
Collaborative Governance and Leadership 

A Tamarack Workshop Series 
for Communities Ending Poverty and Communities Building Youth Futures 



We didn’t hear back from the community 
after we left

Gratitude & Acknowledgement

We begin this workshop by acknowledging that we are 
meeting on Indigenous land.  As settlers, we are 
grateful for the opportunity to meet, and we thank all 
the generations of Indigenous peoples who have taken 
care of this land.  

As settlers, this recognition of the contributions and 
historic importance of Indigenous peoples must be 
clearly and overtly connected to our collective 
commitment to make the promise and the challenge of 
Truth and Reconciliation real in our communities.  

We invite you to share your location 
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Liz Weaver 

The Tamarack Team  

Natasha Pei Trisha Islam 



We didn’t hear back from the community 
after we left

Our Commitment To Learners 

1. To bring new and relevant thinking & approaches to 
community changemakers

2. To co-generate knowledge – creating opportunities for you 
to engage with peers and share your amazing work

3. To share tools and frameworks to move you from ideas to 
impact using fun, interactive exercises



In Vibrant Communities, we support cities and local 
leaders to implement large-scale change initiatives to 
reduce poverty, deepen community, build youth futures 
and address climate transitions.



Navigating Workshop Technology 

• This session will not be recorded 
• Keep your webcams on if you are comfortable
• Keep your microphones muted unless you have a question or comment – questions and comments 

are welcome throughout the workshop 
• We encourage you to use the chat box feature throughout the workshop to also share your 

thoughts, questions and comments 
• We will be sending you into small breakout rooms (zoom rooms) at different times during the 

workshop – these breakout rooms will be self-facilitated 
• We will be using MURAL, an online whiteboard software, at different times during the workshop, 

we will orient you to the software prior to an exercise 
• Reach out to Natasha or Trisha at any time during the workshop for technical assistance or support 
• If you must leave the session or get bumped out for any reason, Natasha will let you back in from 

the waiting room 



Small Group Facilitation Tips  

• Identify someone who is willing to facilitate
• Identify someone who is willing to report out
• Create a welcoming environment, listen intently and avoid negative comments 
• Make sure that everyone in the group is clear about the task
• Welcome participation from everyone - Engage in supportive behaviours 
• Have fun and learn from different perspectives 
• Thank everyone for their participation 



Collaborative Governance and Leadership Workshop Series 

Session 1:  Investing in 
Leadership that Makes a 

Difference 
September 22, 2021 

2:00 – 4:00 pm ET 

Session 2: Governance Roles 
and Structures 

September 29, 2021 
2:00 – 4:00 pm ET  

Session 3:  Navigating 
Collaborative Governance from 

Start Up to Sustainability 
October 6, 2021 

2:00 – 4:00 pm ET 

Session 4:  Evaluating 
Collaborative Leadership 

Experiences 
October 13, 2021 
2:00 – 4:00 pm ET 

Session 5:  Building a 
Collaborative Governance 

Action Plan 
October 27, 2021 

2:00 – 4:00 pm 

Coaching and Technical 
Support available throughout 

and one month post workshop 
November 10, 2021 
Time to be arranged 



Pre-Workshop
Workshop | Session 2

Governance Roles and Structures –
Creating the Right Balance  

• Access and review the 
Collaborative Governance web 
page of resources 

• Welcome to the Workshop
• Making Connections and Homework 
• Governance Structures 
• Discussing our Model 
• Collaborative Roles and Accountability 
• Open Forum  
• Your next steps 

Today’s Agenda



Making Connections Exercise  

Draw Your Definition: 
Collaborative Leadership



Member Engagement or Recruitment Strategy  

Develop a member engagement of recruitment strategy for your collaborative using one of the 
tools identified during this workshop.  Be prepared to share your strategy with the workshop 
participants during the September 29th Session.  

Consider:  

• What are the challenges currently facing your collaborative? 

• How does this tool or approach deepen your thinking about collaborative leadership?  

Reflection and Homework 

Cynefin Framework - Defining the Problem Exercise 
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Navigating Leadership Dynamics  



Collaborative Leadership Mindsets 

• A focus on “we” rather than “me”
• Looking at what is best for the group, team or project
• Great interactions between team members 
• Alignment of purpose or goal
• Willingness to continually learn
• Having an open mind, and willingness to hear from other team members, or experts
• Willingness to entertain multiple strategies at the same time
• Willingness to learn from past relevant experiences
• Not afraid of technology, and willing to use new ones to support interactions
• Understanding the proper collaborative tool for different types of interactions
• A willingness to enter and work through conflicts

Source:  Getting to the Collaborative Mindset

https://www.cio.com/article/3228866/getting-to-the-collaborative-mindset.html


Building Trust and Sharing Power 

Without trust, collaboration is merely cooperation, which is 
simply not capable of achieving the benefits and possibilities 
available to true collaborators. 

