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EXECUTIVE SUMMARY 

The past three evaluations of the Community Initiatives against Family Violence and 
Bullying (CIAFV) Protocols project have been outcome-based. While these evaluations 
have been helpful in assessing the successes and opportunities for improving this 
initiative, it is timely to adopt a different approach to evaluating the Protocols 
project and CIAFV’s new organizational structure.

A four-pronged approach to evaluation is being utilized in this fourth phase of 
evaluation of the work undertaken by CIAFV. This includes:

• A process-based evaluation of CIAFV’s new organizational structure,
• A process-based evaluation focused on how agencies/organizations are 

evaluating their family violence protocols,
• An appreciative inquiry of the family violence linking protocols, and
• A client survey to determine the impact of protocols on persons accessing 

services.

This evaluation process will continue throughout 2007 to 2009. This interim 
evaluation report focuses solely on a process review of the organizational structure 
adopted by CIAFV in 2007. In winter, another evaluation report will be submitted which 
will focus on client perspectives on CIAFV and the learnings from the completion of 
the appreciative inquiry regarding the linking protocols.

During this phase of the evaluation it was determined that agencies/organizations 
which had developed family violence protocols had yet commenced evaluation of these 
protocols. It was discovered that a few organizations had not implemented their 
protocols over the long term. As a result, over the course of the next few months, 
further study of agencies/organizations which have not proceeded with implementation 
and/or evaluation of their family protocols will be undertaken.
 
Ultimately, the findings of this formative evaluation of the linking protocols work 
undertaken by CIAFV are intended to:

• Help inform future phases of the CIAFV Linking Protocols work;
• Offer useful, best practices information to other communities considering 

undertaking a similar protocol development process;
• Present data that can be incorporated into reports to agencies providing 

funding to the initiative; and
• Provide data for future funding proposals to support the CIAFV Protocols 

project.
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Methodology
This process-based evaluation used data collected from interviews with Leadership 
Team members and staff and surveys completed by Project Team members and the 
general CIAFV membership. A mixed method approach was used for data analysis. Content 
analysis was used for qualitative data. Through the process of coding, conceptual 
labels were ascribed to the comments generated through interviews. These concepts 
were then compared one to another to determine categories of similarity. A frequency 
analysis was conducted for quantitative data collected in the surveys.

Conclusions and Recommendations

General CIAFV Membership

It appears that the changes in organizational structure have attracted 
new members and re-engaged former members. Commonly identified 
benefits of membership included:

• Networking and information sharing

• Focus on activities that will ultimately improve services to clients

• Opportunities for sharing resources and access to training

• Forum to raise awareness of family violence.

With respect to participation rates, the sample appears to be slightly skewed in terms 
of a higher level of participation. This does raise the concern that a few CIAFV members 
are assuming a disproportionate amount of the work of the organization. The 
organization needs to focus energies on the retention of members, the recruitment of 
new members and to remain mission-driven.

CIAFV has achieved success in raising the profile of the issue of family violence and 
empowering families to be safe. It is a key resource in the development of a 
collaborative, coordinated community response to family violence and bullying. It 
remains a key resource for front-line workers in terms of information, resources and 
professional development. The CIAFV staff members continue to be catalysts for the 
development of family violence and linking protocols. The community has come to 
expect CIAFV to provide timely relevant training and this has been a major source of 
new member recruitment. The role of CIAFV in identifying and addressing gaps in 
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programs/ services for those affected by family violence has been less than 
anticipated.

Recommendations:

• CIAFV continue to focus on mission-driven services for its membership.

• Stronger alliances are forged with the Edmonton Collaborative Coordinated 
Community Response (ECCCR) group to advance the identification and resolution 
of gaps in programs/ services for those affected by family violence. 

• Through ECCCR, CIAFV continues to raise the profile of family violence and 
leverage support from key decision-makers to address this issue.

Project Teams

At this point, there is mixed opinion about the value of the Project Teams, which might 
in part be attributed to their infancy. A clear strength of the Project Teams is the 
expectation to achieve specific, term-certain deliverables. This very expectation has 
caused some challenges in finalizing Project Teams terms of reference, definition of 
scope of work and measurement of results achieved. There has been some suggestion 
that Project Teams could potentially act outside of the scope of their terms of 
reference and circumvent accountability requirements. Some specific suggestions have 
been offered for consideration with regard to these Project Teams:

• Clearly define the decision making scope for Project Teams.

• Develop a policy on the formation and dissolution of Project Teams based in 
terms of available resources and outputs generated.

•  Develop a policy on special conditions when a Project Team may be formed 
outside of the Annual Membership meeting.

• Determine a clear performance monitoring and reporting process for Project 
Teams.

• Clearly define the accountability of Project Teams and the expectations for 
reporting to the CIAFV membership and the Leadership Team.
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Recommendations:

• Develop and implement the suggested policies.

• Assess the amount of time that members spend on Project Teams and consider the 
value of the deliverables produced for the Project Team and the general CIAFV 
membership.

