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1) Introduction 
 

Through the Metro Vancouver Aboriginal Executive Council (MVAEC), member agencies (25 in 
total – See listing in Appendix A) will collaborate to determine their collective impact on the 
individuals and families that they serve.  MVAEC offers ‘backbone’ support by bringing the 
executives of Indigenous human service agencies together to improve the quality of urban 
Indigenous life by sharing demographic information, identifying service gaps, advocating 
collectively, increasing efficiencies, and amplifying impact.  MVAEC is decolonizing and 
indigenizing the collective impact framework, by designing an MVAEC Indigenous Collective 
Impact and ensuring that the framework is responsive to diverse local contexts. 

MVAEC represents a majority of urban Indigenous service agencies but there are other 

mainstream agencies that serve Indigenous peoples and are not part of MVAEC. 

In February 2016, a policy conference set the stage for Indigenous Collective Impact (ICI) to 

advance under the following conditions: common agenda; shared measurement; mutually 

reinforcing activities; continuous communications and backbone support provided by MVAEC. 

The MVAEC hosts six roundtables related to the issues and concerns of member agencies that 

includes:  arts, language and culture; children, youth and families; education, training and 

employment; health and wellness; housing and homelessness as well as justice.  In the first 

phase of the ICI initiative (winter 2017), it was decided that efforts would focus on: 

a) education/training and employment as well as  

b) housing and homelessness.    

The central goal of this second phase of MVAEC’s ICI effort was to identify shared measures of 

collective impact in these areas. Ideally, each of the member organizations and agencies would 

see their contributions reflected in these areas of focus.   

Both the goal statements and associated indicators must heighten positive potential in a way 
that inspires imagination and discovery rather than reinforces a deficit focused.   In human 
service environments where resources are limited or constrained, it will be important to have 
just a few (or better just a single) poignant indicator that is sufficiently sensitive to capture 
positive influence immediately.    
 
To balance the tension between asset and deficit-based approaches, MVAEC is interested in 
indigenzing concepts found in a United Nations document, A Primer on Measuring Human 
Development: Guidelines and Tools for Statistical Research, Analysis and Advocacy. Advocating 
for the human development approach allows MVAEC to challenge the social direction society 
works towards to improve the quality of life for the urban Indigenous population. Yes, MVAEC 
would like to bring about social change where urban Indigenous people experience 
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improvements in standard measurements like income, purchasing power, and contributions to 
the gross domestic product, but, MVAEC risks perpetuating the power imbalance in current 
Indigenous relations with non-Indigenous governments.  
 
The human development approach provides the opportunity to understand how the urban 
Indigenous population uses the services available to them to improve their quality of life, also 
known as the concept of conversion. Utilizing the UN approach would help MVAEC improve 
their policy relationships between their council members, partners, and funding providers.  
 
To accomplish this, MVAEC needs to find a way to integrate conversion factors into 
measurements of need, achievement, and ongoing deprivation. These actions would balance 
out the deficit/strength-based approaches in policy, program design, and service delivery. 
Providing a solution for executives to continue advocating for gaps that still need to be closed in 
quality of life measurements, while also being able to say, we are actually making strides in 
achievement as well, we are not only about deficits.  
 
A human development approach, within the Indigenous Collective Impact framework, positions 
MVAEC – as a hub organization – to be able to talk about the strengths and weakness of the 
urban Indigenous non-profit sector. Overall, providing measurable progress towards the 
capacity for off-reserve self-determination.  
 
 

2) Circles of Influence and Desired Change  
 

With a human development focus, MVAEC seeks to create conditions where urban Indigenous 

people achieve well-being that aligns with their capabilities and opportunities wherever they 

are on their life journey.   Being aware of and managing life’s transitions may be an effective 

strategy for realizing greater outcomes.  For example, if an Indigenous student gets past grade 

10, then they are more likely to get past grade 12.  If they graduate from high school, they are 

also more likely to participate in post-secondary education.  

