
COLLECTIVE IMPACT CONFERENCE



INTRODUCTION

On the 1st and 2nd June 2015 over 90 participants attended a conference on how they
could have a greater impact on complex social and wellbeing issues effecting the
Northern Mallee area. The two days were full of information, discussion and thought-
provoking ideas on how we can create a greater impact that leads to long term
change. For some it was a significant realisiation that our children are three times
more likely to be maltreated than our metro counterparts or that only just over a third of
our children fail to reach the milestone of achieving a Year 12 education.

The concept of ‘Collective Impact’ and how we as a community can use such a
framework to generate momentum, commitment and service system by-in to shift our
thinking to improve vital social indicators around education, safety, mental health and
child health and wellbeing. To achieve a ‘breakthrough’ we must have the courage to
‘break with’ the status quo.

The following document is an overview of the outputs generated over the two days. It
also sets out the work to be done in setting up a “Collective Impact Framework”. Our
“Collective Impact Plan” will be based on the work undertaken by the participants over
the two days.

Thank you to the NMCP team who developed the event, in particular Kerry Graham for
her expertise and facilitation and special thanks to the attendees for your active
participation, effort and time. The NMCP would like to invite you all to take part in the
next chapter of Collective Impact for the Northern Mallee and turn the conference
outputs into genuine community outcomes.

Thank you and Regards,

MARTIN HAWSON

CHAIR, NMCP

“Never doubt that a small group of 
thoughtful, committed citizens can 
change the world. Indeed, it is the 

only thing that ever has”

Margaret Mead
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How might we work better together to increase the impact of NMCP?

More than 90 people from the NMCP and Northern Mallee Region came together to explore this question. Over the two
days we;

1. Connected with one another, building our understanding of each others’ stories and the strengths of our diverse
partnership

2. Learnt about…

• The data story of the Northern Mallee Region

• What is working well in NMCP

• How the collective impact framework might help the NMCP go to the next level

• How some projects of the NMCP and other communities have adopted similar principles and have applied the
collective impact framework to improve outcomes for people and communities.

3. Worked together to begin to shape…

• Our common agenda

• How we might engage our whole community and region in the movement for change

• Our approach for engaging children, young people, families and other stakeholders

• How we want to work together.

4. Committed to the journey ahead.

SUMMARY
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• Ruth Fox

• Donna Gardner

• Kate Gathercole
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OUR JOURNEY

Introduction
We came together to understand 

the purpose, scope and objectives 

for the Learning Session.

Connecting. 
What drives you and the NMCP? 

Sharing our stories and strengthts

Collective Action Plan
We developed action plans to guide 

our collaboration over the next 6 

months

Learning and exploring.
We took the time to learn more about 

the context, including: 

• The data story of Northern 

Mallee Region

• NMCP history and achievements

• What is collective impact?

Our commitment. 
We had an in-depth conversation 

about the work ahead and the 

commitment we are making to each 

other and our community.

Working together. 
We developed 9 focus areas and 

worked in small groups to filter ideas 

and make recommendations

DAY 2

DAY 1
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Plus Business, Non profit and Families
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WELCOME TO
COUNTRY

Ada Peterson, Barkindji Country

A Welcome to Country is performed to ensure we are respectful
to the custodians of the land on which we meet.

It is asking permission to enter on Country (someone might sit
at the boundary) a safe passage as we travel through the land.

In doing so we ensure that we will look after and take care of
the Country as we camp and gather food.

“The Collective Impact Conference 

has opened up a safe journey to 

walk together to achieve better 

outcomes for our community”

– Ada Peterson
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WELCOME FROM 
CHAIRPERSON

Martin Hawson, Chair NMCP

“This community has developed a robust model of working
together and has some great examples of positive change.

However there remains pockets of our community that are not
able to reach their potential. This is very much a system issue
and requires a systems change to address current and
emerging challenges. Our research tells us that education
attainment, early childhood intervention and accessible
support systems are crucial to community wellbeing.