• Monitor the alignment of the activities of Project Teams with CIAFV’s strategic 
plan through regular reporting of activities and outcomes.

Leadership Team

The Leadership Team was generally viewed as a group of knowledgeable and skilled 
individuals who had strong connections to the community and is passionate about 
addressing the issue of family violence. The team was viewed as being committed to 
common goals, making decisions and taking action. There were questions raised about 
the participation of representatives from organizations which provide funding to CIAFV, 
specifically whether these individuals were in a position of potential undue influence 
or conflict of interest. Also, it is apparent that these individuals are assuming 
considerable workloads (and often multiple roles) as Leadership Team members and (in 
several cases) Project Team members. It is the opinion of the researchers that acting 
upon the recommendations will address this question.

Recommendations:

• Develop a strategic plan for CIAFV and revise annually.

• Develop a profile for Project Team members (skills, knowledge, and abilities), a 
recruitment strategy and a succession plan for current members.

• Determine the maximum number of hours/ month Leadership Team members should 
be spending on CIAFV activities.

• Adopt a clear, consistent decision making process for Leadership Team meetings.

• Adopt a meeting minutes style that clearly records decisions and actions to be 
taken.

• Develop a conflict of interest policy for the Leadership Team (when to exit 
discussion and decisions)
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• Develop a governance manual for the Leadership Team.
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I. INTRODUCTION

The past three evaluations of the Community Initiatives against Family Violence and 
Bullying (CIAFV) Protocols project have been outcome-based. While these evaluations 
have been helpful in assessing the successes and opportunities for improvement for 
this initiative, it is timely to adopt a different approach to evaluating the Protocols 
project and CIAFV’s new organizational structure.

A four-pronged approach to evaluation is being utilized in this fourth phase of 
evaluation of the work undertaken by CIAFV. This includes:

• A process-based evaluation of CIAFV’s new organizational structure,
• A process-based evaluation focused on how agencies/organizations are 

evaluating their family violence protocols,
• An appreciative inquiry of the family violence linking protocols, and
• A client survey to determine the impact of protocols on persons accessing 

services.

This evaluation process will continue throughout 2007 to 2009. This interim 
evaluation report focuses solely on a process review of the organizational structure 
adopted by CIAFV in 2007. In winter, another evaluation report will be submitted which 
will focus on client perspectives on CIAFV and the learnings from the completion of 
the appreciative inquiry regarding the linking protocols.

During this phase of the evaluation it was determined that agencies/organizations 
which had developed family violence protocols had yet commenced evaluation of these 
protocols. It was discovered that a few organizations had not implemented their 
protocols over the long term. As a result, over the course of the next few months, 
further study of agencies/organizations which have not proceeded with implementation 
and/or evaluation of their family protocols will be undertaken.

Ultimately, the findings of this formative evaluation of the linking protocols work 
undertaken by CIAFV are intended to:

• Help inform future phases of the CIAFV Linking Protocols work; and
• Offer useful, best practices information to other communities considering 

undertaking a similar protocol development process;
• Present data that can be incorporated into reports to agencies providing 

funding to the initiative; and
• Provide data for future funding proposals to support the CIAFV Protocols 

project.
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II. CIAFV ORGANIZATIONAL STRUCTURE BACKGROUND 

Background material about the CIAFV Protocols project is provided in previous 
evaluation reports (which are available online (http://www.ciafv.com) and can be 
requested from the CIAFV Coordinator). This material will be of interest to the reader 
who is not familiar with the community context of the CIAFV Protocols project. It is 
the opinion of the researchers, supported by the research findings, that the resources 
described were critical to the achievement of the outcomes of all phases of the 
Protocols project.

Historically, CIAFV’s organization structure included: general membership and Working 
Groups.

CIAFV had made several changes to the format of its meetings, categories of 
membership, etc. in an effort to bolster membership engagement. Over the course of 
time attendance remained strongest at learning activities and discussion forums. 

In 2007, a major restructuring of CIAFV was undertaken. Attendance at meetings was 
declining and a core group of members was shouldering most of the responsibility for 
CIAFV’s activities. Members of the CIAFV Steering Committee determined it was time for a 
change in organizational structure and the resultant CIAFV framework was adopted in 
an effort to re-engage the membership and move forward. 

The CIAFV framework uses a model based on the Duluth Wheel. The CIAFV Wheel 
describes the functions and values of CIAFV. 

The CIAFV Wheel represents the nine key functions that shape the goal of a 
collaborative, community response to family violence and bullying. 

Emerging Directions Consulting Ltd. 11
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Membership is free and is open to agencies, organizations and individuals who have an 
interest in family violence and would like to make a difference in the Edmonton and area 
community. All CIAFV members were required to sign a Membership Agreement which requires 
acceptance of CIAFV’s vision, mission, involvement principles and code of conduct.

There are two types of membership: 

Agency members send representatives from their agency to participate in CIAFV events. 
The agency is responsible for maintaining representation.
 
