
Public Health Performance Management
Centers for Excellence

Developing a healthy community…  
Involves planning & collective action to generate 
solutions to community problems. 

Developing a healthy community should be:
• A long-term endeavour.
• Well planned.

I l i d it bl• Inclusive and equitable.
• Holistic and integrated into the bigger picture.
• Initiated and supported by community 

members.members.
• Of benefit to the community.
• Grounded in experience that leads to best 

practice.

Funded by CDC’s National Public Health Improvement Initiative January, 2013



Public Health Performance Management Centers for Excellence

Developing a healthy community…  
…requires and helps build community capacity:q p y p y

• To address issues. 
• To take advantage of opportunities• To take advantage of opportunities.
• To find common ground. 
• To balance competing interests. 

It does not just happen—it requires both a conscious and 
a conscientious effort to do something (or many things) to 
i th itimprove the community.

Funded by CDC’s National Public Health Improvement Initiative January, 2013



Develop Community Partnership for CHIP DevelopmentDevelop Community Partnership for CHIP Development

Key stakeholders andKey stakeholders and 
other community 
organizations and 

b t bmembers must be 
engaged in 
development of the 
CHIP for a community 
to achieve its vision.

Funded by CDC’s National Public Health Improvement Initiative January, 2013



“Where Did We Put the CHIP?”

So now what?
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5
Collective Impact How it is different from other models

of collaboration?



FSG.ORG

There Are Several Types of ProblemsThere Are Several Types of Problems

Simple Complicated Complex

Baking a Cake
Sending a Rocket 

to the Moon Raising a Child

The social sector often treats problems as simple or complicated
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Maturing of Collective Impact Practices

Early 
Collective

Emerging
Collective 
Impact

Isolated 

Attempts at 
Collaboration

Collective 
Impact 
Practices

Impact 
Practices

Impact
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Types of CollaborationsTypes of Collaborations
Organizations have attempted to solve social problems by collaboration for 
decades without producing many results. The vast majority of these effortsdecades without producing many results. The vast majority of these efforts 
lack the elements of success that enable collective impact initiatives to 
achieve a sustained alignment of efforts.

Funder Collaboratives
Public-Private Partnerships p
Multi-Stakeholder Initiatives 

Social Sector NetworksSocial Sector Networks 
Collective Impact Initiatives
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There is a fundamental mismatch between the complexity of social 
problems and a focus on individual granteesproblems and a focus on individual grantees

Isolated Impact Collective Impact

• Funders select individual • Social problems arise from the

Collective Impact

• Grantees work separately and

grantees that offer the most
promising solutions

interaction of many 
organizations within a larger
system

compete to produce the greatest
independent impact

• Evaluation attempts to isolate a
ti l t ’ i t

• Progress depends on working 
toward the same goal and
measuring the same things

Large scale impact depends onparticular grantee’s impact

• Large scale change depends on
scaling a single organization

• Large scale impact depends on
increasing cross-sector 
alignment and learning among 
many organizations

• Corporate and government
sectors are disconnected

• Government and corporate
sectors are essential partners
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Collective impact initiatives provide a structure for cross‐sector leaders to
forge a common agenda for solving a specific social problem 9



Fragmentation Undermines Execution

No Strategic Alignment Execution 
Gap

No Strategic Alignment
Health 
Goals

• Wasteful redundancy
• Little sharing of information ideas and resourcesLittle sharing of information, ideas and resources
• Frequent ramp‐up and ramp‐down of programs 
based on funding

• Time spent chasing and competing for funding
• Difficult‐to‐address large and complex issues
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The Need to Collaborate around a Strategy

Health S i l S iMedical
Other Public 
A i &Health 

Depts
Social Service 
Providers

Medical 
PracticesHospitals

Agencies & 
Officials

Improved 
Community 

Health 
OutcomesOutcomes

Schools Community Faith  Families 
& i di id l

Employers
groups Communities & individuals

p y
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The Collective Impact Approach to Solving Complex Social Issues 
Is Occurring Across Many Sectorsg y