  

There are three characteristics within this human development approach that inform social 

planners and policy decision-makers of these transitions and conversion of resources; personal, 

social, and environmental characteristics. These characteristics reflect Indigenous holistic 

characteristics particularly for the local host Coast Salish Nation, where the extended family and 

We want to create a unified voice and narrative about Indigenous quality of life. 
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tribe are responsible for ensuring that people are held accountable to the collective and 

traditional teachings.  

 

Being holistic in the design of policy, programs, and service delivery means that responsibility 

and accountability is holistically spread out among all individuals.  Emphasis would remain on 

enhancing the benefits to individuals and family members of the urban Indigenous population 

keeping within the mandate and purpose of the MVAEC structure.  

Indigenous people in Vancouver also want to be able to preserve and celebrate culture.  Culture 

and language as interventions are widely proved to produce better results.  Although there is 

good will in Vancouver to reinforce Indigenous culture, clearer outcomes and an action plans 

are needed.  

For MVAEC, collective impact seeks to answer the following questions:  

 How are services best integrated to amplify impact?  

 What must be strengthened in service delivery and policy to amplify impact?  

 How can we reinforce culture and relational care as a basis for results?  

 How can we dismantle colonial settler structures of power?  

Before shared measures could be determined, clear targets and goals must be articulated.  The 

change that the MVAEC hopes to create extends beyond its membership to the Indigenous 

individuals and families receiving services and the broader systems that support them.  Figure 1 

illustrates MVAEC’s circles of influence with the most direct influence at the inner most circles 

and the broader outer circles representing more indirect influence. The central arrow reflects 

the distance of each circle of from MVAEC’s direct ability to influence however influence is 

reciprocal between targets.   
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Figure 1) MVAEC's Circles of Influence 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

It is presumed that systems changes are generated from the advocacy efforts of the collective 

where Indigenous culture as governance was the approach to systems changes.   Some of the 

strategies used to influence systems changes include but are not limited to:  

a) Provision of professional development training such as cross cultural and cultural safety 

training within systems; 

b) Cross collaboration between systems; and 

c) Promotion of wise practices within governance systems (e.g., inclusion of Elders in 

decision making processes). 

Individual changes on the other hand are, in theory, generated from the interventions or 

services that they participate in where Indigenous culture is the intervention.   Some examples 

include but are not limited to:  

MVAEC members 

Indigenous people 

in Vancouver 

accessing services 

from MVAEC 

members   circles of influence 

Housing, 

Education, 

Employment and 

Training Systems 

in Vancouver  

Metro Vancouver  
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a) The adoption of cultural approaches as interventions (e.g., on the land activities, 

ceremonies, cultural practice and celebration, use and promotion of Indigenous 

languages) 

b) The inclusion of patient navigators within service systems. 

However, programs (initiatives, interventions) are not always designed with enough clarity 

about their theory of change or enough evidence to suggest that planned activity will result in 

desired impact.  Program science espouses that adopting evidence based approaches that draw 

upon reliable data to design and deliver or tweak interventions will lead to greater impact.  Still, 

evidence gaps continue.  Social disparities are complex and the divide between research, policy 

and program development is often wide.  Knowledge translation becomes an important part of 

getting research and evidence into practice that will result in collective impact.   Ongoing and 

systematic monitoring and evaluation is important to understand why uptake is not happening 

so that interventions can be tweaked for better uptake, outreach and impact.   Let’s consider 

the integration of income, housing and education rather than looking at them as discrete and 

let’s Indigenize the whole accountability process with oral histories to more accurately 

understand collective impact.    

Without the advantage of a more clearly articulated theory of change or evidence for any 

specific approach to collective impact, there is clarity regarding what change is desirable and 

how it might be measured in both urban Indigenous people and the systems that serve them. 

Table 1) captures desired changes to all systems along with suggested indicators for discussion. 