Individual members are representing themselves and may or may not be survivors of family 
violence.
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III. APPROACH TO THE RESEARCH

a) Background of Research Team Members

The researchers for this evaluation report were Dr. Wendy Doughty and Jim Klingle, 
partners in Emerging Directions Consulting Ltd. a private, incorporated Alberta-based 
management consulting firm.

Dr. Doughty brings 25 years experience in the development of community-based 
programs, program evaluation and curriculum evaluation. Jim Klingle has more than 20 
years experience in carrying out successful research projects involving a variety of 
community organizations.  

b) Principles Guiding Program Evaluation

The following principles guided the development and implementation of this program 
evaluation:

• Ownership and buy-in of participants in any program evaluation activity best 
occurs when participants have a role in helping plan the process.

• Program evaluation processes must be sensitive to and reflect individual 
differences in gender, culture, learning styles, background and experiences.

• Program evaluation yields authentic results in an environment where 
participants believe their viewpoints are valued and they are treated with 
respect. 

c)  General Approach to the Research

Process-based evaluations are designed to fully understand how a program/service 
works – how it produces the results that it does. These evaluations are useful if 
program/services have been in place for several years and have changed over this 
period of time; the users of the program/service report a large number of complaints 
about the program/service; and are also useful for accurately portraying how a 
program/service truly operates (which can assist with replication elsewhere).

A process-based evaluation helps to answer: “How well is the program/service really 
working and what are its strengths and weaknesses?” It is most appropriate to use when 
a program/service begins and is designed to show how well a program/service is working 
according to the initial plan (Public Health Agency of Canada).1

Synonyms for the term process-based evaluation include operational review or 
formative evaluation. This is the most common type of evaluation as it looks at the 
operation of a program/service. The value of this type of evaluation lies in its 
attention to improving quality, efficiency and cost-effectiveness of operations.

1 Public Health Agency of Canada website
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Process evaluations describe the extent to which the program/service was implemented 
as planned, identify implementation problems for future improvements in 
program/service delivery, examine the logical sequencing and applicability of 
program/service components and how effectively they work in the field, and describe 
the subjective views and experiences of staff and participants.

Process based evaluation is based on obtaining a clear understanding of the 
program/service’s dynamics – that is, it attempts to determine how particular outcomes 
are achieved. A process based evaluation is likely to support attempts to identify and 
address specific shortcomings in the program/service through the improved design of 
specific elements or the addition of other elements (McNamara, 1998).2

d) Key Research Questions

The interview questions that were posed to the members of the CIAFV Leadership 
Team are provided in Appendix A of this report. A copy of the survey that was 
completed by the general membership and members of Project Teams is provided 
in Appendix B.

e) Approach to Data Collection

A presentation about this evaluation study was given at the CIAFV Annual Membership 
meeting in fall 2007. An e-mail explaining the purpose of the evaluation was forwarded 
to the general CIAFV membership, Project Team members and Leadership Team members 
together with a copy of the survey, or in the case of the Leadership Team members, the 
schedule of interview questions. 

Participation in this research study was on a voluntary basis. Measures were 
undertaken to guarantee the anonymity of the comments of individual participants as 
well as organizational perspectives. Transcripts of interviews were returned to 
respondents for review and changes, as requested. 

A follow-up e-mail was sent to increase response rate. Copies of the survey were made 
available at the June 18, 2008 CIAFV general membership meeting in one final attempt 
to increase the response rate.

The evaluation process consisted of two approaches to data collection. These 
included:

i) Primary data 

2 McNamara, C. Basic Guide to Program Evaluation (1998). Accessed at 
http://www.mapnp.org/library/evaluation/fnl_eval.htm#anchor1585345 
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Primary data was collected through in-person or telephone interviews or surveys. In-
person or telephone interviews were held with all eight members of the CIAFV 
Leadership Team. 
Interviews ranged from 20 minutes to 60 minutes in length; the average interview 
length was 40 minutes. Interviews were tape recorded and notes were also taken by 
the interviewer. Each interviewee was provided a copy of her/his interview transcript 
for review and any necessary changes.

Surveys were distributed to the general membership of CIAFV and Project team members 
via e-mail. 

ii) Secondary data
Secondary or historic data was gathered through document review. This involved a 
review of secondary data sources provided by the Protocols Coordinator including the 
following items:

• Minutes of Annual Membership meetings and
• Minutes of Leadership Team meetings.

f) Approach to Data Analysis

A mixed method was used for data analysis. Content analysis was used for qualitative 
data. Through the process of coding, conceptual labels were ascribed to the comments 
generated through interviews. These concepts were then compared one to another to 
determine categories of similarity. A frequency analysis was conducted for 
quantitative data collected in the surveys.

g) Sample Characteristics

The sample included all members of CIAFV. Project Team members who are not CIAFV 
members were also included. Interviews were conducted with eight CIAFV Leadership 
Team members. Eighteen completed surveys were returned for analysis. Table 1 
provides more details about the sample.