Education Health

Economic DevelopmentEnvironment Economic DevelopmentEnvironment
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Cradle to Career
Civic Infrastructure FrameworkCivic Infrastructure Framework

Engaged
L d hi

Community 
Vi i

Governance 
St t

Communications
& Community 

Community 
Level 

O

Scan of Existing 
Community 

Leadership Vision Structure
y

Engagement

Select Priority 
StrategiesOutcomes Resources

Create Networks 
based on 
Priorities

Continuous 
Improvement 
Action Plans

Establish Data 
Management 

System

Strategies

Priorities Action Plans System

Innovation & 
Impact Fund

Partnership 
Sustainability 

Plan

Community 
Engagement
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Preconditions
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Achieving Large-Scale Change through Collective Impact Involves 
5 Key Conditions for Shared Success

Common All participants have a shared vision for change including a 
d t di f th bl d j i t h tAgenda

Shared 

common understanding of the problem and a joint approach to
solving it through agreed upon actions

Collecting data and measuring results consistently across all
participants ensures efforts remain aligned and participants holdMeasurement

Mutually 
Reinforcing 

participants ensures efforts remain aligned and participants hold
each other accountable

Participant activities must be differentiated while still being 
coordinated through a mutually reinforcing plan of action

Activities

Continuous 
Communication

coordinated through a mutually reinforcing plan of action

Consistent and open communication is needed across the 
many players to build trust, assure mutual objectives, and 
appreciate common motivationCommunication

Backbone 
Support

appreciate common motivation

Creating and managing collective impact requires a separate 
organization(s) with staff and a specific set of skills to serve as 
the backbone for the entire initiative and coordinate 
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participating organizations and agencies
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Taskforces formed:

Economic vitality
Education
Environment

l h lHealthy People
Community Safety

Over 120 individuals involvedOver 120 individuals involved

Each put forth 5 priorities
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Guidelines Used:
• Magnitude affected
• Below a benchmark or want to preserveBelow a benchmark or want to preserve
• Impacts several aspects of community life
• Actionable in next 5 years
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Evidence‐Based Strategies

Dr. Mary Beth Celio, Senior Partner 
at Northwest Decision Resources in 

Gonzaga University: Middle School 
Evidence –Based Practice Study 

Seattle: Research using two cohorts 
of 7,000 students (2008 and 2010) 
tracking them from elementary to high 
school (2011)

y
(2009)

– Early identification
– Social Support

Hi h A d i E t tischool (2011)

Identified 3 primary risk 

– High Academic Expectations

Eastern Washington University: 
Youth Serving Programs (2010)

factors:
• Attendance

Youth Serving Programs (2010)
– Programs identified that 

demonstrated performance
– Capacity to serve youth

• Behavior
• Course Completion

– Stability
– Connection to the school
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Achieving Large-Scale Change through Collective Impact Involves 
5 Key Conditions for Shared Success

Common All participants have a shared vision for change including a 
d t di f th bl d j i t h tAgenda

Shared 

common understanding of the problem and a joint approach to
solving it through agreed upon actions

Collecting data and measuring results consistently across all
participants ensures efforts remain aligned and participants holdMeasurement

Mutually 
Reinforcing 

participants ensures efforts remain aligned and participants hold
each other accountable

Participant activities must be differentiated while still being 
coordinated through a mutually reinforcing plan of action

Activities

Continuous 
Communication

coordinated through a mutually reinforcing plan of action

Consistent and open communication is needed across the 
many players to build trust, assure mutual objectives, and 
appreciate common motivationCommunication

Backbone 
Support

appreciate common motivation

Creating and managing collective impact requires a separate 
organization(s) with staff and a specific set of skills to serve as 
the backbone for the entire initiative and coordinate 

19

participating organizations and agencies
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FSG.ORGShared Measurement is Critical to Collective Impact

Definition
Identifying common metrics for tracking progress toward a common agenda acrossIdentifying common metrics for tracking progress toward a common agenda across 

organizations, and providing scalable platforms to share data, discuss learnings, and 
improve strategy and action