To meet these challenges will require a shift in thinking around
how we work to solve complex social issues. It will not be one
component of the service system that addresses these issues,
but a collective inter-dependent focus at the broadest level of
community based partnership. Critical to this change is a
community that is mobilized to develop solutions and is at the
forefront of creating change.

So the challenge is set, the data is evident, now is the time to
lay the foundation for Collective Impact to be the way we
operate”
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WELCOME FROM 
FACILITATOR

Kerry Graham, Collaboration for Change

“It is a great pleasure to be working with you and your ambition
to improve outcomes for your community.

I have known of Northern Mallee Community Partnerships
through Prof Tony Vinson and from my time on the Social
Inclusion Board. The Partnership was deservedly held-up as a
rare example of a community working together in a way that
was informed by regularly published social indicators and
produced real improvements for members of your community.
You have much to be proud of, and you could have stopped
there. The fact that you haven't - the fact that you are here
wanting to learn how you can work better together - is to be
deeply admired.

It is an honour to play a small part as you take courageous
steps from being a successful Partnership towards a collective
impact initiative committed to working together in new ways to
improve outcomes for all children, young people and families
in Northern Mallee”
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CONNECTING
Getting to know one another and 

identifying our collective strengths.
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WHAT DRIVES 
YOU?

What did Participants Have in Common?

On the first day, participants broke into groups and shared
their stories for ten minutes each. They were then asked
to identify their similarities.

A text poll was set up so that the participants could easily
report all the themes that came to mind.

According to poll results, the most common interests
between attendees were:

• People

• Community

• Change

• Communication

• Influence

*The above image is the outcome of the text poll, presented as a ‘word cloud’. 
The larger the font, the more common the response 14



WHAT DRIVES NORTHERN 
MALLEE COMMUNITY 
PARTNERSHIP?

NMCP Background

The Primary Care Partnership (PCP) was established in 1998 to increase health outcomes and community
engagement. In 2005 the Community Engagement Framework commenced. During a review of the
Community Engagement Framework in 2011 the need for the PCP and Framework to merge was evident.

The merge provided formal recognition of the this relationship and brought together Primary Care and
Education. In November 2013 the Northern Mallee Community Partnership was established, with the NMCP
embarking on the shared journey for Collective Impact.

The Facts

The following is a small snapshot of data from our community which

demonstrates the need for change:

• Mildura is rated in the top three most socio-economically disadvantaged areas of Victoria.

• Teenage pregnancy in Mildura is twice the State average.

• Only 1 in 8 of our babies are breastfed after 6 months compared to 3 in 8 in Victoria.

• 1 in 4 of our young people had left school by age 16.

• Only 38.8% of our residents have completed Year 12

• 900 of our young people are not currently engaged in any education or employment.

• Between 2007-12 family violence incidents in Mildura increased by 60%.

• Almost 40% of our children (0 -17 years) have witnessed a family violence incident.

• In 2011/12, 628 of our young people committed a crime. 225 were victims

15



 Our current system is not working as well as it needs to, as
evidenced by data – ‘State of the Children Report’ and
Mildura Social Indicators 2012 and numerous other reports
(see reference material).

 Enables changes to our current system on the journey to
support and improve our community

 Collective Impact puts people at the centre of systems

 It brings all sectors together to make a difference

 Collective Impact recognises and values the strengths of our
community while working towards continuous improvements

WHY 
COLLECTIVE 
IMPACT?

“Collective impact is a 

platform for change”
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LEARNING
Theory and Examples
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What is Collective Impact?

Collective Impact is a framework to tackle deeply entrenched and complex social problems. It is an
innovative and structured approach to making collaboration work across government, business,
nonprofits, philanthropy and citizens.

The Collective Impact approach is premised on the belief that no single policy, government
department, organisation or program can tackle or solve the increasingly complex social problems we
face as a society. The approach calls for multiple organisations or entities from different sectors to
abandon their own agenda in favour of a common agenda, shared measurement and alignment of
effort. Unlike collaboration or partnership, Collective Impact initiatives have centralised infrastructure –
known as a backbone organisation – with dedicated staff whose role is to help participating
organisations shift from acting alone to acting in concert.

