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Maritime Unification Project – Conversation Guide (Mar 1_23) 
 
VERY IMPORTANT: This is a conversation guide for communications with stakeholders – 
do not send them the full conversation guide.  
 
If you receive a request from media, please contact Lucy asap for next steps.  
 
Overview  
 
United Ways in the Maritimes are currently preparing final documents and plans to help inform a 
May 1, 2023, vote by all United Way Boards in Nova Scotia, PEI and New Brunswick to 
determine a path forward for possible unification. Although United Ways in the region actively 
collaborate on various projects, we are assessing if there is an opportunity to more formally do 
so.  
 
Narrative Research has been engaged to implement key stakeholder and partner consultation 
on the topic, which may create further questions locally in each of the communities. The 
following are key messages and FAQs for members of the Active Collaboration Committee and 
United Ways to use when speaking with their home boards, staff, and external stakeholders – 
consistency of messaging will help to reassure key stakeholders and provide shared clarity.  
 
The identified media spokesperson for the Active Collaboration Committee is the Chair, Chris 
Hamilton. However, we recognize that board members and staff will receive and ask questions 
about the project and may need to respond to various comments and questions from local 
stakeholders.  
 
Key Messages  
 

• The 9 United Ways in the Maritime provinces (NS, PEI & NB) are currently exploring 
concepts for creating a more formal regional structure   

 

• This project is exploring the potential of a larger, stronger cohesive entity to:  
 

• Strengthen local impact and relationship building by streamlining administrative work, 
thereby refocusing staff efforts outward;  
 

• Share data, results and programming to grow community impact; 
 

• Reach Maritime-wide donors more clearly with a shared brand strategy and stories of 
impact; 
 

• Make some of our shared business practices more effective; 
 

• Scale community impact projects and innovations in other Maritime communities;  
 

• Implement new systems and technologies, such as customer relationship management 
and fundraising platforms, more effectively and at less cost; and 
 

• Provide opportunities for career growth and new learning; in a sector where employee 
attraction and attention is critical. 
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• United Ways across our region, and indeed the country, are facing increasing competition 
for donor dollars, declining revenues, increasing and shifting donor expectations, and 
increased needs to leverage brand awareness and access digital capabilities.   
 

• Any potential plans for unification would both protect and elevate ties to and increase impact 
in local communities -- we recognize leadership, expertise and presence in community is 
crucial 

 

• A vote by all 9 Boards of Directors will take place on May 1, 2023, to determine if and how to 
move forward 

 

• Work to unify organizations would take place over the next year – this time of transition will 
include business as usual in the 9 locations, until March 2024, when a new entity is formed. 
Key regional planning will also be underway and involve leaders across the Maritimes 

 

• All current United Way staff would be retained yet may work in a different capacity; and a 
new, representational Regional Maritime Board would be established from both past/current 
serving board members and new members with fresh perspectives. 

 
FAQs  
 
1. What is the collaboration work underway?  

 
The 9 United Ways in the Maritime provinces (NS, PEI & NB) are working together to determine 
readiness and options for more deliberate and formal collaboration in the coming years. The 
group responsible for guiding this work is called the Active Collaboration Committee which 
includes board and staff representation from each United Way.  

 
2. Why are United Ways in the Maritime Provinces exploring collaboration and 

potential operating model transformation?  
 

United Ways across our region, and indeed the country, are facing increasing competition for 
donor dollars, declining revenues, increasing and shifting donor expectations, and increased 
needs to leverage brand awareness and access digital capabilities.  
 
We recognize collaboration and deliberate sharing of resources would help us address these 
challenges, and focus on our core purpose work, community impact. 
 
3. How will we maintain our focus on local impact through this process and going 

forward?  
 

We are all absolutely committed to maintaining (and continually strengthening) trust and 
connection to local communities – this has been a guiding principle from the very beginning of 
this work.  Any potential plans for unification would both protect and elevate ties to the local 
community and increase impact.  We also recognize leadership, expertise and presence in each 
community is key.  
 
4. I really trust my local United Way and like that my dollars stay local. What does 

this process mean for me and/or my organization?  
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The model we are building focuses on local raised dollars staying local, and local funding 
decisions being led by local community impact councils. United Ways are absolutely committed 
to maintaining the trust of their local communities – that has always been a foundational tenant 
of who we are and our work.  Any future collaboration will protect and elevate ties to the local 
community and increase impact by ideally bringing more resources to community through 
shared effort. 
 
5. Will I have the opportunity to provide feedback in this process?  
 
Yes. Currently we are holding focus groups, and sending out surveys for feedback from 
partners, donors, funders, agencies, and community. This engagement effort will continue 
should unification move forward. 
 
6. Are you using donor dollars to complete this work?  
 
United Ways in the Maritime provinces have received funding from the Atlantic Canada 
Opportunities Agency to support this work. We have also received a contribution from United 
Way Centraide Canada and local United Ways are contributing a very small percentage of 
operating costs to this project.  
 
7. How will a decision be made? 
 
The Active Collaboration Committee, with help from outside consultants and resources, have 
done the work to analyze the current environment as well as investigate possible operating and 
governance models, and a business case to inform each of the participating United Way’s 
Boards of Directors. A vote by all 9 Boards of Directors will take place on May 1, 2023, to 
determine if and how to move forward. 
 
Depending on the vote outcome, the work to unify organizations would take place over the next 
year, and business-as-usual operations would be maintained until a new legal entity is formed.  
All current United Way staff would be retained in the new entity and leadership, expertise and 
presence in the 9 operational sites will be retained – local connections and trust would remain at 
the heart of any new structure.  A new, representational Regional Board would be established 
from both current serving board members and new members with fresh perspectives. 
 
8. What happens if one of the United Way’s does not vote to proceed with 

unification?  
 
Following the vote on May 1, 2023, the Active Collaboration Committee will reconvene to review 
the results and determine next steps. If a United Way does not vote to proceed with unification, 
there is still an opportunity to consider other unification options across the region and that will be 
determined by those who voted in favour.  
 
9. Will anyone lose their jobs through this process?  
 
Retaining all current United Way staff and maintaining local leadership, expertise and presence 
were two of the most important operations design assumptions throughout this work.  We are 
committed to working through this transition in a transparent and respectful manner, and to 
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maintaining the trust of local communities. Any future structure will protect and elevate ties to 
the local community and increase impact there. 
 
10. How many employees currently among the 9 Maritime United Ways? 
 
Currently there are 62 full-time positions with the nine Maritime United Ways.  Any new 
operating structure adopted will retain all current employees, although they may work in a 
different capacity. 

 
11. What is the collective revenue among the 9 Maritime United Ways? 
 
The combined and total annual revenue of all Maritime United Ways is $11.2 million.  
 
12. How are the funds used?  
 
All United Ways are focused on ensuring as much revenue as possible is being invested in 
community. Dollars raised are used to support agencies and program funding, and community 
solutions work in the areas of poverty, housing, inclusion, food security, and more.  
 
13. Other specifics in terms of decision, structure, staffing, or possible transition…? 
 
It is too early to tell at this time. Depending on the vote results, the work to unify organizations 
would take place over the next year, and business-as-usual operations would be maintained 
until a new legal entity is formed. That is estimated to happen in May 2024, and will involve 
recruiting a new regional board and hiring a regional CEO, through fair and transparent 
processes. 
 
   


