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1. Introduction
1.1 Purpose of this guide
This reference document describes the most important components to be carried forward
to Phase 2 of the project to ensure that the entire CIP community bases their work on
common principles and shared learnings.

What is the CIP community?
The CIP community includes any person or organization participating in the Collective
Impact Project (CIP), either in a specific neighbourhood or across the entire Montreal region,
and that commits to this process based on the values and posture presented in this
document (i.e. community, institutional, philanthropic and other partners).

This guide provides guidelines for a project that remains flexible. Like the CIP, this
document will evolve over time as lessons are learned. The document provides clarity
while leaving plenty of room for stakeholders to test, learn and innovate as they apply a
collective and creative approach.

1.2 Overview of the collective impact approach
Collective impact is an approach to fighting poverty and social exclusion that was
systematized in 2011 based on a number of North American examples (Kania and Kramer,
2011).
Given that no single organization can address the complex issues of social exclusion and
poverty, this approach is both collaborative and cross-sectoral:

“Collective impact is the commitment of a group of important actors
from different sectors
to a common agenda for solving a specific social problem.”
(Kania and Kramer, 2011)
Based on the needs of communities experiencing social exclusion and poverty, these actors
work together to target specific changes. It is therefore a way to harness synergy between
actions, knowledge and expertise.
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This approach also involves a collective posture that is reflective. This allows for shared
knowledge around the advances and limitations of collaborative processes and their impact
on neighbourhoods, all of which is supported by an inclusive and unifying support structure
that ensures collective action remains aligned to the targeted changes.

1.3 The CIP in Montreal
The Collective Impact Project (CIP) was launched in Montreal in 2015 to strengthen
collective action to fight poverty and social exclusion in the city’s neighbourhoods.
Nine foundations, the Coalition montréalaise des tables de quartier (CMTQ), the City of
Montreal and the Direction régionale de santé publique came together to work on this
experimental and innovative project with Centraide of Greater Montreal.
The foundations committed to providing $23 million over five years. The first phase was
implemented in 17 Montreal neighbourhoods. A variety of structural measures involving
cross-sectoral collaborations were set up to improve things like housing access, education
and food (see the CIP website for more information about these projects).
One unique facet of the Montreal approach is that CIP initiatives are implemented through
existing collective bodies with roots in their communities. These bodies are the
neighbourhood roundtables, which are already supported by many CIP partners.
What’s more, the large number of collective impact initiatives deployed in Montreal
represents a very promising avenue to broaden and deepen the impacts of collective
action to combat poverty and social exclusion on a regional scale.

Experimentation during Phase 1 helped us learn from the experience and adjust for the
future.
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Phase 2, which starts in fall 2021, includes a series of changes:
>

Phase 2 is open to all Montreal neighbourhoods.

>

Neighbourhoods can participate in the project in different stages (see section 5).

>

Neighbourhoods must select one priority change for each stage (see section 5).

>

Governance has been adjusted to increase the representation of community
stakeholders (see section 3.1).

The collective impact approach is constantly evolving, and together we want to advance
our practices to contribute to a more inclusive society.
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2. Collective Commitment
Innovation and experimentation are a core part of the CIP. Flexibility and adaptability to
changing neighbourhood realities are built into the CIP approach. This gives all members of
the CIP community the freedom to exercise leadership and creativity, shape their approach,
and even transform it!
Rather than being bound by fixed rules, different CIP partners are united by a collective
commitment to a shared posture and values.
By committing to this collective transformation process, different agencies and individuals
also commit to living up to the following values:

Social justice
Act with integrity, without discrimination and with respect, and adopt fair
practices. Recognize everyone’s capacity to contribute. Work to promote
inequality reduction, access to rights for all, and social inclusion in
neighbourhoods.

Equity, diversity and inclusion (EDI)

7 CORE VALUES

Recognize that personal, physical, social or cultural characteristics can influence
people’s experiences and living conditions. (See below for further explanations
of this component.)

Learning
Seek to continuously learn and apply what is learned so that projects better meet
the needs of the community and to develop agility.

Collaboration
Recognize and build on each other’s strengths. Move forward together with
communities in an inclusive and respectful way to get all stakeholders on board
with the project and in complementarity with existing public funding and other
forms of support.

