
P U R P O S E

I N T R O D U C T I O N

S U C C E S S F U L  C I  E X A M P L E S

The Collective Impact (“CI”) Approach is a strategy created by the Foundations Strategy
Group (“FSG”) which allows organizations to work together to address complex social
challenges.
The 5 Conditions/Pillars of a CI Approach are: 
      Common Agenda ~ agreeing to a common goal
      Shared Measurement ~ agreeing to shared ways of tracking progress
      Mutually Reinforcing Activities ~ focusing on strengths while collaborating together
      Continuous Communication ~ having consistent communication
      Backbone Support ~ having dedicated personnel in supporting ongoing efforts

P R E L I M I N A R Y  C O N S I D E R A T I O N S

The purpose of this Guide is to provide a structured framework incorporating the 5 pillars of the CI approach.
The pages to follow offer guiding prompts and reflective questions designed to support collaboration,
alignment, and coordinated action toward achieving a shared goal. Advancing continuous improvements in the
family justice system through a CI framework is used as an example throughout the Guide, building on a Fall
2025 workshop of CREATE Justice - but the Guide can be used for any shared problem-solving.

A Guide on How to Use Collective Impact
Approaches to Strengthen Access to Justice 

BC’s A2J Network has adapted this CI approach, working to transform the family
justice system, and the network has evolved to call itself a “Collective Impact Network”.
[https://tinyurl.com/mu5yj3pj]
Greg’s Wings Project has adapted this CI approach to challenge the health care
system, and the Co-Pilot Collective has been created as a result.
[https://tinyurl.com/3htzrf2r & https://tinyurl.com/4jucbc6w]

After answering the questions above and before diving into the 5 pillars of CI framework, we
must identify who the influential champions are, the urgency of the issue at hand and whether
we have adequate resources to tackle this issue.

Consider agreeing to at least 3 of the following 5 questions before continuing with the
CI framework (adapted from the Tamarack Institute: Tool - Assessing Readiness):
1. Do we aim to affect a “needle moving” change (i.e. 10% or more) on a community-wide metric? 
2. Do we believe a long-term (3-5+ year) investment is needed by diverse stakeholders to achieve
success? 
3. Do we believe cross-sector engagement is essential for community-wide change? 
4. Are we committed to using measurable data to set the agenda and improve over time? 
5. Are we committed to having community members as leaders, partners and producers of impact?



FIRST PILLAR: COMMON AGENDA
Begin by ensuring that all participants gathered around the table
have a shared vision for change, including a common
understanding of the problem and a joint approach to solving it
through agreed-upon actions.

Next, identify a common set of metrics that allow participants to
collect data and measure results consistently to aid with tracking
progress for decision making. 

SECOND PILLAR: SHARED MEASUREMENT

To continue, we must create plans of action, weaving existing
programs together in a supportive system, while centring on the
issue at hand to advance progress.

THIRD PILLAR: MUTUALLY REINFORCING ACTIVITIES

As collaboration continues, we must create formal and informal
processes to keep stakeholders engaged and encourage open
communication to discuss and address issues as they surface.

FOURTH PILLAR: CONTINUOUS COMMUNICATION

FIFTH PILLAR: BACKBONE SUPPORT

Considering the preliminary conditions above, if it is determined
that the CI approach is appropriate, a group can then move on to
the following 5 Pillars.

PRELIMINARY CONDITIONS

Checklist: Step by Step Guide

Lastly, six core roles should be considered for different
individual(s) and/or organization(s) to facilitate the CI initiative.



1.0 - GUIDING PRINCIPLES:
Determine shared principles that will guide the group in making decisions. Refer to the Strategy Map referred to
during the Nov 2025 Family Justice Workshop. E.g. see sample principles in the map that have guided individual
and collective family justice reform efforts in British Columbia.

First Pillar: Common Agenda
The following questions and exercises will help create a shared vision of a common agenda.

1.2.1 - GOALS AND SUBGOALS: 
Looking at the Adaptive Loop Diagram from the Nov 2025 Family Justice Workshop below, consider the
applicable goals and subgoals as well as the timeline for achieving them. E.g. the main interest among some
attendees is to create a multidisciplinary community hub.