Benefits of Using Shared Measurement

Improved Data QualityImproved Data Quality

Tracking Progress Toward a Shared Goal

Enabling Coordination and Collaboration

Learning and Course Correction

Catalyzing Action

20



Lessons from Shared MeasurementLessons from Shared Measurement

Systems Focus and Alignment

Lessons from Shared MeasurementLessons from Shared Measurement

y g

• Shared measurement process led to rethinking of plan implementation and 
helped structure system

Community Engagement

• Collaborative, transparent, consistent community engagement was critical 
and led to strong uptake

Access to All

• Made technology, training and cost accessible to all – equitable between big 
and small agencies

Technology is Secondary

• When designing a system the technology is secondary to the process ofWhen designing a system, the technology is secondary to the process of 
developing shared measures

Moving Beyond Privacy Concerns

• Privacy concerns seemed to mask agency worry over scrutiny

21
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Achieving Large-Scale Change through Collective Impact Involves 
5 Key Conditions for Shared Success

Common All participants have a shared vision for change including a 
d t di f th bl d j i t h tAgenda

Shared 

common understanding of the problem and a joint approach to
solving it through agreed upon actions

Collecting data and measuring results consistently across all
participants ensures efforts remain aligned and participants holdMeasurement

Mutually 
Reinforcing 

participants ensures efforts remain aligned and participants hold
each other accountable

Participant activities must be differentiated while still being 
coordinated through a mutually reinforcing plan of action

Activities

Continuous 
Communication

coordinated through a mutually reinforcing plan of action

Consistent and open communication is needed across the 
many players to build trust, assure mutual objectives, and 
appreciate common motivationCommunication

Backbone 
Support

appreciate common motivation

Creating and managing collective impact requires a separate 
organization(s) with staff and a specific set of skills to serve as 
the backbone for the entire initiative and coordinate 

24

participating organizations and agencies
24



Types of Backbone OrganizationsTypes of Backbone Organizations

Funder-basedFunder-based

New non-profits

Existing non-profits

GovernmentGovernment

Shared across multiple organizations

Steering committee driven

25



Backbone Organizations PerformsBackbone Organizations Performs
6 Essential Functions

Establish Shared

6 Essential Functions

Guide Vision
& Strategy

Support Aligned 
Activities

Establish Shared 
Measurement

Practices

Build Public Will Mobilize FundingAdvance Policy
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Effective Backbone OrganizationsEffective Backbone Organizations
Visionary

Results-Oriented or “Pushy”
Collaborative, Relationship Builder

F d b t Ad tiFocused, but Adaptive
Strong Communicator

Politically SavvyPolitically Savvy
Servant-Leader
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Contextual NuancesContextual Nuances

When organization was selectedg

Capacity of organization

Geographic reach and scope

Structural constraints

28



Sectors and LeadershipSectors and Leadership
• Control over resources and • Government

strategies to move the work

• Influence in the community or 

• Non-profits
• Philanthropy y

resources and decision-makers

• Expertise in a certain area e g

• Civic
• Business

Expertise in a certain area, e.g. 
Education

• Action willing to dedicate time

• Community
• Faith-based

G t • Action – willing to dedicate time 
and resources to the partnership

• Grantors
• Other

29



“Communities That Care” Coalition: Co-Backbone Organizations,
Coordinating Council and Working GroupsCoordinating Council and Working Groups

Franklin County / North Quabbin Community*

Co-Backbone:
Community Action

Co-Backbone: 
Community Coalition 

for Teens

Coordinating Co ncil
Regional
School

for Teens

Coordinating CouncilSchool
Health

Task Force

Community
Norms

Workgroup

Parent
Education
Workgroup

Youth 
Recognition
Workgroup

Workgroups and Coordinating Council meet monthly while the full coalition

30

Workgroups and Coordinating Council meet monthly while the full coalition 
(workgroups, coordinating council, and community) meets twice annually