Creativity
Act with humility and be open to innovation and experimentation.

Commitment
Have a desire to actively and continually work toward achieving these shared
goals.

Transparency
Maintain fluid and transparent communication in communities, between
communities, and with the project operator, foundations, institutional
stakeholders and any other partner.
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Several core CIP components cut across the five collective impact conditions described
below. These facets constitute the posture that CIP community actors have committed
to adopting on a daily basis and integrating into their reflections and practices:
>

A bottom-up approach in which the population’s needs are a starting point
for developing and implementing the initiative.

>

A systemic perspective from which issues are seen as being part of
complex systems and that provides an understanding of the underlying causes
of exclusion dynamics so that they can be targeted for systemic change.

>

A learning mindset and a reflective approach in which individuals and
organizations have the desire and openness to continuously learn, question
themselves, and reinforce their capacities. Mechanisms are also put in place to
reinvest lessons learned.

2.1 Equity, diversity and inclusion (EDI) as part of the CIP
Collective awareness
As members of the CIP community, we recognize that, in our collective struggle against
poverty and social exclusion, policies and systems built on inequality play a crucial role in
maintaining the issues experienced in communities.
We are committed to working toward greater equity and inclusion to create fulfilling living
spaces, particularly for Indigenous and racialized people.
We are aware that inequalities are rooted in multiple dimensions (particularly ethnic and
cultural origin, age, sex, gender, sexual orientation, mental and physical conditions, social
status, etc.), that different types of oppression can be experienced simultaneously by the
same person, and that exclusionary factors can feed into each other and create particular
situations of exclusion (intersectionality).

More concrete modes of action
It is the duty of the CIP community to use EDI as a lens through which we examine both the
way we are organized (the “how”) and the initiatives we implement (the “what”). Studies of
how collective impact intersects with EDI suggest multiple ways to incorporate an EDI
perspective into collective impact and stress the importance of working on many of these
aspects at once:
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CAPACITY

Build capacity to take action toward EDI
Build skills and have an explicit and shared intent, a common
language, and a leadership mindset.

ACTIONS

Take actions that target EDI
Disaggregate data to understand inequalities, focus on the greatest
needs, and analyze the root and structural causes of inequality.

REPRESENTATION
AND INCLUSION

Provide representation and inclusion

SYSTEMIC CHANGES

Make changes to existing systems:

Ensure that people who are experiencing issues are represented in the
areas of leadership, governance and operations and support the
participation of people who do not usually have a seat at the table.

Transform systems, reduce structural barriers, and increase access to
opportunities for people experiencing inequality.

POPULATION
CHANGES

Bring about change for the populations concerned
Reduce inequalities between groups.

As community, philanthropic, institutional and operating partners, we recognize that we are
all coming at this issue from a learning curve—and not from a position of experts—when it
comes to EDI. We all want to support and train each other. Initial reflection tools will be
developed and added to the CIP website.
A targeted and intentional focus on EDI is a critical opportunity for us to address structural
barriers and create profound change.
In keeping with the CIP approach, EDI is not a series of prescriptive rules. Instead, it is a
collective commitment to move from words to action to create more inclusive and
equitable change. This process starts with a questioning of our usual ways of designing and
implementing our actions.

Each neighbourhood and each member of the CIP community determines
how it will gradually incorporate EDI into its thinking, governance, processes
and actions.
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3. Structure
3.1 Regional governance
The CIP’s regional governance is also dynamic, as it incorporates lessons learned over the
years into a structure that lets people communicate effectively and perform collective and
informed decision-making. This structure currently consists of three multi-partner
committees in addition to community dialogue platforms:

Governance Committee

ROLE

Management Committee

The strategic body of the
CIP (alignment and networking

The project management
body (monitoring of local

Oversees the partnership
dynamic (maintaining a healthy

between partners, compliance
with the agreement, strategic
orientations, evaluation of the
project operator).

initiatives, investment
recommendations*, capacity
building, systemic changes,
learning, communication strategy).

partnership dynamic, improving
governance, chairing and
organizing meetings of the Partner
Committee).