Table 1 – Sample for Study (N=19)

Total 
Population

Number of 
Respondents

Response Rate 
(percentage)

CIAFV General 
Membership

35 agencies 
with 81 
members

19 41%
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CIAFV Project Team 
Members
(CIAFV members)

333 9

CIAFV Project Team 
Members
(non-CIAFV members)

13 2

CIAFV General 
Membership

46 19 41%

h) Research Assumptions

• Those participating in this evaluation research were reflective of the diversity 
of individuals, agencies and organizations involved with family violence issues.

• Agencies and organizations chose of their own free will to become CIAFV 
members or to participate on Project Teams.

• Perceptions of respondents regarding the relative strengths and/or weaknesses 
of the new organizational structure for CIAFV were made without concern for 
consequences as a result of voicing their opinions.

• Agencies and organizations participating in this process had little or no previous 
experience with the development and/or implementation of a change in 
organizational structure for a membership organization.

i)  Limitations of Research

• The study examined the implementation of the new organizational structure for 
CIAFV from the fall of 2007 to June 20, 2008.

• The study was limited to the responses collected during personal or telephone 
interviews, observations made during interviews, completed surveys and the 
information available in documents during the study period.

• The study was limited to those who chose to participate.
• The findings, conclusions, and recommendations are posited only as they relate 

to the current study.

3 This number may be skewed by individuals who participated on more than one Project Team.
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IV. FINDINGS

Very different response rates were received from the subgroups of the sample 
population. It cannot be determined whether the views of non-respondents would have 
differed from those who did respond, but it is reasonable to assume that the lower the 
response rate, the less representative respondents' views are likely to be. Caution is 
therefore required in interpreting some of the findings, particularly those relating to 
Project Team members. 

a) General Membership Perspectives

i) Level of involvement with CIAFV

The 19 surveys completed by CIAFV members reported a varied level of involvement 
with CIAFV:

• 12 respondents attended monthly General Membership meetings

• 12 respondents attended the Annual Membership Meeting

• 12 respondents attended CIAFV hosted professional development opportunities

• 10 respondents are members of Project Teams

• 2 respondents started receiving information about CIAFV but have not attended 
a meeting

• 1 respondent attended General Membership meetings on an irregular basis.

ii) Number of Hours/Month Spent on CIAFV Activities

Respondents reported a range in the amount of time they spent each month on CIAFV 
activities:

• 6 respondents reported spending 3 – 4 hours 

• 3 respondents reported spending 5 – 6 hours

• 3 respondents reported spending 10 hours

• 2 respondents reported spending 7 – 8 hours

• 2 respondents reported spending 1 – 2 hours 
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• 2 respondents were not sure about how much time they spent 

• 1 respondent reporting spending 15 hours.

iii) What are the benefits of being a member of CIAFV?

Benefits of membership suggested by CIAFV members included:

• Connection with colleagues in the family violence sector (12 respondents)

• Knowledge and understanding of what is happening in the community (10 
respondents)

• Access to guest speakers (2 respondents)

• Access to training opportunities (2 respondents)

• Opportunity to share experience, strengths and hopes in a non-threatening 
environment (2 respondents)

• Opportunity to share resources

• Opportunity to keep our program (and focus on family violence prevention) 
visible in the sector.

iv) What is CIAFV doing well?

CIAFV members provided a few comments regarding what CIAFV is doing well:

• Meetings have become more relevant and focused in the past year (3 
respondents)

• New organizational structure has been very positive (2 respondents) 

• CIAFV continually evaluates what is working and is open to feedback from 
membership (2 respondents)

• Facilitates improved services for clients

• Doing good work.

v) How might CIAFV change to better serve its members?

Emerging Directions Consulting Ltd. 18
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Given that the new organizational structure has only been in place for one year, it 
would be expected that CIAFV members would offer suggestions for improvement. These 
included:

• No suggestions (8 respondents)

• Need to find ways to engage new members (2 respondents)

• Be more accessible to persons working in family violence in private practice

• More information sharing to reduce duplication of programs/services

• Be open to new members; sometimes at meetings there is quite a ‘clique’ amongst 
long-standing CIAFV members or those who have worked in family violence for 
many years

• Consider that meeting times are not accessible for all providers

• Need to carry message of value of CIAFV to decision-makers

• Make sure all community is represented; perhaps change the name to 
Collaborative Community Initiative Against Family Violence

• Still potential to use people’s time more efficiently

• Need to keep focus on the “big picture” and be an advocate raising awareness 
and promoting development and maintenance of protocols

• Discuss trends and barriers to accessing services.

vi) How does CIAFV contribute to a collaborative, coordinated community response to family  
violence and bullying in Edmonton?

