
Welcome!

We are so glad you are here!

We will get started shortly. 
In the meantime, we invite you to 

intentionally enter this space.

Silence your cell 

phone

Close the door

Close browser 

windows

Check your audio 

and video

Stretch

Take a few deep 

breaths

Emotionally release 

your to-do list

Take a bio break

Consortia/CAN Development Training
Tuesday, January 16 from 3-4:30 pm ET



Tuesday, January 16 

3-4:30 pm ET

Consortia/CAN 
Development 
Training



Participants are encouraged to share comments 

and ask questions using the chat box.

This session is being recorded.

All participants are muted upon entry. We ask that 

you remain muted to lim it background noise.

Consortia/CAN Development Training

Hosted by the Healthy Start TA &  Support Center at NICHQ



• After you join the Zoom  session, an audio conference box m ay 

appear.

̶ If you do not see the box, click ‘Join Audio’

• From  the audio conference box, select ‘Phone Call’ or 

‘Computer Audio’

̶ If accessing the session audio via phone:

• Dial one of the given num bers next to ‘Dial’

• You will be prom pted to enter the Meeting ID

• Then you will be prom pted to enter the Participant ID

Audio

Consortia/CAN Development Training

Hosted by the Healthy Start TA &  Support Center at NICHQ



Chat

Chat here to 

everyone!

3
Click the Chat 

button at the 

bottom of the 

Zoom window.

1

A sidebar will 

appear where 

you can chat to 

all participants.

2

Consortia/CAN Development Training
Hosted by the Healthy Start TA &  Support Center at NICHQ



Consortia/CAN Development Training

Housekeeping

Tess Pierson

Healthy Start TA &  

Support Center (TASC)

Welcome & Introduction All

Consortia/CAN 

Development Training

Kenn Harris

TASC

Closing Tess Pierson

TASC

Consortia/CAN Development Training
Hosted by the Healthy Start TA &  Support Center at NICHQ



CAN/Consortia Resources

Consortia/CAN Development Training

Hosted by the Healthy Start TA &  Support Center at NICHQ

CAN Learning Academy

Available on EPIC website

Community Engagement Learning 

Academy

Available on EPIC website

Let’s get started!

CAN & Community Engagement 

Cohort Artifacts

Available on EPIC website

Healthy Start Workshop Series: 

Tools for Community Transformation

Workshops #1-5 are available on EPIC website

Final workshop scheduled for Feb 1!



Welcome & 
Introduction

Consortia/CAN Development Training

Hosted by the Healthy Start TA &  Support Center at NICHQ



Kenn Harris

Consortia/CAN 
Development 

Training

Healthy Start TA &  
Support Center

Consortia/CAN Development Training

Hosted by the Healthy Start TA &  Support Center at NICHQ



Getting Your Healthy Start 

Consortium Ready for the Future

Mr. Kenn Harris,  Vice President for Engagement & 
Community Partnerships, Director of Healthy Start 

TA & Support Center, National Institute for 
Children's Health Quality (NICHQ) 

Tuesday, January 16th 2024

Training Webinar

Enhanced!

Consortia (CAN) Development Training 101



Consortia (CAN) Development Training 101

1. Name
2.Project (HS, HSE, Catalyst)
3.Expectation today?

welcome and introduction



Understand the 
Community 

Consortia and 
the expectations

Training Goals:

Share resources and ideas for 
maintaining, sustaining and 
evaluating Consortium

Examine the 
“ideal” high 
functioning 
Consortium
and assess 

functionality 
of a 

Consortia

Explore participant involvement and 
partnership development through 

framework of community engagement
Consortia (CAN) Development Training 101
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Results (Outcomes)

Risks/Rewards (Data)

Resources (3 Ts)

Role/Responsibility (Human Capital)

Reason (What/Why)

“Don’t touch the stove”

“Don’t touch the stove, it’s hot, you’ll get 

burned and it will hurt really bad”

Consortia (CAN) Development Training 101



The HSE program uses two approaches:

The purpose of Healthy 

Start Enhanced (HSE) is to 

improve health outcomes 

before, during, and after 

pregnancy and reduce the 

racial/ethnic differences in 

rates of infant death and 

adverse perinatal 

outcomes.

Consortia (CAN) Development Training 101



Consortia (CAN) Development Training 101

https://mchb.hrsa.gov/sites/default/files/mchb/about-us/2023-mchb-healthy-start-factsheet.pdf

https://mchb.hrsa.gov/sites/default/files/mchb/about-us/2023-mchb-healthy-start-factsheet.pdf
https://mchb.hrsa.gov/sites/default/files/mchb/about-us/2023-mchb-healthy-start-factsheet.pdf


1. Continue reducing infant 

mortality rates (IMR) in the 

U.S., and

2. Decrease disparities in 

infant mortality (IM) across 

racial/ethnic groups by 

achieving steeper declines 

for groups with the highest 

infant mortality rates (e.g., 

non-Hispanic Black and 

AI/AN infants).

The goals of HSE are to:

Consortia (CAN) Development Training 101

SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child Health 

Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023



• Direct and Enabling Services for 

HSE Participants (program)

 Increase receipt of case 

management and care 

coordination to facilitate 

access to medical care and 

community-based resources.

 Increase uptake of healthy 

behaviors before, during, 

and after pregnancy.

 Increase use of safe infant 

care practices.