Keeping in mind that MVAEC encourages the urban Indigenous non-profit sector to consider 

using a needs, achievement, and ongoing deprivation indices to balance out the deficit based 

approach that has plagued the executive community for so long with some discourse on 

strengths or progress. 
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Table 1) Suggested Goals and Indicators – Systems 

Goals Suggested Indicators 

 

Increased 
integration/efficiency 
  

 degree of collaboration toward collective impact  
 #/quality of collaborative efforts that include service 

providers, policy makers and researchers 
 #/quality of linkages and partnerships that use social 

determinants of health as framework 
 degree of strategic alignment (# of shared goals) 
 Cogent representation of need, achievement, and ongoing 

deprivation in case management, organizational policy, and 
collective impact 

Greater Impact  
 see housing, education, training and employment tables for 

priority goals and indicators 

Greater lifespan approach  
 age distribution in client demographics 
 results of recent online survey about service suite 

 
More wrap around 
approaches  

 #/quality of referral protocols between members and other 
agencies (formal and informal)  

 # of member agencies with wrap around as a mission 
 client perceptions that their needs are being met holistically  

Expanded relational care 
 % of service providers who (understand, practice, promote) 

relational care 1  
 uptake and participation in care 

More respect for self 
determination 

 evidence that Indigenous culture is embodied in governance 
and practice 

 guaranteed representation of Indigenous leadership in 
governance 

Increase service access  service funding aligns with need (wait lists) 

Increased access to 
information 

 uptake within service systems of accountability frameworks 
(with associated monitoring and evaluation databases)? 

More responsive policy 
environment 

 degree of alignment with needs and achievement of urban 
Indigenous populations 

Increased reflection of 
Indigenous values and 
philosophies  

 evidence of Indigenous culture in practice and policy2  
 guaranteed representation of Indigenous leadership in 

governance 

Universal basic income  access to universal basic income 

Less racism 
 Evidence of reconciliation, decolonization and Indigenization 

in policy and practice (i.e., policy and practice that goes 
beyond multiculturalism that dilutes Indigenous rights  

  
  

                                                           
1 See https://uwaterloo.ca/partnerships-in-dementia-care/sites/ca.partnerships-in-dementia-care/files/uploads/files/relational_caring-final.pdf 
for a fuller definition of relational care.  
2 (e.g., ceremonial room for smudging, evidence that traditional knowledge is integrated in a meaningful way in 

practice) 

https://uwaterloo.ca/partnerships-in-dementia-care/sites/ca.partnerships-in-dementia-care/files/uploads/files/relational_caring-final.pdf
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Table 2) Suggested Goals and Indicators - Individuals    

In these early days, the systems that MVAEC hopes to influence through collective voice and 

advocacy efforts are sharply focused on housing, education, training and employment systems.   

Focusing specifically in these areas, the following sections highlight suggested goals and 

indicators for each.   

  

                                                           
3 See https://uwaterloo.ca/partnerships-in-dementia-care/sites/ca.partnerships-in-dementia-
care/files/uploads/files/relational_caring-final.pdf for a fuller definition of relational care. In addition, this other 
report has Indigenous specific context, see http://www.caan.ca/wp-content/uploads/2012/05/Cultural-Concepts-
of-Care2.pdf  

Goals Suggested Indicators 

Increased resilience  Participation in cultural programming  

Information needs are met 

  target group awareness of service/care 
 Cogent representation of need, achievement, 

and ongoing deprivation in case management, 
organizational policy, and collective impact 

Everyone who needs services 
participates 

 participation rates and demographics 

All service providers practice 
relational care 

 % of service providers who (understand, 
practice, promote) relational care 3  

Everyone enjoys more social 
connection  

 uptake and participation in care 

Ease developmental transitions  % of graduates who secure employment within 
the first six months after studying/training 

https://uwaterloo.ca/partnerships-in-dementia-care/sites/ca.partnerships-in-dementia-care/files/uploads/files/relational_caring-final.pdf
https://uwaterloo.ca/partnerships-in-dementia-care/sites/ca.partnerships-in-dementia-care/files/uploads/files/relational_caring-final.pdf
http://www.caan.ca/wp-content/uploads/2012/05/Cultural-Concepts-of-Care2.pdf
http://www.caan.ca/wp-content/uploads/2012/05/Cultural-Concepts-of-Care2.pdf
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3) Housing & Homelessness 
 
