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Overview & Package Intentions

Since September 2022, the Active Collaboration Committee (ACC) has been engaged in initial, targeted, operational design of the new 

unified organization. This design work has taken place through full ACC discussions around key operational issues, as well as working 

groups tasked with outlined designing considerations for key organizational functions. The result of these four months of discussion and 

design has been the creation of a recommended initial operating model and structure outlined in this package. 

In addition to the operational design, the ACC has also spent time discussing the definition of ‘member’ for the new organization and the 

parameters around the go/no-go vote. Those details are included in this package along with updated timelines pre-vote and post-vote 

(acknowledging that vote results will impact next steps). 

The intention in sharing this information at this time is to help local boards digest the volume of information that will be shared over the next 

three months leading-up to the go/no-go unification vote on May 1, 2023. Each United Way board is asked to review the materials included 

in this package and share feedback to the questions listed on slides 17 and 20 with Lucy Lanni by March 1, 2023. 

2



Background & Context 
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Case for Change 

• To varying degrees, United Ways in the Maritime region are facing internal and external challenges which 

prompted recent discussions. In some cases, long-term sustainability of that United Way is threatened, and in 

other scenarios United Ways are looking for an opportunity to generate more impact and relevance. United 

Ways may also have their own local case for change. Identified challenges include:

• Changing donor expectations: service, engagement 

• Changing approaches to giving: third party platforms, social enterprises 

• Increased competition for scarce resources including reduced workplace giving, government funding 

• Rise of social media, technology and digitally-enabled giving requiring expense infrastructure, time, and 
skills

• Key leadership and staff ‘wearing too many hats’

• Difficulty collecting and reporting data to make better decisions 

• Need for greater innovation and programming 

• Expense and duplication of back-office functions 
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ACC Guiding Principles & Goals for Unification

Early on in the unification discussions and design process, the ACC agreed on a suite of principles to guide the unification 

process and goals for unification.  These principles and goals have used, along with the design assumptions listed on slide 9 

to guide operational design discussions. 
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GUIDING PRINCIPLES 

• Protect and elevate ties to the local community and 

increase impact

• Account for the needs of all key stakeholders

• Strengthen the United Way brand and message

• Enable operating effectiveness and maximize resources

• Promote increased transparency and sharing between 

United Ways

GOALS FOR UNIFICATION 

• Increase external impact, including serving more people and communities 

• Elevate donor stewardship and improve the donor experience

• Create opportunities to improve United Ways’ eminence and advocacy on key topics

• Improve revenue and diversify revenue sources

• Build on the innovation and leadership already underway

• Increase internal effectiveness including communications, financial management, 

cybersecurity, human resources, etc.



Collaboration Decision 

Early in the design process (with Deloitte’s support), the ACC considered two different 

collaboration models – shared services and unification. The decision was made by the ACC 

to explore unification across the Atlantic (and now Maritime) region in order to achieve the 

greatest scale possible and generate greater impact in community. Included on the next 

slide is a summary of the considerations the ACC made during this decision point. 
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Collaboration Decision 
Shared Services 

• Only focusing on the back office means that we’re only focusing on the 

pain points and not on the passion piece and leadership role for UWs. 

• Only focusing on the back-end would be hard to explain to stakeholders. 

• Only sharing the pain points without the joy and passion will only make it 

harder to work through shared services.

• Shared services requires either one United Way to take on back-end work 

which is not the charitable purpose of UW or set up a separate centre of 

excellence which requires investment. 

• Shared services will likely not go far enough. 

Unification 

• The majority of the things that inspire us and move us towards our 

aspirations are connected to front office and unification. 

• There have been successes when we’ve collectively focused on impact 

(example of the Atlantic Compassion Fund). The more we have those 

successes, the easier it will be for people to be excited. 
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Operational Design 
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Design Assumptions – Guiding Operational Design
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• All current staff will be retained by the new organization. They may operate in different roles, but they are provided an 

employment option (current staff count is 62 full-time employees, 9 part-time, 13 contract employees). 