1.1 - COMMON PROBLEM (UNDERSTANDING):
Set boundaries on the urgency of the issue (e.g., families’ well-being is not being met) together with the shared
principles determined above under Pillar 1.0, identify what will and will not be done to resolve it. E.g. to advance
continuous improvements in family justice, we may need to expand the membership of SK A2J Network’s current
family justice community of practice to include more interdisciplinary perspectives.

Blue dots: represent where workshop attendees placed themselves on the adaptive loop (how ready for change they felt).
Other colours: represent the specific areas attendees were personally interested in working on.



First Pillar: Common Agenda

1.3 - FRAMEWORK FOR CHANGE:
Create a structure of how work is to be distributed. Note that working groups may need to be created and certain
duties may need to be supported by backbone roles.

1.4 - PLAN FOR LEARNING:
Create a plan for learning. Consider what are we learning as a group? What is important to pay attention to right
now? What trends are we seeing? How do we incorporate our learning into our current work?

1.5 - OTHER CONSIDERATIONS:
Determine other considerations needed to complete this pillar. E.g. what are some challenges that might hinder
your organization’s ability to achieve the goals and sub goals established above?

1.2.3 - GOALS AND SUBGOALS (BOUNDARIES):
Set boundaries around the established goals and subgoals. Consider geographic scope of work, population &
demographic focus etc.

1.2.2 - GOALS AND SUBGOALS (DESIRED OUTCOME):
Determine the desired outcome, results and outputs of the established goals and subgoals.

1.2.4 - GOALS AND SUBGOALS (POTENTIAL STRATEGIES):
Identify who is currently doing what, and how it relates to the established goals and subgoals, then determine
additional actions that need to be taken to reach the established goals and subgoals.



2.0 - EVALUATION:
Set criteria for an evaluation and learning process. Consider what is already being
measured and leverage it. How does your organization currently keep track of data?

Second Pillar: Shared
Measurement

The following questions will help clarify the focus of CI effort by identifying a
common set of metrics in tracking progress to assist with decision making.

2.1 - CREATING A SHARED MEASUREMENT SYSTEM:
Identify relevant metrics/indicators needed to track progress of the established goals
and subgoals; no more than 10 indicators to start with, to keep it manageable. Metrics
must be available consistently over time. Consider whether the metrics will accurately
measure the ultimate goal/subgoals and drive the needle moving change.

2.2 - DEVELOP WORKING GROUPS
Allocate tasks of a shared measurement system based on the groups created above,
under Pillar 1.3 - Framework for Change.

2.3 - OTHER CONSIDERATIONS:
Determine other considerations needed to complete this pillar.



3.0 - AGREEMENT ON KEY OUTCOMES:
Reflecting on the desired outcomes created above, under Pillar 1.2.2, unanimously agree on the key outcomes to
focus on.

Third Pillar: Mutually
Reinforcing Activities

The following questions will help align existing efforts and resources to achieve the common agenda.

3.1 - FOCUSING ON ORCHESTRATION AND SPECIALIZATION:
Identify who is doing what in the community? Who can do what together? How do these activities fit within a
larger strategy? Note that if the organizations’ programs and services are used to working independently,
reinforcing activities require them to come together in understanding who is delivering what to achieve the
desired outcome.

3.2.1 - ADDITIONAL RESOURCES:
What additional resources or supports are required for organizations to successfully achieve the desired
goals/subgoals?

3.2.2 - ALIGNMENT OF EXISTING PROGRAMS:
What existing programs delivered by different stakeholders can be better linked or aligned? Consider any gaps in
current programs and the service delivery continuum that could be altered to achieve the desired outcome.

3.2.3 - REFINEMENT IN EXISTING PROGRAMS:
What refinements in the design of existing programs and services could better support the achievement of our
desired outcome?

3.3 - OTHER CONSIDERATIONS:
Determine other considerations needed to complete this pillar.



4.0 - FREQUENCY OF MEETINGS:
Determine how early and often groups need to meet to report, discuss and communicate on progress?
Consider frequency based on the timeline of progress and different working groups. E.g. meet weekly
at the outset to build momentum, then transition to monthly or quarterly check-ins. 