COMPOSITION

Partner Committee

One high-level
representative (executive
director or other) per
organization for the
philanthropic and
strategic partners,
including the CMTQ and
Centraide.

An executive or professional
designated by each
foundation and each
institutional partner and a
senior manager from
Centraide.

Three members appointed
by the Partner Committee
representing each of the
three CIP partner groups
(philanthropic, institutional
and community).

Community partners are
designated by the CMTQ, as
appropriate.

Facilitated by the CIP coordination
team

Facilitated by the CIP
coordination team
* The CMTQ recuses itself for investment decisions.

3.2 Roles of partners
The CIP is made possible thanks to the commitment and collaborative work of multiple
organizations that play complementary roles.
These organizations can be grouped into four categories. The table below shows only the
specific roles of each type of partner; it does not include the cross-cutting roles that they
may play.
All of these actors contribute to the CIP with their expertise, time and networks. The
elements of a shared posture can be found in the “Collective Commitment” section.
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INSTITUTIONAL PARTNERS

PHILANTHROPIC
PARTNERS

OPERATOR

Organization

Role in the CIP

CENTRAIDE

>

CIP Coordination Team (assistant director,
impact advisor, and strategic partnership
advisor)

Ensure that operations run smoothly and manage
funds.

>
>

Lead the CIP’s regional governance.

>

Territorial advisors support neighbourhoods in
developing skills and leadership and implementing
local initiatives.

>

They also facilitate complementarity with other
Centraide investments where appropriate.

Pathy Family Foundation
Foundation of Greater Montreal
Lucie and André Chagnon Foundation
Marcelle and Jean Coutu Foundation
McConnell Foundation
Mirella and Lino Saputo Foundation
Molson Foundation
Centraide of Greater Montreal

>

Contribute to the CIP financially and in-kind
funding.
Participate in the CIP’s regional governance.
Encourage alignments with their organizations
(promotion of the CIP, complementary
investments).

CITY OF MONTREAL
Service de la diversité et de l’inclusion
sociale (SDIS)
BOROUGHS
Direction de la culture, des sports, des loisirs
et du développement social (DCSLDS)

>
>

+
Centraide’s territorial planning and
development advisors

DIRECTION RÉGIONALE DE SANTÉ
PUBLIQUE (DRSP)
+
INTEGRATED UNIVERSITY HEALTH AND
SOCIAL SERVICES CENTRE (CIUSSS)

>
>

Supervise a dedicated team (the CIP Coordination
Team) that works closely with the Management
Committee.

Participates in the CIP’s regional governance.
Regularly informs and engages its network about
the progress of the CIP and liaises with the
boroughs and the CIP.
> Promotes coordination between the City and the
CIP and integrates the CIP into the Plan d’action
diversité et inclusion sociale 2021-2025 (to come).
The boroughs:
> Participate in CIP activities implemented by the
neighbourhood roundtable (NR).
> Facilitate alignments with the programs of the
boroughs and those of the city centre.
> Engage in a dialogue about the CIP with the other
boroughs.

>
>

Participate in the CIP’s regional governance.
Promote alignments between the DSP and the CIP
(its different areas of action and programs).
The CIUSSS:
> Participate in CIP activities set up by the NR.
> Facilitate alignments with public health programs
and neighbourhoods.
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COMMUNITY
PARTNERS

Organization

Role in the CIP
>

NEIGHBOURHOOD ROUNDTABLES (NR)

>

>
>

COALITION MONTRÉALAISE DES TABLES
DE QUARTIER (CMTQ)

EXTERNAL
PARTNERS

>

>

DYNAMO, RESEARCH COMMUNITY, ETC.

>
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Responsible for the collective and inclusive process
at the neighbourhood level (facilitating local
governance, engaging local partners) and for
ensuring that local objectives are met.
Three of them participate in regional governance.

Participates in regional governance.
Contributes to the CIP through its cross-cutting
vision of the issues, on-the-ground knowledge, and
relationships with NR.
Incorporates the CIP into its own strategic plan to
align its actions with issues and public policies at
the city level.