Consortia (CAN) Development Training 101

Two main objectives during the 5-year period of performance:

• Community Consortia (community)

 Convene diverse, multi-sector state, local, and 

community level partners, including HSE participants 

and other community members, that will:

 Advise and inform strategies for providing direct and 

enabling services to HSE participants.

 Develop cross-sector partnerships to ensure access 

for HSE participants to coordinated, comprehensive 

maternal, child, and family medical care; health 

and parenting education; and community-based 

resources that address social determinants of health 

within the project area.

 Participate in Communities of Practice with other 

HSE projects to develop and implement a strategic 

plan for the community that focuses on at least one 

social determinant of health.
SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child Health 

Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023



today’s learning pathways
• Strengthen Community Consortia for HSE (or HS Catalyst or HS)

• Transition existing Community Action Network (CAN) into Community 

Consortia for HS (now and beyond)

• Establish “new” Community Consortia for HSE (or Catalyst or HS)

strengthen transition establish
comprehensive 

consortia

training

Consortia (CAN) Development Training 101



Convene diverse, multi-sector state, local, and community 

level partners, including HSE participants and other 

community members, that will:

community consortium

• Advise and inform strategies for providing direct and enabling services to HSE 
participants.

• Develop cross-sector partnerships to ensure access for HSE participants to 
coordinated, comprehensive maternal, child, and family medical care; health 
and parenting education; and community-based resources that address social 
determinants of health within the project area.

• Participate in Communities of Practice with other HSE projects to develop and 
implement a strategic plan for the community that focuses on at least one 
social determinant of health.

Consortia (CAN) Development Training 101

SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child 

Health Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023



• Advise and inform strategies 

for providing direct and 

enabling services to HSE 

participants (program 

services).
 Increase receipt of case 

management and care 

coordination to facilitate 

access to medical care 

and community-based 

resources.

 Increase uptake of healthy 

behaviors before, during, 

and after pregnancy.

 Increase use of safe infant 

care practices.

• Develop cross-sector 

partnerships to ensure 

access for HSE participants 

to coordinated, 

comprehensive maternal, 

child, and family medical 

care; health and parenting 

education; and community-

based resources that 

address social determinants 

of health within the project 

area (partnership 

development and services-

alignment).
 Organizational partners

 Community partners

 Behavior & Mental Health 

providers

• Participate in Communities 

of Practice with other HSE 

projects to develop and 

implement a strategic plan 

for the community that 

focuses on at least one 

social determinant of health.
 HS TASC facilitate

Consortia (CAN) Development Training 101

community consortium

SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child 

Health Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023



Community Consortium - A formally organized partnership, advisory board or coalition 
of organizations and individuals representing program participants such as 
appropriate agencies at the State, Tribal, local government levels; public and private 
providers, faith-based organizations local civic/community action groups; and local 
businesses which identify with the project’s target project area.

Consortia (CAN) Development Training 101

community consortium

The Community Consortium works collaboratively to 

develop and implement a plan focused on SDOH 

with activities that result in systems changes and 

improvements in order to accelerate reducing 
disparities in perinatal outcomes.

the who and what

how it functions, what it does!
SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child 

Health Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023



 Establish a Community Consortium within 3 

months of the start of the HSE project 

period.

 It is expected that a minimum of 25 percent 

of Community Consortium members are 

enrolled HSE participants and women of 

reproductive age, mothers, fathers or 

partners and other people with lived 

experience living in the project area.

 It is expected that the Community 

Consortium will have representation from 

Title V, public health departments, 

hospitals, health centers, State substance 

abuse agencies, and other significant 

sources of health care services
 The HSE project is expected to lead Community 

Consortium

 HSE projects are expected to have the necessary 

partnerships (e.g., Title V, health centers, community 

non-profits), curricula, evidence-based/evidence-

informed, and/or scientific information to 

implement high quality direct and enabling services 

addressing the main drivers of infant mortality and 

disparities in perinatal outcomes within the project 

area.

 The HSE project is expected to hire or contract with a 

Community Consortium Coordinator from, and 

representative of, the community being served. The 

Community Consortium Coordinator will oversee the 

development and implementation of the plan 

described below.

 As a best practice, the Community Consortia chair or 

co-chair should be a current or former Healthy Start 

participant.

Consortia (CAN) Development Training 101

expectations

SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child 

Health Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023



HSE Program

Community Consortia

Consortium Coordinator

Consortium

Co-chairs

Consortia (CAN) Development Training 101

PartnersSubcontractors HS ParticipantsFatherhood Evaluation

Policy ChangeHousing

The Community Consortium should regularly report out/disseminate information to community members and 

partners on the implementation of the HSE project overall, the plan and progress made towards achieving 

goals/objectives of the plan.
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The Community Consortia develop and implement action plans to 

address the unique social determinants of health (SDOH) 

contributing to differences in birth outcomes within the project 

area.

Establishing Community Consortia (formerly known as Community 

Action Networks [CANs] made up of diverse, multi-sector partners that 

advise an inform HSE activities.

Consortia (CAN) Development Training 101

SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child Health 

Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023
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Develop and submit a Community Consortium plan to address SDOH 

by June 30, 2024. Plans should go beyond solely addressing barriers to 

clinical care and improving the local system of care. They should 

address the environmental, social, and economic conditions that 

contribute to disparities in perinatal outcomes. 

• Describe strategic partnerships and strategies to address the “upstream factors” and 

unique SDOH contributing to disparities in perinatal outcomes within the project area.

