adaptable partnership not a
“heavy new umbrella NGO.ʺ
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Collaborative Governance

Constellation Governance Model
Challenges
• Securing funds to pay the secretariat/backbone

• Building capacity of all partners to contribute in a
meaningful way
• Ensuring partners had the ability to play as equals
within the partnership
• Succession planning amongst leadership partners
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Exploring Collaborative Governance

Putting Theory into Practice – PART I

The Eco-Cycle of Community Change

Find more Tools and Resources at:
https://www.tamarackcommunity.ca
www.tamarackcommunity.ca

Exploring the
Eco-Cycle of
Community
Change
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Exploring Sustainability and Resilience

Complex Community Work Unfolds in Phases
Tamarack’s Lessons
• Plan for 3-5 year campaigns
• Different phases require different
leadership
• Learning and reflection needs to be
built into every phase
• Watch out for traps
• Renewal is critical Source: www.plexusinsitute.com
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Exploring Sustainability and Resilience

The Eco-Cycle Lens
The Performance Loop

The Renewal Loop
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Creative * Messy * Uncertain* First hand insights * Outside
ideas * Multiple & Unusual Perspectives * (re)Framing *
Independent & overlapping structures & processes *
Probes & Little Experiments * Multiple Options

Leader as Networker

Entrepreneurial * Generalists * Roles * Adaptive
structure and process * Prototypes & Pilot
Projects * Variation * Lag times Flexible funding *
Flexible rules * Tolerance for Risk * Dead ends *
Emerging Practice
Leader as Entrepreneur

Efficiency * Certainty * Stability * Hierarchical
structures & processes * Clear Tasks, Rules, Policies &
Procedures * Control * Standardization * Specialists *
Fast Returns Low Tolerance for Risk

Leader as Manager

Unravelling Confusion *Loss, Anger, Blame *
no/little structures or processes *Reflection *
Relationships * Remembering the Essence *
Values & Principles * Energy & Urgency
Leader as Heretic or Disrupter
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Exploring Resilience and Sustainability

Exercise: Mapping with the Eco-cycle
Leader as Networker

Leader as Manager

Map the Following:
M = Me
O = Organization
C = My CI Initiative

Leader as Entrepreneur

Leader as Heretic or Disrupter
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Collaborative Governance

Navigating the Traps
Leader as Networker

Leader as Manager

Leader as Entrepreneur

31

Traps

Description

Challenges

Too few resources are available to support
vibrant exploration of new ideas so few or
none take root. No new ideas lead to outcomes
or garner the support. Unable to invest.

The ideas are not compelling. Underdeveloped
decision-making process & criteria. Members
disagree on which options to pursue. Members
have insufficient credibility. Energy spread too
thin across many directions.

PARASITIC
Moving from
Development to
Maturity

People seem unable to sustain or grow their
work without the original founder, host or
primary funder. They are “parasitic” on the
host(s) that gave it birth.

Over reliance on key – often founding –
members of the group. Dependence on start-up
pool of resources. Approach works well only at
a certain scale or in unique context.

RIGIDITY
Moving from
Maturity to Creative
Destruction

People are unable or unwilling to change or
dismantle an approach that no longer fits the
evolving context in which they operate. The
resist new ideas. Unable to let go.

Psyche of immediate return. Fear of uncertainty.
Self-Interest. Lack of clear exit rules. Concern
about perception of failure. Pressure to continue
by entrenched constituency (e.g. ‘too big to fail’).

SCARCITY
Moving from
Exploration to
Development

People find themselves ‘spinning’ and unable to Inability to let go of the past. Weak trust
amongst members. Difficulty in agreeing on
shared vision and values. Volatile environment.

CHRONIC DISASTER
get traction on a compelling new vision, values
Moving from Creative
and intent for moving forward.
Destruction to
Exploration
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Collaborative Governance

Reflection on the Eco-Cycle & Its Traps
• What does the mapping exercise mean for your
collaborative right now?
• What do you need to consider in evolving the
governance and leadership of your CI Initiative?
• What are some strategies to lead and manage in
this environment?
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Linking the Backbone to
Collaborative Governance
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Collective Impact Governance
Structuring for Intentionality and Uncertainty
Common Agenda and Shared Metrics
strategic guidance and
support

Adapted from
Listening to the
Stars: The
Constellation
Model of
Collaborative
Social Change, by
Tonya Surman and
Mark Surman,
2008.