Contribute to building the capacity of the entire CIP
community and more intensively through support
for community partners, including ways to capture
and reinvest lessons learned.
Contribute to the CIP’s cross-cutting learning and
evaluation process.
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4. Keys for Success
Over 10 years have passed since the collective approach was first systematized by Kania
and Kramer in 2011.
Many collective impact initiatives have been deployed in different countries around the
world and have all provided learning opportunities to refine the approach.
Here, we outline what we mean by the conditions for success for the collective impact
approach. They are presented as points of reference to guide our practices and our posture
so that we can aim both high and wide.
Although the CIP community in its entirety is working to deploy these conditions, the
“how” must be decided by each community, according to its priorities. The idea is to
determine how to create these conditions so that they can spread the impact of the
initiative based on its targets, needs and available resources.
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For a territory to engage in a collective impact approach, three prerequisites have shown
to be essential:
>
>
>

A sense of urgency about the need for action to bring about change in the fight
against poverty and social exclusion.
A core group of leaders with the capacity to mobilize people around the
initiative through their network, knowledge and influence.
Adequate financial and human resources to deploy the collective impact
approach.

In addition to these three prerequisites, five conditions for success are
central to the collective impact approach.
These conditions have evolved since the concept was first systematized in 2011. We are
building on the Collective Impact 3.0 framework (Cabaj and Weaver, 2016), which has
adapted the conditions so as to be more inclusive of communities and systemic dimensions
in change efforts.

1. INCLUSIVE COMMUNITY ENGAGEMENT
What is it and why is it important?
Inclusive community engagement means including a diversity of local actors,
especially those most affected by social exclusion and poverty, at different stages
of collective impact initiatives.

Their participation fosters:
>

A fuller understanding of the issues to be worked on.

>

The recognition of diverse knowledge and experiences, including that of the people
affected.

>

The development of more relevant and promising courses of action that not only
take into account the aspirations of the people affected but also build on the
expertise and tools of all local stakeholders.

>

Better ownership of the initiative by everyone concerned.

>

The attainment of systemic changes.

The lessons learned from collective impact initiatives show that including people who are
directly affected by an issue into change processes is critical to the success of these
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initiatives. Ongoing engagement is one of the most common challenges in documented
initiatives.
Different mechanisms can be deployed to inclusively engage local actors, including people
experiencing social exclusion and poverty. The type of commitment must be adapted to the
needs and characteristics of the community and linked to the interests and availability of
individuals. However, it is important to clarify how each neighbourhood, as well as the CIP
as a whole, is working toward inclusive engagement:
Who are the stakeholders in the change project? • Who are the key actors? • How do we
engage them in the project? • What impact will they have on decision-making?
AVENUES FOR ACTION

•
•
•
•
•

•

Deployment of specific engagement strategies to reach out to people previously excluded from the process.
People who want to get involved on a regular basis can sit on regular committees.
Occasional activities that reflect the neighbourhood and that reach the wider community to communicate
progress and co-construct the next steps.
Communications aimed at specific stakeholders.
“Citizen participation alone does not automatically lead to better representation of the interests of the most
vulnerable populations. The framework for this participation, the accessibility of information, the choice of
meeting times, how people are given a voice, options for involvement, and the way in which decisions are
made are all parameters that must be considered in order to truly take the needs expressed by citizens into
account.” (Niska 2020:59)
“[T]argeted strategies have been put in place to include those most affected by social exclusion (due to
their ethnicity, race, sexual orientation, gender or disability) in decision-making. In many neighbourhoods,
awareness and learning around women’s participation with Cité Elles MTL have created positive spaces to
ensure that their voices are better represented.” (Niska 2020:58)
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2. COMMUNITY ASPIRATION
What is it and why is it important?
Sharing aspirations means directing efforts toward a common and ambitious goal
beyond what seems possible for individuals to achieve. Having shared aspirations
also means going beyond a common goal: it means collectively forging a vision of
change that has the potential to be widely embraced, laying out the path to achieve
this vision, and identifying the key players who can get us there.