The 19 respondents offered several suggestions about how CIAFV can achieve this goal 
including:

• CIAFV’s work in developing linking protocols supports communication and a 
collaborative coordinated community response (4 respondents)

• Contributes by involving all agencies who have a stake in addressing family 
violence (3 respondents)

• Helps educate community and professionals (2 respondents)

• Provides information we can use to better serve our clients (2 respondents)
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• Provides an opportunity to work at addressing gaps (2 respondents)

• Keep these topics “on the front burner”

• The development of family violence protocols has helped agencies where family 
violence services  are not the primary service

• CIAFV sits on the Edmonton Collaborative Coordinated Community Response 
group and through this shares information and builds relationships with other 
members of this group

• By bringing diverse agencies/groups together so that sharing and potentially 
collaboration can occur

• CIAFV adopts an inclusive respectful attitude towards all agencies whether they 
serve victims or perpetrators

• Acts as a central processing system for the city that ensures important 
information is spread amongst its members whether through scheduled meetings 
or training opportunities

• Project Teams allow for a more specific focus on certain aspects of family 
violence

• Website makes information accessible to a broader group

• Provides a collaborative voice for the issue by inviting organizations to 
dialogue to provide a holistic view

• No response (2 respondents).

Using a four-point Likert Scale, survey respondents were asked to assess how 
successful CIAFV has been in addressing its nine functional areas. The most significant 
rankings and all comments for each of these areas are presented in the next section of 
this report.

vii) How successful has CIAFV been in assisting with the development of family violence  
protocols and linking protocols?

Overall, survey respondents indicated that CIAFV was successful in their protocol 
development work (42% rated as “Very Successful”, 47% rated as “Fairly Successful”). 
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Respondents also provided these comments:

• Having a Protocols Coordinator to keep us on track when developing 
our protocols is critical (2 respondents)

• Protocols have been well developed

• Protocol development is the area of expertise

• Agencies seem to understand importance of protocols

• Staff turnover results in the need for ongoing training about 
protocols

• Focus is often too limited; need to look at other issues such as child 
sexual abuse, program for perpetrators of interfamilial violence

• Big steps have been made over the years! Now big systems are getting on 
board. Sustainability seems to be the key issue to be addressed at this 
point.

viii)How successful has CIAFV been in providing current, consistent staff training to professionals  
working in family violence and bullying?

Respondents varied in their perceptions of CIAFV’s success in providing training (37% 
rated as “Very Successful”, 21% rated as “Fairly Successful”, 42% rated as “Slightly 
Successful”).
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Comments provided by respondents included:

• Training sessions have been postponed due to low number of registrations (2 
respondents)

• CIAFV has great training for understanding and responding to family violence 
and risk management

• Current, consistent training has been another benefit for agencies which have 
developed protocols

• Training has been available but not readily accessed by staff
• At times training has been too general or too basic.

ix) How successful has CIAFV been in identifying and proactively addressing gaps in services to  
those affected by family violence and bullying?

Fifty-eight percent of respondents responded “Fairly Successful” and 18% offered “No 
Opinion”.

Respondents provided some additional perspectives including:

• Needs are being identified but there are still many gaps in services (e.g. men’s 
programs, bullying in the workplace)

• CIAFV is successful at identifying gaps but does not necessarily addressing gaps. 
There are significant gaps that are not being addressed or where funding had 
been in place and was lost. CIAFV is reliant on provincial funding (as are many of 
its members) and so there is a tendency not to”rock the boat” when provincial 
funding fails to address needs in the community. CIAFV needs to have a balance 
of cooperation with its funders and maintaining independence from funders so 
that it doesn’t become sidetracked away from the needs and priorities of the 
membership.

• This is an area where CIAFV has lagged behind and it has been recognized that 
greater emphasis needs to be given in the future

• More work can be done in the area of reaching clients who have disabilities or 
whose first language is not English

• Not enough discussion around addressing the services needed for perpetrators 
of family violence.

x) How successful has CIAFV been in forming time-limited, task-directed Project Teams to 
address a need identified by the membership?
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There was varied opinion on this question (11% indicated “Very Successful”, 29% 
indicated ‘Fairly Successful’, 24% indicated “Slightly Successful” with 35% offering 
“No Opinion”)

Comments provided by respondents included:

• Too early to tell (2 respondents)

• “I feel as though the Project Teams can sometimes be spinning their wheels and 
may not be the best use of time. I wonder whether it makes sense to have CIAFV 
Project Teams, or to work to form partnerships between agencies to address 
certain tasks.”

• Challenge will not to form too many teams or have ineffective teams.
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xi) How successful has CIAFV been in raising public awareness and providing education about  
family violence and bullying?

There was varied opinion about this question (15% indicated “Very Successful”, 55% 
indicated “Fairly Successful”, 24% indicated “Slightly Successful”).

Comments provided by respondents included:

• We need to help organize or host more public information seminars (2 
respondents)

• We are successful at raising awareness about spousal violence (2 respondents)

• Need to include other violence (child abuse for example)

• The Project Team is a holdover from the previous organizational structure. 
Previously each Working Committee addressed public education and it was not a 
coordinated effort. If the Training and Public Education Project Team takes on 
the role of coordinating all education for CIAFV it will be more effective.

• Are best practices regarding family violence being shared with other interested 
municipalities?

xii) How successful has CIAFV been in advocating for clients to empower families to keep  
themselves safe?