• Include a minimum of five performance measures corresponding to plan activities. 

Examples of performance measures include:

 Increase access to nutritious foods by ensuring X percent of eligible residents of the 

project area are enrolled in WIC;

 Increase access to prenatal care by coordinating X centering groups within less 

than a X minute walk from public transportation;

 Increase access to employment opportunities by increasing the General 

Educational Development test completion rate in project area by X percent.

Consortia (CAN) Development Training 101

SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child Health 

Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023
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timeline

December 2023
Formalized Consortia

June 30th 2024
Finalize Action Plan

September 2024
Implementation

Consortia (CAN) Development Training 101

SOURCE: Healthy Start Initiative – Enhanced, Funding Opportunity Number: HRSA-23-130, Funding Opportunity Type(s): New, Assistance Listings Number: 93.926, Fiscal Year 2023, Maternal and Child Health 

Bureau, Division of Healthy Start and Perinatal Services, June 7, 2023



Consortia (CAN) Development Training 101



Consortia (CAN) Development Training 101



Consortia (CAN) Development Training 101

https://mchb.hrsa.gov/programs-impact/programs/healthy-start-initiative-enhanced

FAQs about Consortium and the Community Consortium Plan 

https://mchb.hrsa.gov/programs-impact/programs/healthy-start-initiative-enhanced
https://mchb.hrsa.gov/programs-impact/programs/healthy-start-initiative-enhanced


• MOBILE COUNTY BOARD OF HEALTH 

(AL)

• MARICOPA, COUNTY OF (AZ)

• FAMILY TREE INFORMATION 

EDUCATION & COUNSELING CENTER 

(LA)

• MEDSTAR HEALTH RESEARCH 

INSTITUTE, INC. (MD)

• GLOBAL COMMUNITIES, INC.* (MD)

• MISSISSIPPI STATE DEPARTMENT OF 

HEALTH (MS)

• STATE OF NORTH CAROLINA 

DEPARTMENT OF HEALTH & HUMAN 

SERVICES (NC)

• CARE RING INC (NC)

• SOUTHERN NEVADA HEALTH 

DISTRICT (NV)

• PRISMA HEALTH-MIDLANDS SC)

WA
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ALMS
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DE
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RI

MD

DC

10 HSE Grantees 
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WA

OR

ID
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DC

• Baltimore Healthy Start, Inc. (MD)

• Broward Healthy Start Coalition (FL)

• Florida Department of Health (FL)

• Healthy Start Inc. Pittsburgh (PA)

• Marillac Community Health Centers 

(LA)

• Newark Community Health Centers, 

Inc. (NJ)

• Northeast Florida Healthy Start 

Coalition, Inc. (FL)

• Research Institute at Nationwide 

Children’s Hospital (OH)

• Trustees of Indiana University (IN)

9 Catalyst Grantees 



WA

OR

ID

NV

CA

AZ

UT

MT

WY

CO

NM

TX

ND

SD

NE

KS

MN

WI
MI

IA

MO

INIL

ME

NY

PA

OH

KY

TN
NC

VA
WV

SC

GA
ALMS

LA

AR

FL

NJ

VT

NH

MA

CT

DE

OK

RI

MD

DC

• States with more than one of the 

MCHB grants (i.e. HS, Catalyst, 

HSE)

OPPORTUNITIES

• 101 HS Projects across the 

country (many states with more 

than one grantee)

101 Healthy Start Grantees 
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Historically, Healthy Start programs have been built on the principles rooted in 

their designation as “community-based” and “community-driven” approaches to 

reducing infant mortality. 

This strong foundation creates an opportunity to address issues beyond infant 

mortality to include addressing social determinants of health, equity, maternal 

mortality and fatherhood.  

As a federal requirement and now “unique” 

trademark of federal HS programs, each project 

should have as a foundation, a CAN 

(community consortium) that is comprised of 

consumers, providers and a vast array of 

community partners who work together to 

create a culture of collaboration and 

involvement that ensures the success of the 

Healthy Start project. 

Propelled by its resulting collective impact; a 

strong, well-informed Consortium is yielded, 

which is one of the hallmarks of a 

successful HS project. 
Consortia (CAN) Development Training 101



Consortia (CAN) Development Training 101

This training will examine your Consortium’s current functionality and capacity and 
identify areas that need strengthening in order to transition into the vehicle needed 
to ultimately transform it into the new Healthy Start framework. The five key areas of 
concentration are community engagement/ community involvement; partnership 
development; leadership and capacity building; maintenance/sustainability and 
evaluation. The intention of this training is to ensure that your Consortium refines its 

functionality and learns how to tap into the available community assets and 
engages a broad community of partners needed for a vibrant, successful 

Consortium that is viable both now and beyond.



at the 

core
Consortia (CAN) Development Training 101

the message



build mobilize work

“the ultimate driving machine”©

A good goal to focus on is to build the Consortia  to mobilize 

action that effects impactful and transformative work
Consortia (CAN) Development Training 101



still keeping 

promises!

Consortia (CAN) Development Training 101
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• If you only had 60 seconds to talk about your 

Consortia convincingly, what would you say?

• Take a few minutes to develop a “pick-up” speech

Developing your “hook”

How would it differ based on the 

audience?

• Program staff

• Consortium

• Consumer group

• Board of Directors

• Finance

• Fiduciary

• Community

This is a great exercise to do with 

staff and Consortium members to 

begin to begin creation of 

standardized message for your 

Healthy Strat program!