Stephen Covey, The Speed of Trust 



Building Trust and Sharing Power 

• Self-Trust: deals with the confidence we have in ourselves –
in our ability to set and achieve goals, to keep commitments, 
to walk our talk – and also with our ability to trust others 

• Relationship Trust: is about how to establish and increase 
trust with others 

• Organizational Trust: deals with how leaders can generate 
trust in different organizations 

• Market Trust: reflects the trust customers, investors and 
others in the marketplace have in our organization 

• Societal Trust: is about creating value for others and for 
society at large 
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13 Ways to Build Trust

#TurfTrust

8. Confront reality 
9. Clarify expectations 
10. Practice accountability 
11. Listen first 
12. Keep commitments 
13. Extend trust

1. Talk straight
2. Demonstrate respect
3. Create transparency
4. Right wrongs
5. Show loyalty
6. Deliver results
7. Get better

Do you have other ideas on how to build trust? Please share any 
thoughts or comments in the chat box.



Addressing Power Dynamics  



Working with Power   

• POSITIONAL 
POWER - Formal

• PERSONAL POWER 
- Informal



Working with Power   

Positional Power  - Formal
Power that comes from a position within a 
specific system

Social (or unearned)
Power that we are born with or 
into. 

Personal Power - Informal
Power that comes from life experience. 

Spiritual
Power that comes from being 
connected to something greater. 

Julie Diamond on power - http://juliediamond.net/

http://juliediamond.net/


The Power Play   

License to actPositional
power

Capacity to actPersonal 
power

How others 
experience / 

perceive your power

Your sense of powerYour use of power



The Power Audit   

In your collaborative teams discuss:  

• Where, and what kind of power do you have?

• What resources or privileges does it bring?

• How could you use it differently to progress the goals 
of your organisation or community?

10 Minute Discussion



Dealing with Conflict

• Focus on the larger goal 
• Do your research 
• Problem-solve with your 

counterparts 
• Negotiate the process 
• Control your emotions 
• Decide if it's worth it

Principles to Remember 

• Ask for clarity about the task
• Invite your teammates to contribute or lead
• Don’t assume negative intentions – there might 

be a lack of clarity about roles
• Negotiate the process first
• Determine how hard to push
• Don’t persist in fighting the battle if it’s not good 

for the organization or collaborative

Source:  https://hbr.org/2017/09/how-to-navigate-a-turf-war-at-work

https://hbr.org/2017/09/how-to-navigate-a-turf-war-at-work


Dealing with Conflict

• Not fulfilling your commitments 
• Others not fulfilling their commitments 
• Blaming others for the wrong 
• An inability to constructively confront issues
• Others?



Dealing with Conflict

Discuss the betrayal 

Clarify the facts 

Make / accept sincere apologies 

Explain the reason for the betrayal 

Create a plan 

Stick to your plan 

Assess your progress 

Be patient 

Broken Trust - https://www.brokentrust.com/facts-about-trust/

https://www.brokentrust.com/facts-about-trust/
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Governance Structures – Getting the Right Balance 



Collaborative Governance Keys  

• 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 collaborative initiatives 

• Be deliberate and intentional when adapting traditional 
organization governance elements to a collaborative effort



Core Governance Documents  

Six Key Collaborative Governance Documents 

1. Governance Structure – Describes the governance 
structure, roles and accountabilities.  

2. Principles for Working Together –Defines the core 
principles guiding the collaborative.  

3. Decision Making Strategy – Defines how decisions will 
be made at different levels.  

4. Plan on a Page – A synthesis of the core aspiration / 
common vision of the collaborative and details about 
the approach.  

5. Key Milestone Report – A living document reflecting 
the purpose and key decisions taken by the 
collaborative.  

6. Regular or Annual Progress Update – An annual 
progress report which includes reflection, sense-
making and learning.  

http://www.h3cne.org/about/

https://www.tamarackcommunity.ca/hubfs/Resources/Tools/Tool%20-%20Collaborative%20Governance%20Framework.pdf
https://www.tamarackcommunity.ca/library/establishing-values-and-principles-for-working-together-tool
https://www.pleus.net/download/agiledecisions.pdf
https://www.tamarackcommunity.ca/latest/a-collective-impact-tool-building-a-plan-on-a-page
https://www.tamarackcommunity.ca/library/key-milestone-report-tool
https://www.tamarackcommunity.ca/library/tracking-change-through-an-outcomes-diary
http://www.h3cne.org/about/






Collaborative Governance Structure 

Leadership 
Table

Staffing 
Resource 

Host or 
Convener 

Community 
Working 
Groups / 

Action 
Teams  

Community 
Partners 

Board of 
Directors 

Steering 
Committee 

Language Matters!  
What you name the different parts of 
your collaborative governance structure 
should be relevant to your context and 
community.  