Providing enough adequate housing in Vancouver is a particular challenge because of the 
market demands that drive up costs and the control that landlords have when choosing 
tenants.   Sometimes the dilemmas are related to the adequacy of housing for larger or 
extended families where bedroom shortfalls have implications for other MVAEC tables such as 
children, youth and families.   Land use planning for social housing as well as stability in housing 
are all important variables for addressing the needs of the urban Indigenous population.  
 
It is important to make the distinction between shelter and housing.  While shelter is valuable 

in crisis scenarios, the real goal is that everyone would have access to long term housing 

solutions.   It is also important to note the opportunities in the environment that will influence 

these outcomes including the City of Vancouver’s ten-year housing action plan and the National 

Housing Strategy that will both make contributions to easing the housing crisis.   Table 3) 

highlights the suggested goals and indicators for systems and individuals related to housing.  

 

Table 3) Suggested Goals and Indictors – Housing  

Housing System Changes 
Goals Identified Indicators 

  

Housing for everyone  

 #/% on wait lists for housing 
 Cogent representation of need, achievement, 

and ongoing deprivation in case management, 
organizational policy, and collective impact 

Increased access to affordable, 
culturally responsive housing that 
respects self-determination by 
2020 

 #/100% of available affordable units  
 100% of 1500 new units occupied by 

Indigenous people 
 #/100% of affordable housing units that align 

with need4 
 #/100% units with culturally powerful design 

elements 5 

Increased access to land for social 
housing 

 % of municipal land available for social housing  

Individual Changes 
Diverse, affordable options are 
exercised 

 #/% in need on wait lists for housing  
 individual uptake of housing options 

                                                           
4 Actual need may be unquantifiable.  
5 (e.g., ventilation for smudging, death feasts, accommodate extended and multigenerational families, supports 

Indigenous identity and spirituality) 
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Housing System Changes 
Goals Identified Indicators 

 Self report strategies to meet housing needs 
(e.g., working more than one job, commute 
distance and # of individuals in households) 

 
 % of those in need of housing who can 

purchase a home?  
Increased Indigenous home 
ownership 
Increased housing stability  # of residences in the past two/five years  

 

It will be difficult to tease out the ethnic specific data for the Indigenous population because 

the extent and conditions of self-identification as Indigenous are unclear but Statistics Canada 

has the information we may need to determine housing stock.    

 

4) Education, Training and Employment 
 

Decolonizing a system with deep colonial roots designed to maintain colonial divisions of power 

will not be easy.   Many educational institutions are not even aware of their colonial tendencies 

or the influence of the Indian Act on them.   Similarly, these systems may not always manage 

developmental transitions well enough (e.g., from home to school, from secondary to post-

secondary, etc.).  An essential shift is necessary to shift the focus off the individual and focus 

more on how niches and systems influence human development.   

With respect to employment, there is much duplication in removing barriers to economic 

participation with many agencies in Vancouver offering life skills and readiness programs.   But 

many of these initiatives do not understand or take into account the psychology of poverty and 

the power of cultural programming to reverse it such as the use of potlatch economy.  While 

preventing economic leakage and ensuring income equity are valuable, there is merit to 

examining how Indigenous and cash economies can be better integrated including but not 

limited to fair and distributed land access.   In other words, large scale system changes may be 

needed instead that advance Indigenous people as agents in Indigenous economies.    
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Table 4) Suggested Goals and Indicators – Education, Training and 
Employment   

 