Ecosystem of Community
Partners

Steering
Committee

= community partner
(e.g., nonprofit, funder,
business, public agency,
resident)

Chair

Work
Group
Backbone
Organization
(or set of
organizations that
collectively play
backbone function)

Chair

Chair

Work Group

Chair

Chair
Chair

Work
Group

Chair
Chair

Work
Group
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Collaborative Governance

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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Collaborative Governance

6 Core Functions of Backbone Organizations
Backbones must
balance the tension
between coordinating
and maintaining
accountability, while
staying behind the
scenes to establish
collective ownership.
Source: FSG Interviews & Analysis
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Effective Backbone Leaders Share Characteristics
Stakeholders describe backbone organization leaders as:

Visionary
Results-Oriented
Collaborative, Relationship Builder
Focused, but Adaptive
Charismatic and Influential Communicator
Politic
Source: FSG Interviews and Analysis
Humble
“Someone who has a big picture perspective—[who] understands how the pieces fit
together, is sensitive to the dynamics, and is energetic and passionate.”
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Multiple Backbone Structures
Stand Alone Charity as
Backbone

Pros

Cons

Backbone Shared
Across Multiple
Organizations

Backbone in Another
Organization

Leadership Table is
Backbone Role

(Fiscal Sponsor)

(No Staff)

• Established board with clear
governance structure
• Mission and vision aligned
with CI Leadership table
• Provision of charitable status
• Board assumes risks for CI
initiative

• Established board with clear
governance structure
• Mission and vision aligned
with CI Leadership table
• Provision of charitable status
• Board assumes risks for CI
initiative

• Established board with clear
governance structure
• Mission and vision aligned
with CI Leadership table
• Provision of charitable status
• Board assumes risks for CI
initiative

• Leader are is deeply engaged
• Backbone functions shared
across multiple organizations
& leaders in community
• Risk is shared across multiple
partners
• Role clarity amongst partners
is required if multiple orgs are
involved
• May be particularly useful in
small communities

• Supporting two leadership
structures that may be in
competition
• Partners may perceive
funding is to support the
charity
• More complicated to “go out of
business”

• Confusion for staff re: who is
accountable for what
• Greater ability for conflict if
partners feel the role is
unevenly shared
• Possibility of duplication &
need for more collaboration of
backbone staff

• Backbone staff have two
layers of accountability
(initiative & organization)
• Conflicts re: CI Initiative &
Org’s mission and/or common
agenda
• Fiscal sponsor may serve a
time-limited role

• CI Initiative may become “side
of the desk” activity
• Greater ability for conflicts to
emerge
• Allows for duplication and
requires greater collaboration
across the team
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Collaborative Governance

Championing Systems Transformation
• System alignment is often a beneficial
outcome of Collective Impact Initiatives
• System alignment alone is not likely to lead
to high impact strategies or systemschanging outcomes
• Distinguishing programmatic and systems
change:
• Programmatic interventions help people beat
the odds
• Systemic interventions seek to change the odds
www.tamarackcommunity.ca

Exploring Community Innovation

Stand Still and See the System
• To “see” the system you must let go of what you
know and the solutions you are attached to and
surrender to curiosity and exploration
• Complex systems have recognizable patterns
and dynamics that can be influenced

“You don’t see something until
you have the right metaphor to
let you perceive it.” .
- Thomas Kuhn

• Actions to influence the system can have both
intended AND unintended consequences
• The impact of an innovation can be assessed by
the “ripple effect” how much of the system
surrounding the innovation is “disturbed” from
the status quo
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Championing Systems Transformation

9 Essential Skills

1. Facilitating Knowledge Building & Utilization
2. Vision Building
3. Developing Social Networks

4. Building Trust, Legitimacy & Social Capital
5. Facilitating the Development of Innovations
6. Mobilizing for Change
7. Recognizing Windows of Opportunity
Source: Dr. Frances Westley

8. Identifying Opportunities for “Small Wins”

9. Facilitating Conflict Resolution
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Exploring Collaborative Governance

Harnessing Collective Wisdom
The Scallop Principle
Each one of us is an eye (I); the
whole discerns through us.
• The corollary: when we don’t hear
from any eye (I), the whole is at
greater risk.