The key to creating a viable consortia is to think 
about transformation as opposed to change, 

create an opportunity for something POWERFUL 
to happen.  Connect with the community, 

strengthen your community-base.  Folks at the 
community level have values that must be tapped 
into.  And once people see the value, it will drive 

what they do (mission) and the vision for 
community betterment will be realized and be 

efforted by the community itself.

Consortia (CAN) Development Training 101
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function and 

functionality

what it’s 

designed to 

do!

how it does what 

it’s designed to 

do!

purpose performance



Giving people a voice 

in the systems that 

affect their lives can 

be very powerful.

Consortia (CAN) Development Training 101

Role of the 

community voice 

to be valued and 

impact decision-

making



Community exists when 

people who are 

interdependent struggle 

with the traditions that 

bind them and the interests 

that separate them so that 

they can realize a future 

that is an improvement on 

the present.

foundational perspective

Consortia (CAN) Development Training 101

C.M. Moore. A Working Paper on Community. The  National Conference on Peacemaking and Conflict Resolution. Fairfax, VA: George Mason University, 1991.



A healthy community is one 

that is continually creating 

and improving those 

physical and social 

environments and 

expanding those 

community resources which 

enable people to mutually 

support each other in 

performing all the functions 

of life and in developing to 

their maximum potential.

perspective during replication phase

Consortia (CAN) Development Training 101

M. Minkler. Community Organizing and Community Building for Health. New Brunswick, NJ : Rutgers University Press, 1997



Five Critical Factors Shape the 

Development of Consortium

1. Climate

2. People

3. Resources

4. Processes

5. Policies

Highly supportive Non-supportive

Consortia (CAN) Development Training 101



Creating Community Consortium Together
• Name

• What value do you bring to this work?

• Your expectation?

Consortia (CAN) Development Training 101



Source: J. Liebman and K. Abrams, The Six Stages of Community Mobilization for Prevention, Southwest Center for the Application of Prevention Technology (CAPT), University of 
Oklahoma, Norman, OK, Draft, 2003.

COMMUNITY READINESS

Community Readiness is the extent to which a community is adequately prepared to mobilize for 

and implement a prevention project or initiative.

Consortia (CAN) Development Training 101

How ready is your 

community ready 

to move toward 

action?



envisioning the desired 

outcome and then working 

backward to develop a plan 

will help achieve that outcome.

how you build it!

investing the effort at the 

beginning 

All things are created twice. There’s a mental or 

first creation, and a physical or second creation.
Stephen Covey, “7 Habits of Effective People”

Consortia (CAN) Development Training 101



Melaville Blank, and Asayesh in Together We Can: A Guide for Crafting a Profamily System of Education and Human Services

“The children and families who participate 

in our education and human services 

systems are essential for its reinvention.  

They are indispensable partners with 

educators, human service professionals, 

business leaders, civic and religious 

leaders, leaders of community-based 

organizations, and other citizens in 

creating the pro-family system”

Consortia (CAN) Development Training 101

beliefs



“At the heart of the Initiative is the belief that the 

community, guided by a consortium of individuals and 

organizations from many sectors, can best design and 

implement the services needed by the women, children and 

families (men/fathers) in that community”

AVOID the spirit of “business as usual”

Government encourages community flexibility and ownership as 

codified in the HS guidance

Consortia (CAN) Development Training 101
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Participation in development popularized in the 1990s as a novel, common-sense way 

to address a range of development ills. It promised a new approach that would give 

‘the poor’ more voice and choice in development. 

Andrea Cornwalia - Commonwealth & Comparative Politics, Volume 44, Issue 1, 2006, Special Issue: Where Development Meets History

Historical perspectives on 
participation in 

development

Cultural notions of democracy and governance are embedded 

in the practice of participation in development.  The 

expectation is that there will result an ultimate impact and 

benefits

Consortia (CAN) Development Training 101



Kitchen Time
picture-study
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picture-study

New Breakpads

Consortia (CAN) Development Training 101



This gives us the half 

empty glass. In 

creating a needs 

map, we focus on 

the problems in a 

community, and 

can overlook many 

community 

strengths.

Old School

But we can ask questions in two ways when doing 

needs assessments.

Consortia (CAN) Development Training 101



Or we can ask:

• What are the strengths 

and assets of your 

community?

• When was a time you felt 

your community was at 

its best?

• What do you value most 

about our community?

• What is the essence of 

our community that 

makes it unique and 

strong?

We can ask:

• What are the 

needs of the 

community? 

• What needs to 

change in the 

community? 

• What are the 

barriers to 

creating 

change?

Sustainable 

Community 

Impact

Consortia (CAN) Development Training 101



We start with what helps 

make the community 

strong. All communities 

have strengths and assets 

and ABCD recognizes the 

everyone in the 

community (including 

individuals, voluntary 

groups, businesses and 

organizations) has skills, 

interests and experience 

that can help strengthen 

their community.

By focusing on the strengths and assets of a community, we can create a very different 

picture to the needs-based one.

Kretzmann, 2010; Kretzmann & McKnight, 1993; Mathie & Cunningham, 2003 

CommunityStrong

Consortia (CAN) Development Training 101

Asset-Based Community Development

1. It focuses on community assets 

and strengths rather than 

problems and needs

2. It identifies and mobilizes 

individual and community 

assets, skills and passions

3. It is community driven – 

‘building communities from the 

inside out’

4. It is relationship driven.

ABCD is built on four foundations 



Where do 

we begin?