A strong majority (71%) of respondents offered “No Opinion” in response to the 
question. The next most frequent response was “Fairly Successful” (20%).

Some further insights provided by respondents included:

• The Community Advocates Project Team is new for CIAFV and should assist in 
providing a voice for the need to empower families.

• I was not aware that this was a mandate of CIAFV.

xiii) How successful has CIAFV been in keeping informed of new trends and issues and sharing  
these with the CIAFV membership?

Response to this question was very positive (40% indicated “Very Successful” and 47% 
indicated “Fairly Successful”).

Additional insights provided by respondents included:
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• Information is current but not sure that is shared in a timely fashion

• I think this is a great strength and a possible area for growth.

xiv) How successful has CIAFV been in providing opportunities for information sharing among  
CIAFV members (resources, tools, community news, appropriate sharing of client information, etc.)?

Respondents expressed high levels of satisfaction with opportunities for information 
sharing among CIAFV members (38% indicated “Very Successful” and 50% indicated 
“Fairly Successful”).

Additional thoughts provided by respondents included:

• The CIAFV website and e-mail communication is helping move this forward

• Need to continue to strengthen this aspect.

xv) How successful has CIAFV been in remaining flexible to adapt and change to stay current  
about trends and issues?

CIAFV was viewed positively in terms of flexibility and adaption to change (23% “Very 
Successful” and 50% “Fairly Successful”).

Some other comments included:

• CIAFV has not been afraid to change and restructure itself to stay current.

b) Project Team Member Perspectives

i)  Level of involvement with Project Teams

The eleven respondents reported involvement with a variety of project teams, with 
some involved with several of these teams. The distribution was:

4 are members of the Protocols and Linking Protocols agencies

2 are members of the Health and Employment Project Team
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3 are members of the Training and Public Education Project Team (and 2 of these 
people are also members of the Impact and Implications Subcommittee)

1 is a member of the Community Advocates Project Team

1 is a member of the Bullying Project Team.

ii) Number of Hours/Month Spent on Project Team Activities

Respondents reported a range in the amount of time they spent each month on Project 
Team activities:

• 4 respondents reported spending 3 – 4 hours 

• 3 respondents reported spending 2 hours

• 2 respondents reported spending 1.5 hours 

• 1 respondent reported spending 7 – 8 hours

• 1 respondent reported spending 20 hours.

iii) What are the strengths of the Project Teams?

Strengths of the Project Teams suggested by Project Team members included: 

• Collective energy to move projects forward (2 respondents)

• Time-limited project s that focus on the specific interests of the members (2 
respondents)

• Coming together with the voices of victims and children….bringing together 
fertile minds

• Enthusiastic leadership

• Level of commitment of members

• Specific, focussed outcomes

• Well organized and inclusive of the necessary partners

• Having individuals from different agencies working together in a collaborative 
approach

• More grass-roots approach that engages members
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• Increasing the level of awareness of family violence

• To be able to provide training in recognition of emerging trends.

iv) What are the weaknesses of the Project Teams?

Project team members provided a few comments regarding the weaknesses of the 
Project Teams:

• Sometimes have difficulty clearly defining the scope of the project and next 
steps

• Lack of awareness of other collaborative efforts and the overall work of 
CIAFV in the community

• Bullying Project Team lost momentum during restructuring and faces the 
challenge of re-energizing itself

• Despite agreeing to attend meetings, sometimes members are absent at the most 
inopportune times

• Dependent on already busy people to do the work

• Project Team may need to continuously review its terms of reference so it is 
focussed, time-limited but not stagnant

• Need measurable outcomes for work done by Project Teams

• At times, it is difficult to find the time to devote to this work

• “Some Project Teams are more effective than others while I see some value in 
these teams I’m not sure that this is best system”

• Seems like we spend a lot of time reviewing our terms of reference

• Have the potential to become isolated and not focus on the larger membership

• For the women on the Community Advocates Project Team while on-site childcare 
services and transportation costs are covered (through an honorarium), 
scheduling and accessing these services can still be a challenge.

v) How might the Project Teams change to better serve the CIAFV membership?
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Given that the new Project Teams have been in place for less than one year, it would 
be expected that CIAFV members would offer suggestions for improvement. These 
included:

• Project Teams need to continue to answer to the membership (through monthly 
meetings) and the Leadership Team (3 respondents)

• Increase the size of our membership through formal, continuous recruitment

• More frequent or longer meetings

• Need to continue to support opportunities for the general membership to 
network, share and learn together

• Define specific outcomes for the work and finalize terms of reference for 
Project Teams

• Complete a six-month, internal review of Project Team outcomes

• Keeping for the big picture in mind.

c) Leadership Team Member Perspectives

In-person or telephone interviews were conducted will all members of the CIAFV 
Leadership Team. Responses from the two CIAFV staff members have been included with 
the other six members of the Leadership Team. This section of the report will present 
the findings from these interviews.
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i)  Level of Participation 

The eight Leadership Team members varied in their level of participation on Project 
Teams. It should be noted that all Leadership Team members were active participants in 
general membership activities. Table 2 provides the details regarding their level of 
participation.