Fourth Pillar: Continuous
Communication

The following questions will help identify expectations and set standards to promote trust,
transparency and engagement to achieve continuous communication.

4.1.1 - MEETING CONSIDERATIONS (WHO):
As progress continues, determine who needs to receive what information? Consider the information
being presented during meetings and identify the individuals that need to receive the information.

4.1.2 - MEETING CONSIDERATIONS (HOW): 
How should the information be packaged? Consider the limitations and capacity of each of the
individuals, and identify efficient ways to present information. E.g. using a one page report.

4.1.3 - MEETING CONSIDERATIONS (WHY):
Determine what the stakeholder should do with the information being presented? Consider the
purpose of the information, and what decisions need to made in light of it.

4.2 - ADDRESSING DIFFICULT ISSUES: 
What can we do to ensure difficult issues are being addressed without compromising the trust
between each stakeholder? Consider ways to provide understanding if deadlines are not being met. 

4.3 - OTHER CONSIDERATIONS:
Determine other considerations needed to complete this pillar.



Data Manager | Facilitator | Executive Director

Roles Tasks

Guide Vision and Strategy
· Build a common understanding of the problem
· Serve as a thought leader/ standard bearer for the initiative
· Ensure common agenda is updated as needed as strategy unfolds

Advance Policy
· Advocate for an aligned policy agenda 
· Stay on top of policy developments that impact the effort

Mobilize Resources
· Mobilize and align public and private resources to support initiative’s
goals (and the backbone itself)

Build Community Engagement
· Create a sense of urgency and articulate a call to action 
· Support community member engagement activities 
· Produce and manage communications (e.g., news releases, reports)

Support Aligned Activities

· Coordinate and facilitate partners’ continuous communication and
collaboration (e.g., run taskforce meetings)
· Recruit and convene partners and key external stakeholders
· Seek out opportunities for alignment with other efforts 
· Ensure taskforces are being data driven

Establish Shared Measurement Practices
· Collect, analyze, interpret, and report data
· Catalyze or develop shared measurement systems
· Provide technical assistance for building partners data capacity

5.0 - ROLE IDENTIFICATION:
Looking at the chart below, consider the number of individual(s) or organization(s) needed and who
would be suitable to take on each role (adapted from FSG: Backbone Starter Guide). E.g. SK Health
Authority’s systems change department utilizes 13 staff members for backbone support.

Fifth Pillar: Backbone Support
The following exercises are designed to help identify who and what the role of backbone support
will be.

5.1 - OTHER CONSIDERATIONS:
Determine other considerations needed to complete this pillar.



Adequate Resources: Adequate financial resources to last at least two to three years
and generally involving at least one anchor funder to support needed infrastructure and
planning.

Collective Impact: Disciplined, cross-sector approach to solving complex social and
environmental issues at scale. 

Evaluation: Refers to a range of activities that involve the planned, purposeful, and
systematic collection of information about the activities, characteristics, and outcomes of
a CI initiative.

Influential Champions: An individual or small group who command the respect
necessary to bring CEO level cross-sector leaders together and keep them actively
engaged over time.

Needle Moving Change: Making a change in the community of +/- 10% or more.

Urgency of the Issue: A new opportunity or crisis that convinces people that a particular
issue must be acted upon now and/or that a new approach is needed.

Shared Measurement Systems (SMS): Use a common set of indicators to monitor an
initiative’s performance and track its progress towards goals.

Theory of Change: A comprehensive description and illustration of how and why a
desired change is expected to happen in a particular context.

Strategy Map: A condensed graphic that shows a logical, cause-and-effect connection
between strategic objectives.

Systems Change: Shifting component parts of a system, and the pattern of interactions
between these parts, to ultimately form a new system that behaves in a qualitatively
different way.

System Transformation: Having multiple theories of change, which are all needed to get
to a specific outcome.

Definitions of terms informed by the Tamarack Institute, the Balanced Scorecard Institute
and the World Resources Institute.

Terminology