Who’s at 

the 

table?

Who’s not at 

the table of  

needs to be?

Assessment, 

Assessment, 

Assessment!

Consortia (CAN) Development Training 101



manage motivate mobilize

mastering all three!

leadership-coaching leadership-inspiring leadership-navigating

Consortia (CAN) Development Training 101



Building Leadership

Consortia (CAN) Development Training 101

https://ctb.ku.edu/en/building-leadership


source: https://equity.unitedway.org

Consortia (CAN) Development Training 101

https://equity.unitedway.org/


Inclusion

Being a part of the 

whole

The development of a 

sense of community, in 

order to improve success 

and outcomes for overall 

community members

Segregation

Exclusion

From the process/ 

mainstream

Integration

Bringing groups or 

individuals together

Placing someone who has 

been previously excluded 

into process/ mainstream

Phase I
Physical Integration

Phase II
Social Integration

Evolution of Inclusion

Consortia (CAN) Development Training 101



exclusion integration inclusionsegregation

Exclusion - occurs 

when directly or 
indirectly prevented 

from or denied access 

in any form

Segregation - occurs 

when service is provided 
in separate environments 

designed or used to 

respond to a particular or 

various impairments, in 

isolation from

Integration – is a process 

of placing particular 
groups in existing 

mainstream systems, as 

long as the dominant 

can adjust the 

standardized 
requirements

Inclusion – involves a process of system 

reform embodying changes and 
modifications in content, approaches, 

structures and strategies in order to 

overcome barriers with a vision serving 

to provide persons with an equitable 

and participatory experience and 
environment that best corresponds to 

their requirements and preferences

Placing people within mainstream 

environments with accompanying structural 
changes does not constitute inclusion

Integration does not automatically 

guarantee the transition from 
segregation to inclusion

Consortia (CAN) Development Training 101



Engagement: Create a framework; alignment; and communication protocol

Define governance

Define management

Consortium partners with staff in day-to-

day (example: subcontractor performance 

shared with them, recommendations taken 

but they do not run things!)

(broad)

(day-to-day) (on the ground)

(aerial)

Governance

Management

Consortia (CAN) Development Training 101
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• Policy

• Program Design/ 

Implementation

• Evaluation/ Program Outcomes

• Systems

• Community Outcomes

Subcontracts include Consortium description stating expectation of participation of ALL 

hired staff under the grant. Include as a contractual obligation. For a higher level of 

institutional engagement, also include a requirement of supervisor of HS staff attend 

two meetings annually.
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Create Partnership Commitment Policy

 Mission

 Collective Impact

 Inclusion/ Alignment/  Integration

 Institutionalization – lessons-learned, best practice, 
evidence-based practice, practice-based evidence

 Standards of Excellence in Operation

 Sustainability

 Signatures

This PCP can become an attachment to the contract as well and must be signed by all official persons 

of each entity authorized as contract signer.

Consortia (CAN) Development Training 101
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Common Challenges

• Determining the structure of management and 

governance

• Increasing consumer/participant involvement

• Addressing disparities, inequities and SDOH

• Boosting economic development
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Potential Obstacles
• Poor communication

• Limited experience

• History of being ignored

• Resistant leaders

• Over-committed leaders

• Sense of powerlessness

• Not enough time

• Lack of transportation/child care

• Poor organization/unproductive meetings
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Characteristics of Ineffective Consortia

• Lack of leadership and teamwork

• Turf and competition

• Bad history between members 

• Failure to act

• Dominance by professionals

• Poor links to the community

• Funding - too much or too little

• Costs outweigh the benefits

Consortia (CAN) Development Training 101



N
a

v
a

jo
 M

a
id

e
n

s 
(1

9
7

0
) 

b
y
 M

a
n

fr
e

d
 S

u
su

n
k
e

w
a

, 
H

o
p

i, 
C

a
se

in
 o

n
 B

o
a

rd

Transitioning Your Program Participants

From the clinic to the consortium
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Pathways to Community/ Consumer Involvement

• Consortium

• Focus Groups

• Facilitated Training Workshops

 Heart disease

 Obesity

 Physical activity and exercise

 Nutrition

• Volunteerism (health fairs, tag sales, 

conferences, etc….)

• Parent Groups

• Support Groups (LBW Club, Infant Loss)

• Healthy Start Reunions

• Workgroups
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ASSESS

Current Consortium Ideal Consortium

The 
SHORTFALL

High Performance Model

GAP Analysis

Your Consortium Model

•Components

•Challenges

•Barriers

•Accomplishments
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value of Consortium

impact of Consortium

power of Consortium
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The Consortium (CAN) Evaluation 

Framework is a quality improvement 

process designed for the Healthy Start 

Consortium (formally, CAN). 

What is the Consortium Evaluation 
Framework?