Table 2 – Level of Participation by CIAFV Leadership Team Members (N=8)

Level of Participation with Project Team Frequency

Member of zero Project Teams 2

Member of one Project Team 3

Member of two Project Teams 2

Member of three Project Teams 1

Co-Chair Leadership Team 1

Administrative Agent 1

ii) Benefits of Membership in CIAFV

Leadership Team members have been key agents in the adoption of the new 
organizational structure for CIAFV. Their reflections on the benefits of membership in 
CIAFV included:

• Opportunity to  network and exchange ideas (8 respondents)

• Opportunity to learn about programs/services in the community (5 respondents)

• Opportunity to build relationships with front-line workers which will improve 
services for clients (5 respondents)

• Forum to learn about gaps in resources/services in the community (3 
respondents)
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• Networking can lead to partnerships for new initiatives or to reduce duplication 
of programs/services

• Common community-based voice

• Opportunity to consider ways to respond to gaps in resources/services

• By building relationships also reduces our sense of working in isolation

• Opportunity to share best practice information locally and beyond

• Membership meetings include an education component

• Receive information about training opportunities both CIAFV sponsored and 
others

• Membership provides human resources to carry out ideas at community-wide level

• Visible way for agencies/organizations/systems to be part of a collaborative 
coordinated community response.

iii) Strengths of CIAFV

Since the implementation of the new organizational structure, the Leadership Team 
members noted several strengths of CIAFV including:

• Renewed interest and increased attendance at meetings (8 respondents)

• Adopting the new model; silos are reduced and almost eliminated (3 respondents)

• Adopting Working Principles for CIAFV was a risk but it worked well (3 
respondents)

• The level of engagement of general membership has increased (3 respondents)

• Meetings are more lively, with more dialogue occurring (2 respondents)

• Meetings have a clear focus (2 respondents)

• Sense of a spirit of cooperation (2 respondents)

• Previously CIAFV was a collection of fractured work groups; the new structure 
has helped clarify focus

• Continuously raising the question of relevance and value of CIAFV to the 
membership
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• Willing to take on controversial topics – i.e. Impact and Implications session on 
couples counselling

• Although members may compete for resources from the same funders they are not 
“on each other’s case”

• Breadth of experience of members

• Members show respect for each other and no one is trying to take control of the 
group

• CIAFV members are shaping the work that is undertaken

• Good venue for smaller organizations to market the programs/services they 
provide

• There is a sense of momentum 

• “By working collectively and building relationships with front-line workers 
across the community we’re able to better serve clients”

• The new structure has brought “the necessary people at the right time, in the 
right place for the right discussions”

iv) Weaknesses of CIAFV

When asked about weaknesses, Leadership Team members cautioned that weaknesses 
needed to be addressed in a timely manner in order to preserve the engagement of the 
CIAFV membership. Their comments included:

• “…Prior to the restructuring last year, CIAFV was an initiative where people 
would use the name for their own specific purposes, such as applying for 
funding, but were not actively involved….Not everyone knows that CIAFV has 
restructured, members sign a membership agreement and there are a number of 
actively involved organizations. We haven’t got the message out that CIAFV is 
new and improved.”

• “Everyone going off in their own direction at times, not talking to each other, 
and losing focus. We lose the ability to work as a group for a common cause.”

• Sometimes confusing about which decisions should be made by the general 
membership and which should be made by the Leadership Team.
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• “Seems to be some ‘ghosts’ about what areas of activity can be undertaken by 
CIAFV (on the part of some members). This may be a residual effect of the former 
more autocratic leadership model.”

• “We are drawing upon a small number of members to resource the Project 
Teams…need to bring in some ‘new blood’.”

• Representatives from systems may not have the authority to speak and/or make 
commitments on behalf of their employer

• Some key service providers in the community are not represented in the CIAFV 
membership (e.g. mental health, women’s health, emergency medicine, faith 
groups, etc.)

• Some are not prepared to accept the reality that not all CIAFV members will 
develop a family violence protocol

• “Need to be inclusive of new members…do not use acronyms or allude to 
historic events which are not known to new members”

• Logistical challenges of finding common meeting dates

• Sustaining active participation of membership

• None.

v) Suggestions for Improvement

Leadership Team members offered several suggestions for improvement including:

• Place an increased focus on information sharing (e.g. host a local resource 
fair) (3 respondents)

• Need to focus more on dialogue about key issues and less on reporting on 
activities (3 respondents)

• Provide ongoing opportunities to develop relationships (3 respondents)

• Need to be ever-conscious of level of member engagement and continuously 
raise the question of whether CIAFV is meeting the needs of the membership (2 
respondents)

• Expand membership in targeted areas (e.g. health, faith)

• Need to focus on engaging those providing programs/services related to bullying
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• Vary format of meetings to maintain interest of members