Experience has shown that shared aspirations are one of the most crucial condition for
collective impact. They usually require a significant investment of time and resources;
however, this investment then makes it easier to get a sustained commitment from partners
and increases the scope of initiatives.
Bringing together stakeholders with different experiences and expertise automatically
leads to diverse interpretations of the causes of the issues and of the solutions to develop.
This process—which can be confrontational—helps everyone build shared values as well as
a shared vision and plan to make the vision a reality. This often means being willing to
experiment with new practices to achieve the desired change.
AVENUES FOR ACTION

•
•
•
•

Feedback and codesign activities in the community with known and engaged stakeholders as well as
with people more indirectly involved in these networks.
Vote on the best ideas at a general meeting.
“Each agency was able to develop its expertise while taking part in a project larger than itself. We are
pooling our respective types of expertise to serve a common vision.” — Lachine (in Niska, 2020:52)
“From the start, we really took the time to work on a vision and on what we wanted collectively. This
gave us a very solid shared vision, which helped us work by consensus and move forward with a sense
of ease.” — Rosemont (in Niska, 2020:52)
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3. STRATEGIC LEARNING
What is it and why is it important?
Strategic learning is a process to acquire and use knowledge to achieve a given
goal.

This success condition has shifted from evaluation to learning as a way to ensure that
produced and analyzed data is actually used in order to move forward. It implies shifting
away from a logic of accountability toward a type of learning in which failure is allowed.
Strategic learning is an essential mechanism to innovate in practices in the fight against
poverty and social exclusion. Evaluating our progress and challenges when experimenting
with new practices lets us take a step back to get a clear view of what to do next. For
example, we may have to reinforce and consolidate successful strategies and make
adjustments to overcome challenges. Adopting a reflective approach throughout the
process is an important way to align actions with the desired change.
Producing and mobilizing knowledge are also key when it comes to sharing, systematizing
and transferring the most promising practices. With so many initiatives going on, the CIP
in Montreal has tremendous potential to help advance the fight against poverty and social
exclusion, especially if we can capture what we learn throughout the process!
Collective impact initiatives aim to:
1. innovate in collaborative practices
2. have a direct impact on the people who are actually experiencing poverty and
social exclusion
3. contribute to systemic change
Although general lessons cover all of these goals, each neighbourhood determines one or
more issues that are most applicable to its own initiative for each CIP participation stage.
From the standpoint of self-evaluation, each neighbourhood adopts mechanisms to collect
and analyze the necessary data, set targets, learn lessons, communicate about these
lessons, and reinvest them into their practices.
In addition to the specific lessons learned from the neighbourhoods, a learning and transfer
plan at the regional level is developed in collaboration with the Management Committee
to track cross-cutting and systemic challenges and progresses. Partners help spread
experiences and lessons beyond each neighbourhood to systematize and transfer what
everyone has learned.
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AVENUES FOR ACTION

•

Sample evaluation questions:

> What are the impacts of citizen training?
> How do current practices help us advance or, conversely, hold us back when it comes to
systemic change?

•
•
•
•
•

Learning about collective work could focus, for example, on inclusive engagement, collaborative
dynamics, or citizen participation mechanisms.
Learning about population effects could, for example, target things like graduation rates, a sense of
belonging to a neighbourhood, people’s better knowledge of their rights, etc.
Other targets could be based on infrastructure development or systemic changes.
“Many neighbourhoods have established a culture of ongoing learning without this being clearly
formalized (meetings for exchanging ideas between workers in the field, practice-twinning exercise,
feedback loops, etc.). Learning is leveraged with every new action that is formulated.” (Niska 2020:62)
“We are in a continuous learning process in which we make constant small evaluations. We have
developed the reflex to [question] our ways of doing things.” — Sud-Ouest (in Niska, 2020:62)
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4. MOUVEMENT BUILDING
What is it and why is it important?
Investing in movement building means identifying and including practices or actors
that significantly increase the reach of the initiative.