Education, Training and Employment System Changes 
 

Goals Suggested Indicators 

Options are accessible to 
anyone   
(i.e., everyone has the 
education, training or 
credentialing they 
need/want) 

 Cogent representation of need, achievement, and ongoing 
deprivation in case management, organizational policy, and 
collective impact 

 barriers to participation are removed (e.g., cost, 
physical/mental considerations, age) 

 participant demographics 
 range/quality of participant supports  
 range and diversity of education and training options beyond 

those aligned with market drivers 
 Waitlists for education/training  
 uptake and participation of Indigenous students in 

education/training programs 
 #/% of Indigenous students enrolled and graduating 
 Indigenous non-profit sector has relevant capacity building 

opportunities that reflect adequate succession planning and 
non-profit life cycle stages 

 #/quality of college-university partnerships  
 Evidence of effort to address gaps and shortfalls 

Increased variety of 
training options 

 range/quality of opportunities accessible particularly those 
outside of usual market driven options 

 range/quality of options beyond entry level 
 access to supports (e.g., Elders, mentors and practicum 

placements) 

Indigenous culture is 
protected/reinforced 

 traditional knowledge is integrated in pedagogy and 
curriculum in meaningful ways 

 recruitment and retention of Indigenous scholars/students 

Increased Indigenous 
ownership  

 #/% of production companies owned by Indigenous people 
 Market share of Indigenous economies 

Education and income 
gaps narrowing 

 Graduation rates comparison 
 Income comparisons 
 Indigenous social mobility 

Indigenous middle class 
is growing 

 % self-identified within the middle-class salary range 

Increase student success   Rates of qualification, graduation and credentialing 
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5) Criteria to Evaluating Shared Measurements  
 
Share measurements of collective impact must be culturally powerful.  In others words, 
indicators will be evaluated based on how well they capture the integration of culture and 
language into practice and governance.   In addition, indicators must be: 
 

 relevant or useful for decision making,  

 practical or worth the time and money to collect as well as available frequently enough 
to inform regular decision making 

 objective or unambiguous, uni-dimensional and operationally precise and finally, 

 sensitive enough to reflect quickly any apparent changes.   
 
Figure 2) Illustrates the qualities that will be used to determine the final set of indicators to be 
used in measuring collective impact.  
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Figure 2) Criteria to Evaluate Indicators 

 
 

 
 

6) Next Steps 
 

MVAEC has completed strategy papers on housing and homelessness; as well as education, 

training and employment that will be shared with key stakeholders through meetings or 

introductory sessions where the spirit and intent of collective impact and culturally responsible 

social innovation are shared.   Ideally, these sessions would also function to finalize shared 

measurements for collective impact in housing and homelessness; as well as education, training 

and employment.   This report in particular will also be shared to come to common ground on 

what indicators are the most sensitive, relevant, practical and culturally powerful from the 

suggestions listed in this report.   A foundational element of our shared measurement strategy 

will also focus on ways to measure the influence of cultural interventions and governance on 

Indigenous quality of life in urban settings.   In particular, the notion of cultural governance 

must be articulated clearly and because Vancouver is in Coast Salish territories, what does this 

mean for their role within it.  

Culturally 
Powerful 

Objective 

Direct

Practical

Relevant
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As a starting point, MVAEC could collect information from members to determine strategic 

alignment, low hanging fruit (e.g., opioid task force) as well as facilitate nation to nation 

narratives.  It will also be important to assess the imminent opportunities to advance collective 

impact such as resourcing available from: 

 City of Vancouver, federal and provincial social innovation grants; 

 Innoweave6; 

 Telus social venture capital and social innovation funds; as well as the  

 Cost efficiencies of working toward collective impact. 

But, many other Canadian institutions could also be contributing (e.g., major banks) and should 

be explored.   Ultimately, MVAEC is in pre-readiness phases to advance collective impact and 

once resources are secured, then marketing can begin.   With six major content areas to 

address (i.e., arts, culture and language; children, youth and families; education, training and 

employment; housing and homelessness; health and wellness; and justice) more human 

resources would be needed for more comprehensive communication and work planning 

purposes.    