• Total combined and current total revenue of all United Ways in the Maritimes is $11.2 million. 

• There is no plan to eliminate any of the current 9 UW operational sites. There is a need for a ‘boots on the ground’ 

presence in each jurisdiction, with a defined level of operational autonomy.

• The current head office design option being explored is a virtual head office with a regionally focused team of employees 

located throughout all three provinces – working from home and/or at one of the UW office sites.

• A key benefit of unification that needs to be optimized in the operational design is liberating jurisdictional staff to be more 

focused on front office functions – resource development, community engagement, and programming.  

• This initial phase of operational design is meant to provide a window into what this organization could look like.  More 

detailed operational design will need to take place after the vote to proceed as part of the implementation/transition planning.

• The first  years of life for the unified organization will be a time a continuous change and refinement.  It is important to 

remember that the initial operational design and staff structure in place for legal day will shift over time as the new organization 

evolves to realize it’s full potential.



Proposed Operating Model
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LOCAL COMMUNITY IMPACT

Amplifying local community impact, services and relationships remains at 
the center of the proposed operating model. It is agreed by all ACC 
members that ‘boots on the ground’ must be retained in all current UW 
operational areas.

7 ‘FRONT OFFICE’ JURISDICTIONAL LEADS & STAFF TEAMS 

Reporting to the CEO, will be responsible for strategy development and 
execution with respect to local relationship management, resource 
development, community impact management, and staff management.

3 ‘MIDDLE OFFICE’ REGIONAL SERVICE LEADS & STAFF TEAMS

Reporting to the CEO, will be responsible for regional support services 
and strategy with respect to resource development, community impact, 
marketing and communications, and government relations. 

3 ‘BACK OFFICE’ REGIONAL SERVICE LEADS & STAFF TEAMS 

Reporting to the COO, will be responsible for regional support services and 
strategy with respect to finance and administration, human resources 
management, IT, and facilities management.

ESTIMATED NUMBER OF STAFF REQUIRED
• Jurisdictional leads and teams: 35 –50 
• Regional leads and teams: 15 – 20
• Executive team: 2 (+ potential office supports)
• Current UW staff count: 62 FT, 9 PT, 13 Contract

This model assumes that other current front office staff will move to other roles in the
middle or back office. A virtual middle/back office will mean the number of people
located in jurisdictions may be higher than the local staff count estimate. 
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CEO

JURISDICTIONAL ‘FRONT OFFICE’  
OPERATIONAL TEAMS

HRM 
LEAD 

Staff       
(10-15)

NS 
MAINLAND 

LEAD

Staff        
(3-5)

CAPE 
BRETON 

LEAD

Staff        
(1-2)

MONCTON 
LEAD

Staff        
(5-7)

SAINT JOHN 
LEAD

Staff         
(2-3)

NB 
CENTRAL 

LEAD

Staff         
(3-4)

PEI 
LEAD

Staff         
(4-6)

REGIONAL ‘MIDDLE OFFICE’ 
SERVICE TEAMS

RESOURCE 
DEVELOPMENT 

LEAD

Staff         
(2-4)

COMMUNITY 
IMPACT LEAD

Staff        
(2-4)

MARKETING & 
COMMS LEAD

Staff        
(2-4)

COO

FINANCE & 
ADMIN LEAD

Staff            
(2-3)

IT LEAD

Staff        
(1-2)

HR 
LEAD

Staff        
(1-2)

REGIONAL ‘BACK OFFICE’ 
SERVICE TEAMS

Initial Proposed Operational Structure 
• The initial executive team will be comprised of a CEO and COO.  As operations 

evolve there may be a need to add a third member to the executive team to 
manage ‘middle office’ regional service  and strategy functions. The executive team 
may also require additional staff to support governance and general administration.

• Direct programming in specific jurisdictions may require additional staff in these 
jurisdictions. Following the vote to proceed, and in advance of legal day one, 
refined operational planning will include talent management planning to match 
current UW staff with aligned regional or jurisdictional portfolios to determine 
talent gaps, assign roles, and identify recruitment needs. In some cases, 
jurisdictional staff may also play regional roles in addition to jurisdictional roles.