The Framework was developed and validated with a local 

Healthy Start project but may be useful for other Healthy 

Start Consortium established across the country, and it is 

based on the principles and values of the 30 years of 

implementation of the federal Healthy Start program.
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[1]
Identify “ideal” 

elements & 

indicators

[2]
Assess current 

functioning

[3]

Conduct gap 

analysis

[4]

Draft an action plan 

for Consortia

[5]

Make needed 

improvements Consortium
(formally CAN)

HIGH FUNCTIONING

improved functionality leads to greater value, impact and power

The Framework 

consists of five 

steps and

associated 

tools for 

assessing and 

improving its

functioning. 
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Mission Leadership Fiduciary Membership Processes Linkages
Programs & 

Advocacy

3 5 8 17 9 5 7

54 indicators
assessing high functioning

who, what, when, where, why and how

Consortia (CAN) Development Training 101

MISSION

The Consortium mission is clear, 

agreed upon, and aligns with 

Healthy Start Program 

LEADERSHIP

Community members & providers 

serve as and are recognized as 

effective leaders of the Consortium

FIDUCIARY (LEAD AGENCY)

Adequate staffing and 

resources are allocated to 

support the Consortium 

MEMBERSHIP

The Consortium is comprised of a 

majority of community members 

who are diverse, active & 

committed, who benefit from 

participation, and whose input is 

valued 

PROCESSES/STRUCTURES

The Consortium creates 

processes and structures that 

facilitate effective group 

interactions 

LINKAGES

The Consortium establishes 

well-defined roles within the 

Healthy Start Program and 

forms partnerships with other 

relevant community groups 

PROGRAMS and ADVOCACY

The Consortium implement 

programmatic efforts and 

advocates for issues that support 

healthy births for at-risk families 



Tool #1
High Functioning Cosnortia Core 

elements & Indicators

Consortia (CAN) Development Training 101

Tool #2
Checklist for Consortia Leaders

Tool #3
Survey for Consortia Members

Tool #4
GAP Analysis Matrix for Healthy 

Start Consortia

Tool #5
Action Plan



True Partnership

Coordination (getting to know you)

Collaboration (dating)

Integration (engagement)

Coordination:
Program services 

(alignment, 

referrals); coalition 

alignment

Collaboration:
Planned coordination; 

intimate involvement; co-

sponsoring; formal program 

connection; MOUs

Integration:
Sharing resources; program 

integration; core connections; 

program maximization, working 

together for systems change; MOAs

C C + =I+ True Partnership
(marriage)
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• Identify 2-4 people/ organizations on your Consortia 

to target

• Give reason why you feel the need to focus on 

developing relationship with them

• Plan a “planned-encounter”

• Identify one or two issues to address

• Idea of how you see resolution and what you’d like 

to see happen

Consortia (CAN) Development Training 101

“Commitment to Action”

This is a great 

exercise to do with 

staff and Consortium 

members to begin to 

grow your 

membership!
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Assignment: Examine 
Partnerships

This is a great exercise to 

evaluate your partnerships and 

help move them to “true 

partnership” level!



community, now 

more than ever!
Consortia (CAN) Development Training 101

In the end, the simple truth is that now more 

than ever, we are called to the work of active 

hope and the ceaseless pursuit of beloved 

community
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Engagement and Leadership

• Efforts to achieve revitalized communities of opportunity will not 

be successful without substantial community engagement

• Meaningful community engagement requires participation in 

governance and decision making

Consortia (CAN) Development Training 101
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“Aligning knowledge and practice to build a connected force 

for community change”

Consortia (CAN) Development Training 101

Community Engagement (CE) is the process by which residents are 

engaged to learn and work together on behalf of their communities to create and 

realize bold visions for the future.



Elements

CREATING A CULTURE OF COLLABORATION 
AND INVOLVEMENT

IDENTIFY COMMUNITY ASSETS AND 
RESOURCES AND THE WORK NEEDED TO 

ENGAGE THE COMMUNITY

IDENTIFY PARTNERS NEEDED IN THE WORK 
OF IMPROVING BIRTH OUTCOMES AND 

ELIMINATING DISPARITIES AND INEQUITIES
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Community Engagement Strategies 

Empowering 
participants

Tapping into 
networks

Partnering with 
community leaders

Nurturing new 
partnerships

Consortia (CAN) Development Training 101



Inform Consult Involve Collaborate Empower

Inform Involve Empower

low level of public 

engagement

Mid level of public 

engagement

High level of public 

engagement

Provide the public with 

balanced & objective 

information to assist them in 

understanding the problems, 

alternatives and/or solutions.

Obtain public 

feedback on 

analysis, 

alternatives and/or 

a decision

Work directly with the public 

throughout the process to 

ensure that public issues and 

concerns are consistently 

understood and considered

Partner with the public in each 

aspect of the decision including 

the development of the 

alternatives and the identification 

of the preferred solution

Place final 

decision-making in 

the hands of the 

public

Adapted from IAP2’s Public Participation Spectrum, Toronto

https://www.iap2.org/page/pillars
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PROMISE (inform)

“We will keep you 

informed”

PROMISE (consult)

“We will listen to and 

acknowledge your 

concerns”

PROMISE (involve)

“We will work with you 

to ensure your 

concerns and 

aspirations are directly 

reflected in the the 

decisions made”

PROMISE (collaborate)

“We will look to you 

for your advice and 

innovation and 

incorporate this in 

decisions as much as 

possible”

PROMISE (inform)

“We will implement 

what you decide”

more on sustaining community engagement: https://sustainingcommunity.wordpress.com/2017/02/14/spectrum-of-public-participation/

Consortia (CAN) Development Training 101

https://sustainingcommunity.wordpress.com/2017/02/14/spectrum-of-public-participation/


https://www.iap2.org/page/pillars
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constellation alignment
What are resources in your orbit that are working?