This approach is best used to solve ‘wicked’ problems.

Wicked problems are defined as;

- Incomplete or contradictory knowledge;

- The number of people and opinions involved

- The large economic burden; and

- The interconnected nature of these problems with other problems.

COLLECTIVE IMPACT

Using Collective Impact

It is important to understand when to use a Collective Impact

response. The “Cynefin” framework informs us that

collaboration – and collective impact – is the most appropriate

response to complex problems, not complicated or simple

problems.
18



Complex Issues

Participants agreed that the challenges faced in Northern Mallee are
indeed complex. Despite significant investment of resources and a
great number of partnership projects, there has not been sufficient
change in the core social indicator data. In some cases it is getting
worse. When unpacking the causal effects behind some core indicators
it becomes evident that there are layers of ‘complex’ problems.

On this basis, it was further agreed that a collaborative response was
required and the Collective Impact framework be adopted.

Collective Impact Continuum

So once it is determined that a Collective Impact response is appropriate
it is important to understand what this involves. Collaboration can best be
illustrated on a continuum which determines the level of effort to achieve
Collective Impact.
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So, what is Collective 
Impact?

Diverse groups coming together bound 
by the notion of a Common Agenda that 

generates a ‘will’ to join forces, work 
together and contribute to solve a 

complex problem.

This results in an ‘alignment’ of forces 
driven in the one direction to achieve  

defined, known and agreed goals.

20



Elements of Collective Impact

Collective Impact is best illustrated in a framework which has 5 core elements:

The NMCP has been operating in a manner which includes some of these framework elements, and uses the Social 

Indicators Report to provide a broad agenda and a measurement system.

Common Agenda

Common Understanding of the 

problem. 

Shared Vision for Change.

Shared Measurement

Collecting data and measuring 

results. 

Focus on performance management. 

Shared Accountability.

Mutually reinforcing Activities

Differentiated approaches. 

Coordination through joint plan of 

action.

Continuous Communication 

Consistent and open 

communication. 

Focus on building trust.

Backbone Support

Separate organisation(s) with staff. 

Resources and skills to convene and 

coordinate. 

Participation organisations.

21



Phases of Collective Impact

There has been coordinated effort via the NMCP to improve the social indicators, however there is a need to further
develop the NMCP (Community Engagement Framework) to better equip the sectors to adopt a Collective Impact
approach.

The core Collective Impact elements give context to opportunities to adopt a Collective Impact Framework.

A Common Agenda requires Four Key Phases.

22



Creating a Common Agenda

The role of a Community 
Engagement Plan

Conversations for creating a Common Agenda
provide the opportunity to engage new people,
for new donors to build common understanding
and also create a “momentum of the possible”.

People, when they are engaged, desire to
create their own common agenda rather than
adopt someone else's.

There is no right or wrong way to build a
common agenda plan – the only defining
principle is that the people who engaged in
building it – own it.
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Learning from Others

An example of a Common Agenda from the University of Cincinnati, Centre for Urban Education 2006.
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Community Engagement

Critical to a successful Common Agenda is community engagement. The following details an approach to help the NMCP 
expand its community engagement;
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Shared Measurement

Shared measurement is critical for setting a Common
Agenda and enables the community to see the effect of
Collective Impact on its key priorities .

The NMCP has access to significant data about our
community – e.g. Social Indicator Reports, Health and
Wellbeing Plan, State of Mildura’s Children and Young
People Report. By measuring both the processes and the
impact of changes to improve outcomes we will gain a
better insight about progress towards a given social
outcome.

A data hub or reporting framework would enhance planning
and serve to generate a report card that informs the
partnership and the progress made against the Common
Agenda.
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Shared Measurement - Examples

12 12 

Evidence Based 
Decision Making 
 

   

Goal 2, 3 & 4: Every student will be SUPPORTED, SUCCEED 
academically and ENROLL in college 

Community Report Card 

© Strive 2011 

Building a learning system
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Mutually Reinforcing Activities

Mutually reinforcing activities are derived from
the Common Agenda and ensure the actions
across organisations and sectors are
complementary and confirmed to create
synergies towards the Common Agenda.