•

Stances that support the arising of collective wisdom
•
•
•
•
•

Suspend certainty
See the whole
Seek diverse perspectives
Welcome all that is arising
Trust in the transcendent
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Exploring Collaborative Governance

Putting Theory into Practice – PART II

CI Reflection & Self-Assessment Tool

Find more Tools and Resources at:
https://www.tamarackcommunity.ca
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The CI 5-Phase Self-Assessment Tool
• The work of
Collective Impact
unfolds over 5
phases
• Governance is one of
4 “pillars of success”
for all CI Efforts

Source: www.fsg.org

• The role of
governance will
evolve across these
phases
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Exploring Collective Impact’s 4 Pillars of Success

The 5 Phases in Action

• The 5 Phases of Collective Impact 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
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Exploring Collective Impact’s 4 Pillars of Success

Appreciating Dynamics in the 5 Phases
• Many partners engaged in collective efforts and
in their individual activities

• Constant changes occurring both within the
work of the collective effort and external to it
• Visual guides help depict and capture this flow
in real time
• Feedback loops are essential to adapt strategy &
ensure partners stay engaged, contributing &
learning
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Exploring Collective Impact’s 4 Pillars of Success

Pillar I – Governance & Infrastructure
Phase I
Assess Readiness

Phase II
Initiate Action

Phase III
Organize for Impact

Phase IV
Begin Implementation

Phase V
Sustain Action & Impact

Focus of
Pillar

•
•
•

Ensuring responsibility & leadership are shared
Clarity about how – and who – makes decisions
Strives for consensus that honours multiple perspectives whenever possible

Pillar Goal

•

Agreement on how your CI Initiative is best designed and led

Key
Questions

•
•
•
•
•

Who are we and how do we work together?
What are the minimum agreements we need to work well together?
What practices help foster understanding & trust between us?
How do we address disagreements constructively?
What structures enable us to work together well?

Success
Indicators

• We have clarity re: how we work together & structures to support it
• We have established principles & values to guide our work
• We have a high degree of trust throughout our CI Initiative
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Exploring Collective Impact’s 4 Pillars of Success

Pillar II – Strategic Planning
Phase I
Assess Readiness

Phase II
Initiate Action

Phase III
Organize for Impact

Phase IV
Begin Implementation

Phase V
Sustain Action & Impact

Focus of
Pillar

•

Ensuring clarity about what we are trying to accomplish together and how
we intend to do it

Pillar Goal

•

Establishing an action plan that outlines how – and who – will do what to
realize our common agenda

Key
Questions

• What is our shared aspiration?
• What is our Theory of Change?
• What are the high leveraged actions we will take to realize our aspiration?

Success
Indicators

• There is broad understanding and endorsement of our plan from a diversity
of stakeholders
• We are seeing regular and consistent progress on our plan
• There is growing interested and involvement in our CI initiative
• Our plan is regularly updated and refined using data & learning
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Exploring Collective Impact’s 4 Pillars of Success

Pillar III – Community Engagement
Phase I
Assess Readiness

Phase II
Initiate Action

Phase III
Organize for Impact

Phase IV
Begin Implementation

Phase V
Sustain Action & Impact

Focus of
Pillar

•

Ensuring that our CI Initiative has engaged diverse perspectives that enable
us to view our issue holistically

Pillar Goal

•
•

Understanding our community’s unique context
Continually expanding partnerships with others who want to address our
issue with us

Key
Questions

• Who have we involved? Who is experiencing the “pain” of this issue?
• Who else needs to be involved with this issue?
• What is important about HOW we engage diverse perspectives

Success
Indicators

• There is broad understanding and endorsement of our plan from a diversity
of stakeholders
• We are seeing regular and consistent progress on our plan
• There is growing interested and involvement in our CI initiative
• Our plan is regularly updated and refined using data & learning
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Exploring Collective Impact’s 4 Pillars of Success

Pillar IV – Evaluation & Improvement
Phase I
Assess Readiness

Phase II
Initiate Action

Phase III
Organize for Impact

Phase IV
Begin Implementation

Phase V
Sustain Action & Impact

Focus of
Pillar

•
•
•

Ensuring that our CI Initiative is tracking progress
Ensuring we are making time to review and make sense of our data
Adjusting and or making changes in our plan accordingly

Pillar Goal

•
•

To assess progress, outcomes and impact of our work
To capture and share our learning

Key
Questions

• What is changing and what are we learning based upon our actions?
• What impact are we having and how can we sustain & grow it
• How are we changing policies, culture, norms & systems?

Success
Indicators

•
•
•
•

Learning is captured and used to refine action
Learning is documented and shared
Evidence of our progress and impact is measured and communicated
Unintended consequences (both positive & negative) are intentionally
documented and shared
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The CI 5 Phase
Self-Assessment
Tool
A tool developed for CI
Initiatives to assess their
progress and plan for the
future.
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Exploring Collective Impact’s 4 Pillars of Success

Think – Pair – Share

• Individually assess your CI
Initiative’s Governance &
Infrastructure using the 5 Phase
Self-Assessment & Reflection Tool
• Share and explore your insights at
your table
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• Comments?
• Questions?
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Reflecting On Today
Share highlights you
are leaving with…
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