Who’s supporting this work?

Create a vision with community as 

partners for Now and Beyond

2024 2028 2030

What does the 

community want?

What do we want for 

the community?

How do we create 

alignment with the 

community?

Consortia (CAN) Development Training 101
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This is a great worksheet ot use 

to help align project goals with 

community goals!



 Introduction letter and invitation

 Develop a MCHB HSE one-pager

 Develop 2-pager Project Description (to 

accompany letter)

 Create MOU template

 Complete Partnership Evaluation 

Assessment

 Create vision/mission/strategy

 Define Consortium Structure and 

Operations

 Membership Form

 Referral Form

 Community Needs Assessment

 Brochure
 Create some communication documents

Consortia (CAN) Development Training 101

 Orientation

 Orientation Packet
 Develop Partnership Development 

Strategy

 ID

 Strengthen existing ones

 MOUs in place

 Develop Membership Recruitment 

Strategy

 Develop Leadership Development 

Strategy

 Communicate today’s learning back to 

others in your community

 UP

 Internal

 External

starter “to do” list:



Work-plan

Activity Who’s 

Responsible?
Timeline

February 2024

(30 days)

March 2024

(60 days)

April 2024

(90 days)

May 2024

(120 days)

December 2014

(30 days)

January 2014

(60 days)

February 2014

(90 days)

March 2014

(120 days)

Year 1

2023-2024

September  2024

(8 months)

Years 2-5

2024-2028

2024-2028

(4 years)
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tapestry of 

engagement



• Be clear about the purposes and goals of engagement for 

the population

• Be knowledgeable about the community’s economic 

conditions, political structures, norms and values, 

demographic trends, history, experience with engagement 

efforts; learn about community’s perceptions

before starting…

Consortia (CAN) Development Training 101



• Go into community, establish relationships, build 

trust, work with formal and informal leadership, 

seek commitment from organizations and leaders 

to create processes for mobilization

• Accept and respect community’s self 

determination as a responsibility

 and right of all within community

for engagement to happen, 

it is necessary to…

Consortia (CAN) Development Training 101



• Partnering with the community is necessary to create 
transformation and improvements

• Respect community diversity.  Awareness of cultures and 
other factors of diversity should be part of design and 
implementation

• Engagement can only be sustained by identifying and 
mobilizing assets and developing capacities and resources

• Organizations have to prepared to release control of 
actions, interventions and be flexible

• Community collaboration requires long-term commitment

for engagement to 

succeed…

Consortia (CAN) Development Training 101



Looking at an ecological perspective on 

health promotion programs

National Academies of Sciences, Engineering, and Medicine. 2017. Communities in Action: Pathways to Health 

Equity. Washington, DC: The National Academies Press. https://doi.org/10.17226/24624.

https://nap.nationalacademies.org/catalog/24624/communities-in-action-pathways-to-health-equity

McLeroy KR, Bibeau D, Steckler A, Glanz K. An ecological perspective on health promotion programs. Health Educ Q. 1988 Winter;15(4):351-77. doi: 10.1177/109019818801500401. 

PMID: 3068205. https://pubmed.ncbi.nlm.nih.gov/3068205/
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Social ecological model with examples of racism constructs.

Systemic Level

• Immigration policies

• Incarceration policies

• Predatory banking

Community Level

• Differential resource 

allocation

• Racially or class segregated

• Schools

Institutional Level

• Hiring and promotion practices

• Under- or over-valuation of 

contributions

Interpersonal Level

• Overt discrimination

• Implicit bias

Intrapersonal Level

• Internalized racism

• Stereotype threat

• Embodying inequities

The mechanisms by which the social 

determinants of health operate differ 

with respect to the level. 

For the intrapersonal level, these 

mechanisms are individual knowledge, 

attitudes/beliefs, and skills. 

At the interpersonal level, they are 

families, friends, and social networks.

At the institutional level, they are 

organizations and social institutions. 

At the community level, they are 

relationships among organizations. 

At the systemic level, the mechanisms 

are national, state, and local policies, 

laws, and regulations.
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Adapted from Dahlgren and Whitehead, 

1991. The dotted lines between levels of 

the model denote interaction effects 

between and among the various levels of 

health determinants ( Worthman, 1999).
a. Social conditions include, but are not limited 

to: economic inequality, urbanization, 

mobility, cultural values, attitudes and 

policies related to discrimination and 

intolerance on the basis of race, gender, and 

other differences.

b. Other conditions at the national level might 

include major sociopolitical shifts, such as 

recession, war, and governmental collapse.

c. The built environment includes

Consortia (CAN) Development Training 101
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Economic Stability

Goal: Help people earn steady incomes that allow them to 

meet their health needs.

Education Access and Quality

Goal: Increase educational opportunities and help children and 

adolescents do well in school.

Health Care Access a d Quality

Goal: Increase access to comprehensive, high-quality health 

care services.

Neighborhood and Built Environment

Goal: Create neighborhoods and environments that promote 

health and safety.

Social and Community Context

Goal: Increase social and community support.