This implies a thorough interpretation of the situation (what are the multiple causes of the
situation? how did it develop?) and its potential for transformation (how can we act on the
causes? what can be done with available resources? what do we need to go further? how
do we get there? whom do we engage in the process?).
Based on this collective interpretation, strategies are developed and implemented if
necessary to widen the circle of actors engaged (local, regional or beyond) and adopt the
most promising practices. This can mean having community, institutional or philanthropic
actors abandon their usual practices and dare to adopt new ones, which can sometimes
lead to strong resistance.
It also means determining, prioritizing and collectively activating the mechanisms with the
greatest potential to transform the situation more broadly and more deeply. This process
is complementary to identifying shared aspirations; it takes systemic analysis and action
even further. It also promotes the use of new and complementary approaches to achieve
the desired change and go beyond collaboration around an issue.
AVENUES FOR ACTION

•

•

Saint-Michel has activated multiple strategies to address the major issue of the
requalification of the Francon quarry. This municipal site is used as a snow dump in Montreal,
which has negative impacts on the daily lives of the neighbourhood’s residents. Given the
scope of these issues, transforming this site requires a set of strategies and mechanisms to
bring about long-term change, such as partnerships with researchers to explore how the area
can be transformed, as well as awareness, communication and education about the issue
with citizens and stakeholders at the local and regional levels.
“In Verdun, the influence campaign led to a change in municipal regulations for rental housing, and the
City of Montreal is also exercising its pre-emptive right for the entire Dupuis-Hickson sector in order
to create social housing.” (Niska 2020:67)
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5. CONTAINERS FOR CHANGE
What is it and why is it important?
Collective impact initiatives require a strong, recognized, and unifying support
structure to foster engagement, dialogue, and collaboration in a process that
targets systemic change.

Investing in both the development and reinforcement of this support structure and
developing shared aspirations is an essential foundation for work on other conditions. In a
sense, this structure is a container for collective impact, as it shapes the approach to ensure
that stakeholders are working collectively and inclusively. Experience has shown that the
most successful support structures are “highly focused on supporting others to lead and
engage in many different meaningful ways—they [build] networks, rather than taking over
the role of leading change” (Lynn, Stachowiak et al., 2018:88).
In Montreal, the roundtables act as a unifying support structure at the neighbourhood level.
These bodies provide good governance for initiatives by ensuring that processes are
inclusive and transparent. The neighbourhood roundtables help structure the collective
work around CIP initiatives and encourage everyone to respect its core values and posture
(see above). They form committees of different stakeholders who are responsible for
implementing the initiative.
Regionally, the CIP coordination team—in close collaboration with the regional CIP
governance bodies—acts as a support structure by capturing lessons learned and
facilitating dialogue spaces and governance structures for the CIP community. These two
levels of support structures (local and regional) with very strong community roots are an
innovative and very promising feature of the Montreal context.
AVENUES FOR ACTION

•

•

“In the neighbourhoods that participated in Phase 1, we have increasingly seen how the support
structures embody the model of ‘doing with’ stakeholders instead of ‘doing for’ them. These structures
therefore tend to take up less space in implementing collective actions, which leaves room for partners
to exercise their own leadership.” (in Niska, 2020:22)
“In the eyes of stakeholders in the field and citizens, thanks to efforts in the neighbourhood, the
roundtable is now considered a trusted, community-based organization. It is a known and recognized
resource for citizens and stakeholders. This is a great step forward to know that the public is taking
ownership of this resource.” — Saint-Léonard (in Niska 2020:88)
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5. How to Participate
5.1 Who can participate?
The neighbourhood roundtables (local social development coordination tables) are
the CIP’s unifying support structures.
Any stakeholder interested in participating in the Collective Impact Project (CIP) can get
involved through their neighbourhood roundtable. Participation in the CIP therefore takes
place at a local level.
Regional organizations that would like to explore some form of collaboration with the CIP
can contact the CIP coordination team directly (by email at pic@centraide-mtl.org).

5.2 How to join the CIP Phase 2
In contrast to the operations of the CIP Phase 1, and based on experiences during this phase,
neighbourhoods can join Phase 2 at one of the following three stages:
1. Planning
2. Implementing
3. Scaling
The same initiative can move to the next stage as it develops; otherwise, the neighbourhood
can submit a new collective initiative after Stages 2 or 3, as per its priorities.
Neighbourhoods interested in participating in the CIP must submit a letter of intent by
October 15, 2021 (for details about the call for expression of intent, see the information
document).
Proposals for support may then be submitted according to the conditions below.
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Proposal submission process
The first step to participating in Stage 1, 2 or 3 of the CIP is to contact a Centraide advisor
to discuss the neighbourhood’s intentions and clarify any questions that the neighbourhood
may have.
The neighbourhood then submits its proposal. This can be done three times each year until
2025. For the first year, the specific dates are:
>