Priority SpokanePriority Spokane
*

E ti

Executive Director

Executive 
Committee

Steering Committee

Workgroup Workgroup WorkgroupWorkgroup Workgroup Workgroup
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Achieving Large-Scale Change through Collective Impact Involves 
5 Key Conditions for Shared Success

Common All participants have a shared vision for change including a 
d t di f th bl d j i t h tAgenda

Shared 

common understanding of the problem and a joint approach to
solving it through agreed upon actions

Collecting data and measuring results consistently across all
participants ensures efforts remain aligned and participants holdMeasurement

Mutually 
Reinforcing 

participants ensures efforts remain aligned and participants hold
each other accountable

Participant activities must be differentiated while still being 
coordinated through a mutually reinforcing plan of action

Activities

Continuous 
Communication

coordinated through a mutually reinforcing plan of action

Consistent and open communication is needed across the 
many players to build trust, assure mutual objectives, and 
appreciate common motivationCommunication

Backbone 
Support

appreciate common motivation

Creating and managing collective impact requires a separate 
organization(s) with staff and a specific set of skills to serve as 
the backbone for the entire initiative and coordinate 

32

participating organizations and agencies
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• Early Warning 
System

• Attendance boardsAttendance boards
• Mentoring
• Trauma education
• Social campaign

Ali t b t• Alignment between 
community and 
school programs 
(data sharing)

33

(data sharing)



Cradle 
to 

Career
Priority 
Spokane 

Middle School 
Initiative

College Access

Initiative

GSI STEM
Early 

School 
Community 
Committee

y
Childhood 
Education 
Coalition

ACES System 
Committee
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Achieving Large-Scale Change through Collective Impact Involves 
5 Key Conditions for Shared Success

Common All participants have a shared vision for change including a 
d t di f th bl d j i t h tAgenda

Shared 

common understanding of the problem and a joint approach to
solving it through agreed upon actions

Collecting data and measuring results consistently across all
participants ensures efforts remain aligned and participants holdMeasurement

Mutually 
Reinforcing 

participants ensures efforts remain aligned and participants hold
each other accountable

Participant activities must be differentiated while still being 
coordinated through a mutually reinforcing plan of action

Activities

Continuous 
Communication

coordinated through a mutually reinforcing plan of action

Consistent and open communication is needed across the 
many players to build trust, assure mutual objectives, and 
appreciate common motivationCommunication

Backbone 
Support

appreciate common motivation

Creating and managing collective impact requires a separate 
organization(s) with staff and a specific set of skills to serve as 
the backbone for the entire initiative and coordinate 

35

participating organizations and agencies
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Taskforce meetings
NewsletterNewsletter

Annual community assemblies

Monthly steering committee 
meetings
Monthly executive team 
meetings
Meeting minutes Branding and marketingMeeting minutes
Executive Director’s role
Subcommittee meetings and 
reports

Branding and marketing
Media articles

Project management tools and reports

37

Individual meetings



Phases of Collective Impact

Components for Success PHASE I
Initiate Action

PHASE II
Organize for Impact

PHASE III
Sustain Action and Impact

Governance and 
Infrastructure

Identify champions and form 
cross-sector group

Create infrastructure (backbone
and processes)

Facilitate and refine

Strategic Planning Map the landscape and use 
data to make a case

Create common agenda (goals 
and strategy)

Support implementation 
(alignment to goals anddata to make a case and strategy) (alignment to goals and 

strategies)

Community Involvement Facilitate community outreach Engage community and build 
public will

Continue engagement and 
conduct advocacy

Evaluation and Analyze baseline data to identify Establish shared metrics Collect, track and report a uat o a d
Improvement

a y e base e data to de t y
key issues and gaps

stab s s a ed et cs
(indicators, measurement, and 

approach)

Co ect, t ac a d epo t
progress (process to learn and 

improve)
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Key Factors Top leadership involved

Funders coordinated and resources pooledFunders coordinated and resources pooled

Data driven

Time spent on communication

Strong relationship with working organizations

Commitment to effort

39
Questions?