Healthy People 2030 has grouped social 

determinants of health (SDOH) into the five domains: 

Domain 1: Economic Stability

Domain 2: Education Access and Quality

Domain 3: Health Care Access and Quality

Domain 4: Neighborhood and Built Environment

Domain 5: Social and Community Context

https://health.gov/healthypeople


The “socioeconomic and political context” 

was adapted from the World Health 

Organization Conceptual Framework for 

Action on the Social Determinants of Health 

(WHO, 2010) and encompasses policies, law, 

governance, and culture.

https://www.who.int/publications/i/item/9789241500852
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align on a shared intent, have a transparent governance, 

have a strong membership, carry out backbone activities, 

and engage in ongoing learning and adaptation

Jared Raynor. (2011). What Makes an Effective Coalition? Evidence-Based Indicators of Success. Prepared by the TCC Group for The California Endowment

https://www.tccgrp.com/wp-content/uploads/2018/09/What-Makes-an-Effective-Coalition.pdf

misaligned around shared intent, have unclear 

governance procedures, experience conflict among 

members, lack sufficient backbone support, and/or fail to 

learn or adapt

may struggle to execute upstream strategies. 

Higher functioning collaboratives 

are more likely to succeed 

Lower functioning collaboratives 

https://www.tccgrp.com/wp-content/uploads/2018/09/What-Makes-an-Effective-Coalition.pdf


https://www.rwjf.org/en/cultureofhealth/taking-action.html

The core structure of the Action Framework centers 

around four areas:

1. Making Health a Shared Value

2. Fostering Cross-Sector Collaboration

3. Creating Healthier, More Equitable Communities

4. Strengthening Integration of Health Services and 

Systems

https://www.rwjf.org/en/building-a-culture-of-health/why-health-equity.html

RWJF created an Action Framework 

that includes an integrated perspective 

on what it takes to achieve population-

level health and well-being. 

Article: Building a National Culture of Health- Background, Action Framework, Measures, and Next Steps https://www.ncbi.nlm.nih.gov/pmc/articles/PMC5568157/
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Systems for Action: Systems and Services 

Research to Address Systemic Racism

https://www.rwjf.org/en/grants/active-funding-opportunities/2023/systems-for-

action--systems-and-services-research-to-address-systemic-racism.html

FUNDING OPPORTUNITY

https://www.rwjf.org/en/grants/active-funding-opportunities/2023/systems-for-action--systems-and-services-research-to-address-systemic-racism.html
https://www.rwjf.org/en/grants/active-funding-opportunities/2023/systems-for-action--systems-and-services-research-to-address-systemic-racism.html
https://www.rwjf.org/en/cultureofhealth/taking-action.html


1. https://mchb.hrsa.gov/sites/default/files/mchb/about-us/2023-mchb-healthy-start-factsheet.pdf

2. https://mchb.hrsa.gov/programs-impact/programs/healthy-start-initiative-enhanced

3. https://ctb.ku.edu/en/building-leadership

4. source: https://equity.unitedway.org

5. https://www.iap2.org/page/pillars

6. https://sustainingcommunity.wordpress.com/2017/02/14/spectrum-of-public-participation/

7.https://www.iap2.org/page/pillars

8. https://ctb.ku.edu/en/building-leadership

9. https://pubmed.ncbi.nlm.nih.gov/3068205/

10. https://nap.nationalacademies.org/catalog/24624/communities-in-action-pathways-to-health-equity

11. https://www.who.int/publications/i/item/9789241500852

12. https://www.tccgrp.com/wp-content/uploads/2018/09/What-Makes-an-Effective-Coalition.pdf

13. https://www.ncbi.nlm.nih.gov/pmc/articles/PMC5568157/

14. https://www.rwjf.org/en/grants/active-funding-opportunities/2023/systems-for-action--systems-and-services-research-to-

address-systemic-racism.html

Here are the 

links to 

research, 

articles and 

documents 

referenced in 

today’s  

training

https://mchb.hrsa.gov/sites/default/files/mchb/about-us/2023-mchb-healthy-start-factsheet.pdf
https://mchb.hrsa.gov/programs-impact/programs/healthy-start-initiative-enhanced
https://ctb.ku.edu/en/building-leadership
https://equity.unitedway.org/
https://www.iap2.org/page/pillars
https://sustainingcommunity.wordpress.com/2017/02/14/spectrum-of-public-participation/
https://www.iap2.org/page/pillars
https://ctb.ku.edu/en/building-leadership
https://pubmed.ncbi.nlm.nih.gov/3068205/
https://nap.nationalacademies.org/catalog/24624/communities-in-action-pathways-to-health-equity
https://www.who.int/publications/i/item/9789241500852
https://www.tccgrp.com/wp-content/uploads/2018/09/What-Makes-an-Effective-Coalition.pdf
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC5568157/
https://www.rwjf.org/en/grants/active-funding-opportunities/2023/systems-for-action--systems-and-services-research-to-address-systemic-racism.html
https://www.rwjf.org/en/grants/active-funding-opportunities/2023/systems-for-action--systems-and-services-research-to-address-systemic-racism.html


Consortia (CAN) Development Training 101Arthur 

Martinez

thank you!
May you find passion in the work of creating Community Consortia!

Happy New Year!

kharris@nichq.org

communities are 

stronger together



Tess Pierson

Closing

Healthy Start TA &  
Support Center

Consortia/CAN Development Training

Hosted by the Healthy Start TA &  Support Center at NICHQ



Satisfaction Survey

Consortia/CAN Development Training

Hosted by the Healthy Start TA &  Support Center at NICHQ



Thank you!

Consortia/CAN Development Training
Hosted by the Healthy Start TA &  Support Center at NICHQ
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