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So how do we transform systems? How can we be innovative?And what does collaboration have to do with it?During this presentation we’re going to share how the AOD Provider Collaborative works and some of our learnings after several years of working together using a collective impact model. We hope that by the end of our presentation you will have a better sense of how these concepts can work together, and you get some ideas for use in your workplace. 
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CMDHB funded 2009

Collaboration
17 AOD Providers 
& 0ther stakeholders.

Innovation
Multiple projects.

System Change
Leading & enabling 
change.

AOD Provider Collaborative
working together to maximise positive outcomes
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Counties Manukau DHB established the AOD Provider Collaborative in 2009, and has funded it for the last 8 years. The collaborative has grown over this time and now consists of 17 different AOD treatment organisations which serve the Counties Manukau population. Other stakeholders are also involved eg consumer representatives, the DHB planner & funder, the university, and representatives from mental health and primary health services. Each year the collaborative undertakes numerous projects to enhance our service delivery systems to improve outcomes for service users. Last year we completed 13 projects. Our projects are currently focused on: research; increasing people’s access to services; supporting peer and consumer initiatives; and workforce development.



Examples of our work……
1) Youth Service Map

2) “Did you know?” Videos
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The AOD Collaborative has different streams of work where we identify needs, and look at what system level solutions we can put into action. To give you an idea about our work, here is what we’ve done regarding working with youth. Youth Service Map The Collaborative funded and project managed the development of a Youth Mental Health & AOD Service Map, in consultation with youth services. 2) “Did you know?” Videos The Collaborative contracted some media expertise to develop a series of short videos, and a booklet and posters to accompany them. This was done in consultation with the sub-committee and with the youth network. 



3) Research into Peer Crowds for Behaviour Change Marketing
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3) Research into Peer Crowds for Behaviour Change MarketingOur most recent youth focused project is research into peer crowds.We’ve contracted an American social research company to identify the youth and young adult peer crowds in NZ, to find out which are most at risk of substance use problems. This will help us to better influence people who don’t currently receive support from services. The research has been completed and findings are just about to be reported on.  This project has evolved and built on collaborations with a range of local and national agencies with an interest in supporting young people. These agencies have provided ideas and advise, staff to assist with the research, and funds to widen the scope of the project. This series of projects focused on improving support for youth, are great examples of how collaboration, can initiate innovative work that enhance our system of service delivery.  And when it works well, it attracts more support and collaboration from others. 



COLLECTIVE IMPACT

“… we believe that there is no other way 
society will achieve large-scale progress 
against the urgent and complex 
problems of our time, unless a collective 
impact approach becomes the accepted 
way of doing business.”

John Kania & Mark Kramer
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Much of the AOD Collaborative’s success is due to its use of Collective Impact, which calls for multiple organisations, from different sectors, to work together to solve increasing complex social problems. 



PHASES OF COLLECTIVE IMPACT

1) Ideas & Dialogue
• Stakeholders
•Discuss issues & context
• Community outreach
• Assess consensus/urgency

2) Initiate Action
•Group of champions
• Scope to make case
• Community outreach
• ID issues & gaps

3) Organise for Impact
• Infrastructure
• Agenda
• Engage community 
•Measures

4) Sustain Impact
• Refine
• Implement
• Engage and advocate
• Track & report progress
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The Collective Impact model describes 4 phases to implementing change. Project PhasesIn the Collaborative, we move our projects through each of these phases. For example, the youth project stream that we mentioned earlier are an example of phase 4, in that its been able to build and develop because the structures for stakeholder engagement and project management are in place. The AOD Collaborative’s Phases The Collaborative itself has also moved through these phases over the last 8 years. The Collaborative has evolved and matured, which provides a solid base for taking on new projects and gives our work momentum. Its these conditions for how to get organised for change that is one of the unique features of the Collective Impact model, and which we believe makes it really useful. 