• Regional service teams will be located in ‘home offices’ across the region and work 
together with teammates virtually. 

• The new jurisdiction of Mainland NS will continue to operate out of three physical 
locations (Pictou, Colchester, Lunenburg).



Definition of ‘Member’
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Context 
The ACC has developed a proposed membership clause for the new entity. This was done to ensure local boards 

had an understanding of who is defined as a member and their authority in the new organization. We recognize 

that membership has been a key question for many local boards. 

Non-profits, including United Ways, typically have a population of members who meet annually to vote on directors, 

approve annual financial statements, and approve the goals of the organization. There are many different

membership models such as open, closed, hybrid, and representative. Across the Maritimes, United Ways have a 

spectrum of approaches to membership ranging from fully open to closed (with just the board of directors serving

as members).

The ACC considered the current approaches and the pros and cons of the different membership models, before 

landing on the proposed membership clause outlined on the next slide. It is important to note that members do not 

equate to all stakeholders and overall stakeholder engagement which is much broader and will require intentional 

and on-going efforts from the new organization. 
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Proposed ‘Membership’ Clause for Bylaws
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* See next slide for agreed-upon Board composition criteria in 
the unified Maritime United Way. 

Qualification 

1. Members in the unified United Way Maritimes (UWM) are persons over the age of 18 years residing in the Maritime provinces who are a) elected to the Board of Directors* of the MUW; and b) 

serve as the chair (or designate of each of the seven Community Impact Councils (CIC) located across the region. 

The persons and organizations, not being directors of the UWM or designate of the CICs that were members of any of the unifying United Ways prior to the point of unification shall be deemed to have 

resigned as members as at the date the new organization’s bylaws become effective.

2. A person shall cease to be a member: 

a. Upon resignation in writing to the office of the UWM; 

b. On the person’s death; 

c. On ceasing to be a director of the UWM; or 

d. On being expelled.

3. 1 The Board may expel, suspend or otherwise discipline any member for conduct, which in the discretion of the Board, is:

a. improper or unbecoming for a member;

b. likely to endanger the interests, purposes or reputation of the UWM; or

c. in breach of the constitution, the bylaws or the policies of the UWM.  

3. 2 The Board may not expel, suspend or otherwise discipline any member until the member has received written notice of the proposed expulsion, suspension or other disciplinary measures, 

including reasons, and until the member has been given an opportunity to be heard by the Board before the proposed expulsion, suspension or other disciplinary measures are put to vote.

4. All members are in good standing except a member who is under suspension or discipline.

5. A person who ceases to be a member forfeits all rights, claims, privileges or interest arising from membership.

6. The membership of a person in the MUW is not transferable.

Powers & Responsibilities 

1. Every member shall uphold the constitution and comply with the bylaws and the policies of the UWM.

2. Members shall have the power and responsibility at Meetings of Members to elect directors, to receive reports from and make recommendations to the Board, and to adopt, confirm, ratify, and 

approve By-Laws, and rules or regulations enacted by the Board or decline to do so and such other authority as granted to them. 

Dues 

1. There shall be no membership dues. 



Reminder – Board of Directors Composition 
As part of the ACC’s suite of governance recommendations, the ACC recommended keeping the Board of Directors of the unified organization 

to between 12-17 members recruited from across the Maritime region based on the following criteria:
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3 seats will be reserved for 
provincial representatives, 
elected by current, participating 
UW boards in each province, 
with clear job descriptions 
outlining responsibilities.

60 - 70% of the new board will 

be elected from current or 

past UW board members in 

order to maintain history of UW 

movement and this unification 

process on the new board.

30 - 40% of the new board will 

be elected through a targeted 

call for applicants in order to 

have a fresh perspectives with 

experience on other regional, 

national or international boards 

incorporated in the new board. 

• To start, board members will have staggered terms – 1 Year (20%), 2 Years (40%), 3 years (40%).