7) Concluding Remarks 
 

When collectives are created, it is often because the community is willing and ready to address 

tough issues like homelessness, together.    In collectives, the strong can help the challenged, 

those with experience can help those just learning and the successful can guide the struggling 

all while maintaining and reinforcing important cultural traditions of accountability.  And, 

cooperation always beats competition for limited resources.   

Collective efforts also provide opportunity for a wider range of voices to be heard.  Those who 

might historically have had no power or voice might find themselves well supported in broader 

collectives.  Although MVEAC is still in readiness phases, to get everyone flying in formation, 

partnership agreements, membership fees and governance structure might need to be adjusted 

to be even more inclusive. 

Still many questions remain. 

1) Most service agencies are very small and some are volunteer so how can we ensure 

their engagement and what measures of accountability are realistic?   

2) What open data is available? 

3) How can MVAEC’s partnership agreements amplify collective influence and impact? 

4) How can we stop rewarding poor performance? 

5) How do we resolve territoriality and competition for scarce resources? 

                                                           
6 http://www.innoweave.ca/  

http://www.innoweave.ca/
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6) What are the best ways to strengthen accountability and financial stewardship?  What 

are the most supportive interventions to amplify capacity? 

7) How can our collaboration toward collaborative impact be assessed?  

8) What gets included and excluded in the system for goals to become measurable?  

9) Where are the points of convergence between the Collective Impact framework, social 

determinants of health, ecological systems7 (human development) framework?   

10) How do housing and education/training become measurable?   And how do they 

connect to the broader determinants of health?   

11) How do we introduce and communicate collective impact in a way that enrolls others 

without resources? 

12) How do we support the transition to relational care as a means to amplify collective 

impact?  

Of course, collective impact and governance requires a solid foundation where member 

organizations have and maintain a long-term vision and clear sense of direction in publicly 

shared goals; priorities and regular updates.  They are not happy to be busy, they want to effect 

change.   How they handle the money, make decisions and effect change is all publicly available 

for the resources that they manage.  They also make a point to reach out to the community and 

allow for the public to be engaged in their work.  But, wide scale engagement is not without 

challenges; MVAEC executives are all very busy managing their agencies.  In addition, 

communication strategies must take into account audience by using visual displays when 

valuable (e.g., graphs and charts) as well as ‘westernizing’ Indigenous knowledge and 

Indigenizing western knowledge.    

Still, collective governance and impact is supported by clear goal statements and shared 

measurements and this phase of development should help move the collective toward stronger 

accountability for collective impact. Though many options exist and the advantages are clear, it 

is important for MVAEC to be careful to avoid the pitfalls and anticipate how relationships 

between organizations might unfold (See Appendix B).  There is no one single solution or set of 

principles that will serve the interests of all.  Rather, there is a range of options that can be as 

unique and dynamic as the organizations that MVAEC serves.   The central purpose of 

developing shared accountability strategies and arguably shared governance, at least partially is 

to ensure that urban Indigenous peoples are self-directing.  

                                                           
7 https://www.gulfbend.org/poc/view_doc.php?type=doc&id=7930 
 

Following the wisdom of geese, we want to fly in formation, share leadership and 

support those who need it.  We can go further . . . together. 

https://www.gulfbend.org/poc/view_doc.php?type=doc&id=7930
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Appendix A – Metro Vancouver Aboriginal Executive Council Member 

Organizations 

 

Aboriginal Community Career Employment 
Services Society 604-913-7933 info@accessfuture.com 