This is often a by-product of the continuous
improvement process, the checks and re-
checks of established patterns.

28



As a group, they decided that they needed
more information, so they began
administering a survey to the parents of
incoming kindergarten children, asking
where their child had attended a program
or received care prior to entering school
(e.g. Head Start, district pre-K, daycare
centre, family, friend or neighbor care).
With this information they could look at the
differences in readiness scores for the
children coming from different programs.

What they found was that the children who
had attended local daycare centres lagged
significantly behind their peers in their
readiness scores. But the daycare teachers
hadn’t been invited to the table to help the
group think about how to improve school
readiness. They hadn’t considered how
important day care teachers were to the
equation.

So they made up for lost time and invited
the daycare teachers to join in improving
school readiness.

They were careful when sharing the
readiness data not to be accusatory or to
blame anyone for lower scores but to
approach examination of the data with an
attitude of curiosity and interest, engaging
the daycare as partners.

“Success by Six” is an education focused
collective impact initiative in Cincinnati.

“United Way” serves as the backbone to
the initiative with the goal of “Success by
Six” - supporting early childhood education
from birth to age 5.

A working group within the Success by Six
initiative came together to examine
Kindergarten readiness in Cincinnati/NKY.

As the working group dug into the goal of
improving school readiness, the first thing
they did was bring together; principals,
Head Start teachers, Kindergarten and pre-
Kindergarten teachers to look at the
Kindergarten readiness scores for incoming
students in the district.

The Steering Council began by examining
the data. What they found was that
incoming kindergartens scored low in a
number of important areas – rhyming,
alliteration, letter identification – but this
didn’t tell them what they should do about
the problem.

And it really was interesting – the daycare
teacher said “We never thought of
ourselves as being all that important to
academic success”. It boosted their morale
to have the district inviting them to this
effort as an equal partner and they were
receptive to trying to make things better.

Together, the expanded group determined
that they needed training in targeted areas
to help us improve student readiness. With
the help of the Success by Six backbone,
they identified pro bono training support
and arranged a one-day session devoted
just to rhyming.

After the session they continued a
community of practice among the daycare,
Head Start and pre-Kindergarten teachers
to discuss how they were applying what
they had learned.

And guess what? The following year’s
readiness scores in the area of rhyming, in
the words of on participating group member
“went through the roof”.

Learning from Others

Success by Six 
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Continuous Communication

This involves a conscious effort to report progress,
happenings, developments and core successes in a
way that ensures all players have a voice.

The NMCP through it’s Common Agenda will seek
to improve this function.
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Backbone Organisation

The NMCP has the nucleus of a ‘Backbone
Organisation’ and is fortunate to have supporting
resources via the Primary Care Partnership model and
Council. With some re-focusing the NMCP is well
placed to delivering a Backbone function.

• Guide Vision and Strategy

• Support Aligned Activities

• Establish Shared Measurement Practices

• Build Public Will

• Advance Policy

• Mobilise Funding

Backbones must balance the tension between
coordinating and maintaining accountability, while
staying behind the scenes to establish collective
ownership.

Clarification of the function of a Backbone is achieved
by understanding what a Backbone is and is not.
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PLANNING
Moving forward
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Developing the Common Agenda

Participants were asked to identify which sections of our community
should be the focus of the Collective Impact work in the Northern Mallee.
Participants were invited to take part in a text poll to vote.

A total of 77 responses was compiled and indicated the following;

Participants agreed to focus on children, youth and families. However

this agenda is to be held lightly until tested with our community.
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High Level Plan

Participants developed a set of guiding principles for Collective Impact and the collaborative approach to implementing a 
Common Agenda.