Plan on a Page 

http://geears.org/wp-content/uploads/GEEARS-Formatted-Strategic-Framework-2017-2020.pdf


https://www.pleus.net/download/agiledecisions.pdf

Define your Decision-Making Approach 



Progress Updates  Halton Climate Collective - https://climatecollective.ca/

https://climatecollective.ca/


Source:  
https://www.palmersto
n.nt.gov.au/sites/default
/files/uploads/files/201
8/Palmerston%20State%
20of%20the%20Childre
n%20Report%20Cards.p
df

https://www.palmerston.nt.gov.au/sites/default/files/uploads/files/2018/Palmerston%20State%20of%20the%20Children%20Report%20Cards.pdf


Roadblocks and Resistance in Collaborative Governance 

• Power dynamics

• Process-product tension 

• Too big to fail 

• Too many opportunities /lack of focus 

• Lack of a road maps 

• Keeping up with the pace of change 

• Others you have encountered?



Collaborative Governance Progress Measures 

• 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 – Roles, Responsibilities 
and Accountabilities 



Collaborative Governance – Considering a Model / Framework 

Models tend to reflect some of the following:  
• Local Context: public interest, investment, civic culture
• Member Attributes:  diversity, commitment, influence, authority, insight
• Magnitude and Pace: of change desired by members
• Authority: Bottom-up, Top Down, In the Middle
• Leadership: style & spirit, charismatic, servant leadership, etc.
• Framework for Change: working definition of approach and strategies 
• Preferences: conveners and fiscal agents (credibility and orientation)
• Flexibility & adaptability
• Communication: informal, formal 
• Group culture: risk oriented, process light/heavy, etc.
• Collaborative Arrangements: number, roles, structure



Collaborative Governance Structure 

Leadership 
Table

Staffing 
Resource 

Host or 
Convener 

Community 
Working 
Groups / 

Action 
Teams  

Community 
Partners 

Board of 
Directors 

Steering 
Committee 

Language Matters!  
What you name the different parts of 
your collaborative governance structure 
should be relevant to your context and 
community.  



Collaborative Governance Structure 

Leadership 
Table

Staffing 
Resource 

Host or 
Convener 

Community 
Working 
Groups / 

Action 
Teams  

Community 
Partners 

Board of 
Directors 

Steering 
Committee 

What are your collaborative pieces?
On a piece of paper – write the names of 
all the pieces you have in your 
collaborative structure.



Example:  Collective Impact Governance Structure 



Constellation Governance Model 

Backbone	Infrastructure

• Includes the Leadership Table, Convener/Fiscal 
Sponsor and Staff Team 

• Guides the broader collective vision and strategic 
directions of the network

• Monitors overall partnership health 

• Aligns working groups, constellations with partnership 
purpose 

• Determines and provides support to constellations



Community	Eco-System	

• Includes working groups or actions teams and other 
organizations which are serving and supporting health 

• 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 

Constellation Governance Model 



Kahnawá:ke, Quebec



Saint John, New Brunswick



Collaborative Governance – Clarity of Role

How do we come to the table together?
- Who is at the table?
- Cadence of meetings
- Agenda Setting (remember: strategic gaps in agenda as a way to build trust)
- Who serves as chair
- Substitute representatives
- Common key messages back to participant organizations

How are decisions made at the table? 
- Unanimity (veto rights)  versus Majority (minority) versus Consensus (we can all live with the 

outcome)

What decisions can the table make?
- Developing form of full application and roles of participants
- Developing legal documents to support formation of OHT
- Directing due diligence review of participants and joint reporting of findings (participants to ensure 

individual performance /compliance issues addressed) 
- Not final approvals (Boards of each participant reserve approval rights)



Collaborative Governance – Clarity of Role  

Ongoing Education: a solid (and common) understanding of the changing system 
will lead to clarity of every participant’s role in coming together

Use of an MOU 
• Helpful to codify common understanding of process (but non-binding):

- Joint steering committee role, process (i.e. consensus decision making) and limits (i.e. the “table”)
- Timing, milestones
- Acknowledgement re reserved rights re approvals (Board / Members (possible))
- Transparency / commitment to full disclosure / information sharing 

• Binding elements:
- Confidentiality
- Costs
- Joint Approaches
- Protocol for Participating in other Collaborative Planning Tables (if needed) 
- Conflict Resolution Process
- Termination