Elements for Effective Impact 

• Overall Purpose
• Three year plan
• Annual Plan & Budget
• Project Briefs

1) Common Agenda

• Project Tracking
• Close Out Report
• Benchmark Measures

2) Shared Progress 
Measures

• Partner agencies
• Member contributions
• Project sub-committees
• Contractors
• Member Benefits

3) Mutually Reinforcing 
Activities
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Kania and Kramer identified 5 conditions that are needed for effective Collective Impact. From our experience of collaboration over the last 8 years, these conditions can really improve effectiveness. These are some of the key elements that enhance our impact. Common Agenda Developing a shared agenda is key to collaboration. This can be difficult as it needs to take precedence over personal or organisational agendas. 2. Shared Measurement Having a shared understanding of how to measure progress and outcomes is important. This is an area that we’re still developing. Mutually Reinforcing Activities:  Coordination of our activities is key. We link with what’s happening regionally and nationally to ensure we can build on other work and avoid duplication. All members contribute, in different ways, according to their strengths and interests. Each project has a sponsor, leader and a sub-committee made up of members, and others. This allows people to commit to certain roles and activities for set periods of time. Asking people to do specific tasks works well. Hiring contractors for specific expertise and to increase capacity has really made a difference. Our members tell us that both they and their services benefit from being involved. Maintaining positive relationships is important, including with funders. We aim for a group culture that is inclusive, trusting, supportive and fun.



• Governance meetings
• Group Emails
• Sub-committee Leaders
• Online eg surveys, website

4) Continuous 
Communication

• Funder (Counties Manukau DHB)
• Fund holder (Odyssey)
• Chair
• Programme Manager
• Project management techniques

5) Backbone 
Support 

Organisation

Elements for Effective Impact contd.
)

Presenter
Presentation Notes
4. Continuous CommunicationDeveloping trust and understanding takes time, and communication is important to building relationships. We use a range of methods to communicate with our members, with the 6 weekly meetings providing regular contact and focus. The Collaborative also provides a useful hub for others to communicate with the AOD services. 5. Backbone Support OrganisationHaving centralised infrastructure is a key, unique, component of Collective Impact.  CMDHB funds Odyssey to provide this structure and administer the sector development funds. The Chair and Programme Manager roles are key to developing and rolling out projects, in conjunction with the sub-committees and their leaders. Using project management techniques ensures we deliver the annual plan within timeframes, and within budget.In summary, relationship building and collaboration can help us to develop innovative ideas, and transform the way we work together. However, to increase our impact on systems, we also need to build infrastructure that help transfers our ideas into action. 



The Snow Ball Effect: Building Mass and Momentum 

AOD Provider 
Collaborative

Peer & 
Consumer

Workforce 
Development

Cultural 
Competency

Research

Criminal 
Justice

Primary 
Health 

Youth
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Building a Collaborative takes time and commitment. When the AOD Collaborative first started, it formed around a core of “AOD treatment providers”. Initially it was internally focused, building collaboration, group culture, and the infra-structure to improve how we did things.  Now that solid foundation is in place, it feels a bit like a snowball gathering momentum. We are now linking up and collaborating with other agencies and sectors, which is driving new projects and expanding the ones we have, and we’re having a wider impact.  



It allows people to step outside their 
roles to create something bigger, for 

the benefit of the community. 

What our members say…..

Sharing ideas and 
experiences helps to 

develop members, and 
their services.

We have a plan 
and we get 

things done!

Real respect and 
responsivity to service 

user views.

Having dedicated 
funding and FTE to 
project manage the 

group works very well

The use of working groups 
allows people to contribute 
their expertise and passion 

to projects

It is innovative and 
is future-proofing 

the sector

It is productive and 
accountable to the 

funder and the sector.
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These are what Collaborative members have said about the way we work. 



Collaborating for Change in Your Systems…..
Relationships & Ideas (Who and What?)
1) Is there a natural community that could collaborate to identify issues/ projects?
OR
2) Are there hot topics that your community could collaborate on to address?

Who are the stakeholders involved? 
3) Are there communication processes already in place?

Initiate Action
• Who are the champions interested in change?
• How could you scope the issues?

Organise for Impact
• Who (people/ organisations) are best placed to lead and support? 
• What processes and structures will need to be developed?
• What resources could be leveraged?
• How can progress be measured and reported?
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Anne Bateman

Chair, 
AOD Provider Collaborative

GM Innovation & Development, 
Odyssey

021 481 466

anneb@odyssey.org.nz

Debby Sutton

Programme Manager, 
AOD Provider Collaborative

Innovation & Development, 
Odyssey

021 807 823

debbys@odyssey.org.nz

Thank you and 
Please get in touch
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ResourcesFeel free to check out our website which has many of our resources available (and will be increasing during the year). 
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