Aboriginal Front Door Society 604-697-5662 info@abfrontdoor.com 

Aboriginal Mother Centre Society 604-558-2627 info@aboriginalmothercentre.ca 

Canadian Aboriginal AIDS Network 604-266-7616  

Circle of Eagles Lodge Society 604-874-9610 info@circleofeagles.com 

Federation of Aboriginal Foster Parents 604-291-7091 info@fafp.ca 

Fraser Region Aboriginal Friendship Centre 604-584-2008 info@sacsbc.org 

Healing Our Spirit Society 604-879-8884 info@healingourspirit.org 

Helping Spiriti Lodge Society 604-874-6629 info@hsls.ca 

Kekinow Native Housing Society 604-591-5299 info@kekinow.ca 

Knowledgeable Aboriginal Youth Association 604-254-5513 KAYAYouthVoice@gmail.com 

Lu'ma Native Housing Society 604-876-0811 info@lnhs.ca 

NEC Native Education College 604-873-3772 info@necvancouver.org 

Nisga'a Ts'amiks Vancouver Society 604-646-4944 info@tsamiks.com 

Pacific Asssociation of First Nations Women 778-938-6596 info@pafnw.ca 

Spirit of the Children Society 604-524-9113 info@sotcs.ca 

Urban Native Youth Association 604-254-7732 info@unya.bc.ca 

Vancouver Aboriginal Child & Family Services 
Society 

604-872-6723  info@vacfss.com 

Vancouver Aboriginal Community Policing Centre 604-678-3790 info@vacpc.org 

Vancouver Aboriginal Friendship Centre Society 604-251-4844  info@vafcs.org 

Vancouver Aboriginal Transformative Justice 
Services Society 

604-251-7200 info@vatjss.com 

Vancouver Native Health Society 604-254-9949 info@vnhs.net 

Vancouver Native Housing Society 604-320-3312 info@vnhs.ca 

Warriors Against Violence Society 604-255-3240  info@wavbc.com 

  

http://www.accessfutures.com/
http://www.accessfutures.com/
http://www.abfrontdoor.com/
http://www.aboriginalmothercentre.ca/
http://www.caan.ca/
http://www.circleofeagles.com/
http://www.fafp.ca/
http://www.healingourspirit.org/
http://www.hsls.ca/
http://www.kekinow.ca/
http://www.lnhs.ca/
http://www.necvancouver.org/
http://www.tsamiks.com/
http://www.pafnw.ca/
http://www.sotcs.ca/
http://www.unya.bc.ca/
http://www.vacfss.com/
http://www.vacfss.com/
http://www.vacpc.org/
http://www.vatjss.com/
http://www.vatjss.com/
http://www.vnhs.net/
http://www.vnhs.ca/
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Appendix B – Collective Impact and Governance 

 

Consistently, larger groups or networks create opportunities that smaller ones cannot, but good 

relationships are necessary to support collective governance and impact.  In keeping with the primacy of 

relationships in Indigenous cultures, it will be important to understand the common phases of 

relationship between agencies that strive to meet common goals or have collective impact.  

 

Coming Together 

In this stage, agencies may come together for a shared purpose 

that no one agency can achieve alone.  The lead, MVAEC, acts as 

the visionary or a champion that brings people together.  Everyone 

is hopeful that collective impact will amplify desired results and 

the group starts to build trust.  It is important, at this stage to be 

clear about why MVAEC members are working together and to 

decide who should be part of the group (who has the right skills or 

needs) and get started doing the work.  While MVAEC is a 

‘backbone’ organization, it is very much a collective effort.  

 

Growing  

During the second phase, the group really gets to work and the challenges of starting up the relationship 

have passed.  This is when the members are ready to deliver services that contribute to collective 

impact.  It becomes clear who is going to do what including who will lead the group.  The leader must 

now share the work with a number of people and the leader creates conditions so that the relationship 

can grow.  Resources are being pooled together and shared.  Performance matters a lot in this phase.  In 

other words, it is important that the group shows that it can do what it has set out to do.  If the group is 

wise, they take the time to review their original plan to see if it still supports their vision and is 

appropriate for the community or region where they live.  When reviewing the original plan, the group 

will make sure that they have the right structure and enough resources to do the work.  