• Candidates will be selected based on the knowledge, skills, attributes, and other qualities (KSAOs) outlined in the ACC’s Governance 
Recommendations.

• Composition of the board will respect the equity benchmarks outlined below:

• Male participation should not exceed 50%, female participation should not exceed 50%

• A minimum of 30% of members should come from underrepresented minorities (ie. racialized persons, people living with disabilities (including invisible 

and episodic disabilities), members of the LGBTQ2+ community, First Nations, Inuit, and Metis.

• A minimum of 30% of members should have lived experience (personal knowledge about United Way community investment priority areas gained 

through direct, first-hand involvement, rather than through representations constructed by other people.) 

• Young leaders (under 35) (min. of 20%)

• Rural/urban participation should be equal with a 50/50 split – ‘rural’ to be defined later in the design process

• No province should exceed 40% of membership



Scope of Vote & Timelines 
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Scope of the Go/No Go Vote & Key Considerations
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• What materials (outside stakeholder engagement and the business case) 
does your board need in advance to make an informed decision? 

• Are there specific operational or governance assurances your board needs 
from the ACC to vote to proceed?

• How will your board deal with a mixed vote?  How many ‘yes’ votes are 
required for your board to agree to proceed with unification?  

• Because the of volume of information that local boards are being asked to 
review and discuss regarding unification, it is recommended that your 
board consider meeting bi-weekly from March 15, 2023  – May 1, 2023.

• Following a vote of the local boards, there will need to be a vote of each 
local membership within a short time frame (1-2 months). 

• Every United Way transformation process is different. In some cases, there 
have been a few rounds of voting in order to make the final decision.

• If a local board votes not to proceed they will be ask to provide an 
explanation of why they voted not to proceed to the ACC at the time of 
communicating their decision. 

What are we voting on? 

Local United Way boards will vote to proceed (or not) with full 
maritime unification and becoming one legal entity. No other model 
of unification or legal structure will be considered at this vote as 
boards do not have the information necessary to consider an 
alternate option. 

What is the process? 

The vote be held on the same day and time across the region. Date 
and time: May 1, 2023 at 5pm (AST) 

A board package, including board resolution, will be sent to all UW 
boards at least 10 days before the vote in order to guide board 
discussion and voting.

Within 24 hours of the vote, Lucy (ACC project manager) will send 
out the voting results to all ACC members and a meeting will be 
called with the ACC members who’s UW voted to proceed with full 
unification to discuss next steps.

Within one week of the vote, a debrief for all ACC members will be 
called. 



Updated Work Streams & Time Line To Vote
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July 

August

September  

October

November 

December 

January  

February 

March

VOTE: 
May 1, 
2023

Phase 1 Due Diligence 

Targeted Operational Design

Stakeholder Engagement 

Business Case & 

Full Package of Governance 
& Operations 

Recommendations 

Items remaining:
• Agreed-upon operational strategy for keeping local 

dollars local
• Risk analysis and recommended mitigation 

strategies for local boards



Projected Work Streams & Timeline to Legal Day 1
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LEGAL 
DAY 1

Implementation / Transition Plan Development:
Example items that will be tackled during this process:

• Legal Documentation

• Staffing/Talent Management Plan

• Labour Relations

• Communications & Marketing Plan

• Refined Operational Planning and Integration Plan

• Etc.

Board Recruitment – Task Force

Local UW 

Membership Vote 

June/July 2023

Aim for
May 1, 
2024

CEO/COO Recruitment – Task Force

Sept/Oct 2023

May 1, 2023

YES 

VOTE

Determine role/scope 
of ACC going forward 



Potential Questions to Guide Board Discussions

• Question #1: Do you have any questions or concerns about the recommended operational structure? 

• Question #2: Does the proposed structure increase your confidence that local is at the core of this new organization? 

• Question #3: Do you have any questions or concerns about the recommended membership clause? Do you support it?

• Question #4: Do you have any questions or concerns about the scope or process of the vote in May? Please discuss the three 

questions listed on that slide with your board.
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