Collaborative Governance – Clarity of Roles 
Some things to Consider: 
Governance 
• Shared decision-making process 
• Financial oversight and resource allocation
• Process to deal with Performance Management
• Processes related to governance and membership engagement
• Process about evolving the governance structure over time 
• Strategic and other Planning processes 

Operational 
• Processes about use of shared and individual organization brands
• Processes regarding digital data and information sharing  
• Process regarding shared services and programming 
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Building your Collaborative Structure 



Collaborative Governance Structure 

Leadership 
Table

Staffing 
Resource 

Host or 
Convener 

Community 
Working 
Groups / 

Action 
Teams  

Community 
Partners 

Board of 
Directors 

Steering 
Committee 

What are your collaborative pieces?   
On Mural – write the names of all the 
pieces you have in your collaborative 
structure.  
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Collaborative Governance – Defining Responsibilities 
and Accountabilities 



Accountability 

• Accountability is the reporting relationship between 
one part of the governance structure to another part 
of the governance structure 

• Defining accountability identifies who is accountable 
to who for what 



A Collective Impact Structure – Accountability Approach   

Primary Focus & Contributions Accountability 

Convener/ Fiscal 
Sponsor

• Local charitable organization that receives the funding to convene the collaborative 
• Is a member of an accountable to the Leadership Table(s) 
• May be the location for the backbone staff team 

• Accountable for funding and reporting 
• Accountable to the Partners or Leadership 

Table for how funding is spent 
• Accountable to the community for results 

Leadership Table

• 10 – 15 local leaders 
• Shapes and leads the strategy overall 
• Aligns work of various action teams 
• Hold commitment to common agenda & Theory of Change
• Engage other stakeholders 
• Mobilize resources & knowledge 

• Accountable for setting the common agenda 
and core strategies 

• Accountable for progress 
• Accountable to the community for results 

Staff Team

• Includes the Leadership & core staff of the backbone infrastructure
• Support the work of the Steering Committee & Initiative overall –
• Design & facilitate engagement across the initiative and meetings of various groups 
• Ensures progress is being made 

• Accountable to the Fiscal Sponsor for funding 
allocations and following the Fiscal Sponsor 
policies 

• Accountable and working with the 
Leadership Table 

• Accountable for reporting 
• Accountable to the community for results 

Working Groups or 
Action Teams 

• Scale-up on-the-ground solutions around key areas of focus/priorities 
• Co-design & refine solutions around key shifts/strategic priorities 
• Number of size of work groups to be determined 
• Each work group includes youth leadership 

• Accountable to the Leadership Table and 
Backbone team for progress on common 
agenda 

• Accountable to the community for results 

Community  Network or 
Community Eco-System

• Provides insights and ideas on key shifts & ideas 
• Offers feedback on priorities to maximize impact of the initiative 
• Contributes knowledge, resources & connections 

• Accountable to the collaborative effort for 
direction, engagement and support 



Accountability Approach  - What would you include? (Mural)   

Primary Focus & Contributions Accountability 

Convener/ Fiscal 
Sponsor

Leadership Table

Staff Resources 

Working Groups or 
Action Teams 

Community  Network or 
Community Eco-System



The Unique Role of the Board of Directors  

• Alignment with the Vision, Mission, Values and Strategic 
Directions of Board 

• Identifying reporting and accountability guidelines for the 
Executive Director, CEO or staff member assigned to the 
collaborative  

• Complying with communication strategies for the Board of 
Directors and the organization 

• Addressing issues of conflict of interest and conflict in a 
timely way  

• Other items to consider?  
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Check-Out 
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Getting Ready for Session 2 



Collaborative Governance and Leadership Workshop Series 

Session 1:  Investing in 
Leadership that Makes a 

Difference 
September 22, 2021 

2:00 – 4:00 pm ET 

Session 2: Governance Roles 
and Structures 

September 29, 2021 
2:00 – 4:00 pm ET  

Session 3:  Navigating 
Collaborative Governance from 

Start Up to Sustainability 
October 6, 2021 

2:00 – 4:00 pm ET 

Session 4:  Evaluating 
Collaborative Leadership 

Experiences 
October 13, 2021 
2:00 – 4:00 pm ET 

Session 5:  Building a 
Collaborative Governance 

Action Plan 
October 27, 2021 

2:00 – 4:00 pm 

Coaching and Technical 
Support available throughout 

and one month post workshop 
November 10, 2021 
Time to be arranged 



Build your Accountability Framework 

Include the elements of your structure and who might be accountable to whom for what?  

Reflection and Homework 

Primary Focus & Contributions Accountability 

Convener/ Fiscal 
Sponsor

Leadership Table

Staff Resources 

Working Groups or 
Action Teams 

Community  
Network or 

Community Eco-
System
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THANK YOU 