 

Maturity 

This is the ‘make it or break it’ stage where the group is trying to become stable.  It is the stage when 

the geese have adjusted course and are flying in formation.  The group has to deal with complex 

agreements and the results of their choices.  Everyone feels loyalty to the group as well as to their own 

agencies but sometimes these loyalties conflict or put a strain on the relationship.   To deal with conflict, 

the relationship becomes very formal with rules and regulations for just about everything.  The rules are 
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prepared to meet the needs of the group as well as each individual member.  Some may ask if their 

activities are actually producing desired results and a monitoring and evaluation system may develop.  If 

no results are clear, they may rethink their plan.   

 

Renewal  

In this stage, the group looks for a new direction.  The group may decide that they must remake 

themselves in order to take advantage of new opportunities or challenges.   Sometimes, it becomes 

clear that what they are doing just isn’t working so the group reconsiders their relationship, goals and 

activities.   Leaders are agents of change in the renewal phase which is usually a turning point for the 

group where the original members either recommit to the renewed vision or a number of new members 

join.  If renewal is successful, the group will, in a way, return to the beginning or “Coming Together” 

stage with a refreshed perspective and a new life.  If the renewal does not go well, the partnership or 

group may be in trouble and the relationship may decline or dissolve.  

 

Indigenous Collective Impact Achieved  

If Indigenous Collective Impact is achieved, the group can decide to manage a maintenance phase. In 

this phase, the key question to answer is “what functions are needed to support maintenance”?  If it 

becomes clear that the group is not achieving ICI or that there is a duplication of effort, then it is time 

for the group to reconsider their mandate.  If ICI has been achieved, the role of the leaders is to keep 

good relationships with each member so that if collaboration is needed in the future, the group can 

work together again.  

 

Table 5) identifies the leadership roles, emotions as well as the developmental and performance 

objectives of each phase. 
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Table 5) Stages and Observations: Developing Relationships between Organizationsi 

 Stage 1 Stage 2 Stage 3 Stage  4 Stage 5 

Mode 

 
Coming Together  

Growth 

Getting to work 

Maturity 

Organizing ourselves 

Renewal 

Refocusing 
Rethinking  

Leadership Role Champion Cultivator Consolidator Change Agent Philosopher 

Emotion Hopeful Work focus Results focus Re-charged Despair and/or Acceptance 

Developmental 

goals 

State why they need to 

work together 

determine what work they 

can do and who will be a 

member 

get started  

build and maintain trust

  

visionary 

leadership 

ensure ‘right’ partners join 

together 

 

Be clear about who will do 

what, focus on near-term, 

realistic objectives 

set rules for working together 

produce goods/services 

create structure that facilitates 

action 

reflect on the plan  

match resources with goals  

be clear about member 

expectations 

relationship depends on and 

changes with the environment 

Sustainable funding is an issue 

Formal work plans, shared decision 

making/communication  

test to see if results are happening  

make sure members value 

relationship (ownership) 

change or adopt systems that support 

the relationship 

recognize members are loyal to their 

own communities and organizations 

as well as the group 

be sensitive to increasing costs 

Recognize signs of a 

partnership in trouble 

encourage settling of 

disputes or develop a 

fresh purpose 

top leadership 

committed to 

sustaining the 

collective 

 

Create a new relationship on foundation of 

old relationships 

start to end partnership while good 

relations between partners can be 

maintained 

early ending due to: 

 duplication of effort of members and 
relationship 

 failure to take full advantage of a team 
effort for greater gain than “going it 
alone” 

Performance 

goals 

Start up to do 

things 

Begin service 

or program 

delivery 

To show that 

outcomes can be 

achieved 

To increase reach, 

introduce new 

services or programs 

To end service or  

program 

 

iAdapted from Lusthaus, C. and Milton-Feasby, C.: The Evaluation of Inter-Organizational Relationships in the Not for Profit Sector: Some Observations, 

Universalia, page 7.  

                                                           