February 1, 2022

>

March 29, 2022

>

October 14, 2022

Neighbourhoods that want to submit a proposal for Stage 1 – Planning may do so by
October 15, 2021.
The CIP Management Committee, supported by the CIP coordination team and Centraide,
will review how well the proposal aligns with the prerequisites, the needs of the
neighbourhood, and the neighbourhood context.
As soon as the decisions are ratified by the CIP-Centraide governance bodies (within eight
weeks), a letter confirming the allocation is sent to the neighbourhood.
The CIP-Centraide team then contacts the neighbourhood to share its analysis and discuss
the action plan for the coming year. Changes may be made as a result of this discussion.
>

Also see this page on our website.
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Stage 1
PLANNING

Stage 2
IMPLEMENTING

Stage 3
SCALING

DESCRIPTION

The Planning Stage
involves preparing for the
implementation of an
initiative and developing a
deployment plan (or scaleup plan, if the initiative was
already rolled out in Phase
1). It also includes
collectively defining a vision
of change, a summary plan
to capture lessons learned
for the next stage, and
collective work methods.

The Implementing Stage
involves implementing and
testing a small-scale
initiative (in a sector) or
reinforcement of an existing
initiative.

The Scaling Stage involves
deploying a well-structured
initiative on a larger scale
to target impacts within a
neighbourhood or across
neighbourhoods.

PREREQUISITES

Details about the three stages

A neighbourhood plan that
has been adopted or is in
the process of being
adopted.

Prerequisites for Stage 1

Prerequisites for Stage 1

+ an implementation plan
that includes:

+ a collective initiative that
has been implemented with
tangible and documented
impacts

The collective prioritization
of a desired change that
will be worked on through a
collective impact process.

> a vision for change (on one
page)

> a summary about how
lessons learned will be
captured for Stage 2

> a plan for collective
strategies for ONE collective
impact initiative

> the cross-cutting integration
of EDI

+ lessons learned that have
been compiled and
reinvested based on
collectively analyzed data
+ a plan to scale-up a
collective impact initiative
that includes:
> a vision for change (on one
page)

> a summary about how
lessons learned will be
captured for Stage 3

> a plan for collective
strategies for ONE collective
impact initiative

> the cross-cutting integration
of EDI
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Stage 1
PLANNING

Stage 2
IMPLEMENTING

Stage 3
SCALING

Work on an implementation
plan to move to Stage 2 (or
scale up to move on to
Stage 3) and a summary of
how lessons learned from
the collaborative work done
in Stage 1 will be captured
and communicated.

Implement the collective
impact initiative as
described in the
implementation plan*;
capture and communicate
lessons learned from Stage
2 and, if appropriate, plan
for its scale-up or long-term
implementation. Option of
starting a new initiative.

Implement the collective
impact initiative as
described in the scale-up
plan,* capture and
communicate the lessons
learned from Stage 3, and
determine how the initiative
will be viable over the long
term.

1 year

3 years

3 years maximum

or 2 years with justification

or 4 years with justification

plus the option of
submitting a new initiative

Between $25,000 and
$50,000 per year, plus an
amount reserved for
capacity building.

Between $75,000 and
$150,000 per year, plus an
amount reserved for
capacity building.

Between $150,000 and
$350,000 per year, plus an
amount reserved for
capacity building.

* The initiative will be adjusted as needed depending on the lessons learned or changes that occur along the way. The
neighbourhood is responsible for capturing the lessons learned throughout the initiative (see section on strategic learning in
the 5 conditions for collective impact).
** These amounts are subject to review depending on the speed of deployment of the CIP-2 and total investments made
available from all partners.

- 24 -

GUIDE TO THE CIP PHASE 2
5.3 Ongoing communication and initiative tracking
Communication is an essential element for the success of any innovative and collective
project, as it allows partners to work together and in complementarity to achieve common
goals.