Principles for 

Collective 

Impact

Building 

Trust

Communication Table of 20/40 Learning with 

Data (Culture)

Community 

Engagement

Developing 

a common 

agenda

Operational 

Transition

Backbone

Develop a set 

of guiding 

principles to 

inform how we 

will work 

together to 

implement a 

Common 

Agenda for 

Collective 

Impact. 

Expand our 

methods of 

building trust.

Develop a 

communication 

strategy to support 

the development of 

the Common 

Agenda and its 

launch to the 

community.

Recruit, attract and 

create a cross 

sector table of 

20/40) to guide the 

development of a 

Common Agenda 

for change. 

Establish a ‘data 

group’ to source 

our local data and 

stories that will 

inform the 

development of the 

Common Agenda 

and help to identify 

its goals, indicators 

and measures, and 

the evaluation of its  

impact and 

process.

Develop a strategy 

to build trust and 

engage with:-

Children

Young people

Families

Cultural Groups 

Aboriginal Groups

Government

Businesses

Non profits

Philanthropists

Develop an 

evidence 

informed 

strategy and its 

key priorities.

Launch this 

Common 

Agenda to 

whole of 

community for 

input.

Further 

develop, 

communicate 

and implement 

the Common 

Agenda.

Identify and support 

the transition 

required for NMCP 

to adopt and 

implement the 

Common Agenda.

Enhance the 

NMCP 

structure i.e. 

the backbone 

support 

needed for a 

Collective 

Impact 

approach to 

succeed. 

ACTION PLAN
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Intentions

Principles 

for 

Collective 

Impact

Building 

Trust

Communication Table of 

20/40

Learning with 

Data (Culture)

Community 

Engagement

Developing a 

common 

agenda

Operational 

Transition

Backbone

1. Define the 

principles

2. Test and 

iterate the 

principles

3. Gain buy in 

from leaders to 

adopt the 

principles

4. Review 

Conduct trust 

building 

activities within 

and across 

governance, 

agencies, 

organisations 

and community 

groups with a 

view to adopting 

a Common 

Agenda

Develop a targeted 

communication 

strategy to:-

support the start- up 

phase for the 

development and 

implementation of a 

Common Agenda

build community 

knowledge and buy-in

advocate for support 

and resources

Develop a 

recruitment 

strategy for 

establishing a 

Table of 20/40 

as an advisory 

structure for the 

development of 

the Common 

Agenda. 

Develop roles 

and TOR

Form a ‘data group’

Determine the data 

and data stories to 

be collected.

Map the data.

Develop protocols 

for the collection, 

sharing and use of 

data to be used for 

the Common 

Agenda.

Build local capacity 

for the use and 

interpretation of 

data.

Develop a 

community 

engagement 

strategy. 

Provide/present 

information / story 

to the whole of 

community.

Validate/ test the 

draft Common 

Agenda with 

community, 

agencies, 

government, those 

with lived 

experience and the 

table of 20/40.

Report feedback 

and evaluate the 

processes.

Review existing 

structures, 

processes and 

projects.

Transform these to 

support the 

development and 

implementation of 

the Common 

Agenda.

Clarify the 

functions and 

roles of the 

NMCP 

Executive and 

staff to support 

the backbone 

functions for 

Collective 

Impact. 
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Foundation Activities

Principles for 

Collective 

Impact

Building Trust Communication Table of 20/40 Learning with Data 

(Culture)

Community 

Engagement

Developing a 

common 

agenda

Operational 

Transition

Backbone

Now 

Form a working 

party to develop a 

draft set of 

principles.

Disseminate for 

feedback.

Now Research 

trust building 

actions most 

appropriate for 

our community.

Build these 

actions into 

everything we do.

Now

Form a 

Communications 

working party.

Develop a 

Communications 

Plan and summarise 

in briefing paper for 

NMCP Executive.

Now

Form an incubator 

group.

Conduct research on 

the creation of tables 

of 20/40.

Then

Seek advice from 

sector networks 

regarding attracting 

and selecting 

members to the 

table.

Summarise in a 

briefing paper for 

NMCP Executive.