• Centraide’s advisors are resource people who are in constant communication with the
individual(s) coordinating the CIP initiatives in the neighbourhoods. This interaction
changes depending on the needs of the neighbourhood and the initiative’s stage of
development. The format is intended to be open, flexible and useful so as to effectively
deploy the initiative prioritized by the community.

• After six months, the Centraide advisor holds a mid-year meeting with the initiative
coordinators to take stock of the progress made.

• Spaces for dialogue: To continue the open dialogue held with the entire CIP
community in 2021, the CIP Phase 2 will also include opportunities for stakeholders to
discuss various topics of interest. To avoid duplicating existing spaces within the
CMTQ, these opportunities will always be organized in collaboration with partners.
Annually: At the end of a CIP participation year, an activity report with financial statements
must be submitted to Centraide-CIP.
At the end of each participation stage: A final activity report that includes the strategic
lessons learned and financial statements must be submitted to Centraide-CIP.
At the end of a stage, the neighbourhood may submit a new proposal to move to another
stage with the same initiative or start over at Stage 1 with a new targeted change (see
documents on the website).

5.4 Capacity building
For the CIP, capacity building is not only part of the process but also a goal in itself. The
entire CIP community must work on building capacity.
The CIP supports capacity building in communities to help them define issues, determine
the solutions and strategy for change, and identify the lessons they have learned.
When partners become involved in the CIP, they commit to adopting a learning mindset.
In addition to the support they receive to capture and reinvest lessons learned,
neighbourhoods are also encouraged to identify their specific capacity building needs
throughout the project to ensure their initiative remains viable over the long term.
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For questions related to:
•
•
•
•
•
•

the collective impact approach
the systemic approach
inclusive engagement
equity, diversity and inclusion
long-term implementation
or any other need related to capacity building...

...neighbourhoods can talk with their Centraide-CIP advisor to determine the resources
available to them.
Neighbourhoods can access a budget to build their evaluative capacity to capture and
reinvest the lessons they have learned by using the support services of an external partner
from a list of partners authorized by the CIP. Part of this budget can be used for internal
evaluation resources. Neighbourhoods may also set aside an additional portion of their
budget for other types of capacity building, including for those mentioned above.
In terms of group capacity-building activities on specific themes (workshops, communities
of practice, etc.) that are available to all neighbourhoods, the CIP coordination team will
inform the coordinators of neighbourhood roundtables of these available services so that
they can invite local agencies to use them. These group activities may be opened to all
members of the CIP community to create learning and sharing opportunities that bring
different partners together.
The CIP’s governance bodies are also opportunities for institutional, community and
philanthropic partners to come together to reflect on what they have learned. As the CIP
project operator, Centraide, the CIP coordination team and the territorial advisors will also
use many occasions to reflect on and improve their practices.
By being part of the CIP community, neighbourhoods can access not only financial support
but also other contributions through relationships with different partners, such as expertise,
networks, etc. For example, partners may recommend and connect them with potential
collaborators from institutional, academic, philanthropic and other sectors.

This is just a starting point!
This CIP Guide describes a project that is flexible and open to experimentation.
It may evolve over time.
We look forward to this process of testing, learning and innovating together!
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6. Key References
This guide is based on data and lessons learned from the CIP Phase 1 experience, knowledge
from the team and its partners, and external references.
Here are some key references used for the CIP:

> Cabaj, M., & Weaver, L. (2016), Collective Impact 3.0: An Evolving Framework for
>
>
>

Community Change, Tamarack Institute, Community Change Series.
Kania, J., & Kramer, M. (2011), Collective Impact, Stanford Social Innovation Review,
Winter, 36-41.
Lynn, J., Stachowiak, S., et al. (2018), When Collective Impact Has an Impact, Full
Report, Spark Policy Institute and ORS Impact.
Niska (2020), Évaluation transversale — Projet impact collectif (PIC), Community Axis
2019-2020, Final Report.

7. Abbreviations
Abbreviation

Full name

CIUSSS

Integrated university health and social services centre

CMTQ

Coalition montréalaise des Tables de quartier

DRSP

Direction régionale de santé publique

IMSDSL

Initiative montréalaise de soutien au développement social local

CIP

Collective Impact Project

NR

Neighbourhood roundtable

SDIS

Service de la diversité et de l’inclusion sociale
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