Now

Form a start-up group to 

develop a data and 

stories snap-shot to 

inform communication & 

community 

engagement.

Organise existing 

information into suitable 

format to inform the 

development of the 

Common Agenda.

Then Map data sources 

across the sectors and 

identify gaps. Develop 

data protocols.

Later Develop 

EOI/invitation for further 

membership/expertise 

for longer term roles.

Now

Map existing ways 

agencies and 

organisations 

currently engage 

with the 

community. 

Find leverage 

points and gaps.

Then Develop a 

proposal for an 

engagement plan.

Now

Develop a draft 

Common 

Agenda which 

during the start-

up phase will 

focus on 

children, young 

people and their 

families.

Hold this lightly 

while the 

Common 

Agenda is built 

and agreed on.

Now

Bridge any 

knowledge gaps 

about Collective 

Impact and the 

Learning Event 

outcomes.

Then

Review current 

projects to see 

what is to be 

taken forward 

and how this 

aligns with the 

Common 

Agenda.

Complete or 

collapse any 

unfinished 

existing 

projects. 

Now

Make available 

backbone 

evaluation 

templates to 

support review.

Then Facilitate 

discussion to 

clarify future 

functions, roles, 

and resources 

required to 

implement the 

Common 

Agenda.

Who

Call for sign-up in 

working Party.

Call for sign-up in 

working Party.

Call for sign-up in 

working Party.

Call for sign-up in 

working Party.

Call for sign-up in 

working Party.

Call for sign-up in 

working Party.

All NMCP 

Members.

Backbone + 

Operational 

Groups.

Backbone.
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COMMITTING
How we came together.

38



39

CONVERSATIONS

“We need to collect the 
genuine commitment as 

apposed to the token 
commitment”

“This event demonstrated the important cultural connections”

“Collective Impact requires open hearts and open minds”

“Culture holds a central place in community conversations”

“How great it is to finally be shaping the common agenda?”

“Collective impact thinking is a big shift  for many”

“A common agenda means we are all pushing in the same direction, and 

in doing so we will move mountains”

“All children will have an equal opportunity to learn and 

develop their self sufficiency”

“We want to move from feeling stuck to young people 

having significant adults with a high moral compass to 

help build the connectedness and address family 

separation”

“I was inspired by the children”

“Co-design is really important with parents, families and 

young people at the center”

“We should explore the Social Determinants and 

address these for long term impact”

“We learn by doing and the results of that will attract the support of those who 

could not be here today”

“Is this just a talk fest? Lets make sure it is not”

“The work ahead will need to be resourced

“It is important in this work that we let go of our Egos and logos”

“Our political leaders need to take this (Common Agenda ) seriously”

“You have my 
commitment”

“Share this with five 

people to spread the 

news. Keep the dialogue 

happening”

“Trust was earnt today”



CONVERSATIONS

40



41



RESOURCES

Slides from the Learning Session

• Day 1 

• Day 2

Articles

• Collective Impact

• Channeling change

Videos

• Tackling complex problems through collective impact (3 mins)

• What is Collective Impact? (2 mins)

Webinar 

• What is the Collective Impact framework? (60 mins)

Australian Community of Practice 

• www.collaborationforimpact.com

Background Data

• Mildura Social Indicators Report 2012

• The State of Mildura’s Children and Young People Report

42

http://www.nmcp.org.au/resources
http://www.nmcp.org.au/resources
http://www.ssireview.org/articles/entry/collective_impact
http://www.ssireview.org/blog/entry/channeling_change_making_collective_impact_work?cpgn=WP DL - Channeling Change
https://www.youtube.com/watch?v=pzmMk63ihNM
https://www.youtube.com/watch?v=HNOnrrIYvdo
https://www.youtube.com/watch?v=YcaEITeFW-U&index=7&list=PLsrOHY-8USXuwfPCCGq7FXAM3oY6YIXam
http://www.collaborationforimpact.com
http://www.nmcp.org.au/resources
http://www.nmcp.org.au/resources
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THANK 
YOU
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