• Draw more upon local expertise rather than bringing in speakers from a 
distance.

vi) Strengths of Project Teams

Members of the Leadership Team observed several strengths of the CIAFV Project Teams 
including:

• Project Teams are intended to be time-limited, task-focused and to achieve 
outcomes and each has a Terms of Reference (2 respondents)

• Carrying momentum from work done previous to implementing new organizational 
structure for CIAFV

• “Project Team I am involved with is committed to action”

• Carry passion for the issue/topic

• “Before the organizational re-structuring the CIAFV Steering Committee set the 
priorities for the work to be undertaken, now this is set by the membership and 
the work is undertaken by the Project Teams”.

vii) Weaknesses of Project Teams

Given the infancy of these Project Teams, it is not surprising that some weaknesses 
were identified:

• Project Team yet to determine clear focus (4 respondents)

• In reality, Project Teams draw upon staff resources to do the work (3 
respondents)

• Don’t think formation of Project Teams should be a priority (2 respondents)

• Some Project Teams are not active (2 respondents)

• Not able to assess value of Project Teams at this time (2 respondents)

• Concerned that, over time, Project Teams may not align their work with the 
mission of CIAFV (2 respondents)
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• Bullying is not getting the attention it should

• Need to be careful that Project Teams do not become independent and act 
outside of the mission and vision of CIAFV

• Difficult for some Project Teams to proceed with planning when not known if 
existing community programs/services will be funded for the next year. Delays in 
funding approval further complicate this situation.

• Volume of work may prove too much given the size of our Project Team

• How to decide the number of Project Teams to implement on an annual basis

• What to do with Project Teams that are not activated after Annual Members 
Meeting (due to resource limitations)?

• Need to be respectful of members of Advocates Project Team and not view them 
as ‘poster women’ for those affected by family violence

• Can we form a Project Team at any point in time in the year if there is a 
demonstrated need?

• What to do with inactive Project Teams?

• Project Teams need to be held accountable for their work.

viii) Suggestions for Improvement – Project Teams

Leadership Team members offered some suggestions for improvement for Project Teams 
including:

• Need to seriously consider what is a reasonable expectation for the amount of 
time individuals can commit to Project Teams (3 respondents)

• Need to review whether Project Teams are the best structure for the work to 
be done ( 2 respondents)

• Consider the draw on staff resources to support Project Teams (2 respondents)

• Protocols and Linking Protocols Project Team is really not a team. This is the 
core work of CIAFV.

• Need to ensure that Project Teams answer to the Leadership Team and the 
general membership
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• Project Teams need to have a clear purpose, timelines and results. If this is not 
occurring then Project Team should be disbanded.

• Need to determine who is responsible for monitoring Project Team activities to 
avoid duplication of effort

• Need to clarify that it is the membership, not the Project Team, which 
determines issues to be addressed by Project Teams

• Project Teams need to naturally emerge from the membership not be driven by 
the Leadership Team.

ix) Strengths of Leadership Team

Generally, the members of the Leadership Team saw this group as functioning fairly 
well. Their comments included:

• Differences in opinion do not result in open conflict (6 respondents)

• Given current representatives there is not a power imbalance (4 respondents)

• Diversity and depth of experience of Leadership Team members is an asset (4 
respondents)

• Very passionate about the issue (4 respondents)

• Everyone is respectful of others’ opinions and although we may have differences 
in opinion we can still work together (3 respondents)

• Allow staff members to do their work without micromanaging (2 respondents)

• Presence of funders has help identify potential sources of funding

• No battle of egos

• Willingness of the group to look at decision making process

• We share common goals

• Very good at identifying opportunities and moving forward

• Willingness to try some new things.

x) Weaknesses of Leadership Team
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Leadership Team members identified some weaknesses within their group:

• Have not actively addressed succession planning (4 respondents)

• Decision making process is unclear (4 respondents)

• Sometimes discussions are uncomfortable with three funders at the table (4 
respondents)

• Potential for power imbalance with funders as members of Leadership Team; need 
to address potential conflict of interest (2 respondents)

• Sometimes the Leadership Team does not clearly identify priorities for staff 
members (more tasks than they can undertake)

• Some CIAFV members question whether funders are influencing the Leadership 
Team decisions

• Variance in opinion about the role of CIAFV and Edmonton Collaborative 
Coordinated Community Response

• Attaining quorum is sometimes a challenge

• Need to be clear on what we can stop doing and move forward

• Not enacting all aspects of Terms of Reference

• Need to remember that although political and financial support may be 
available, it is the membership which defines the priorities for action.

xi) Suggestions for Improving Leadership Team

Members of the Leadership Team offered suggestions for improving the team:

• Succession planning is essential (5 respondents)

• Formalize decision-making process (5 respondents)

• Clear record of decisions documented in meeting minutes (3 respondents)

• Define specific goals for the year through an annual strategic planning process 
(3 respondents)

• Ensure funding applications align with strategic plan (2 respondents)
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• Do not pursue funding for the sole purpose of supporting growth in 
infrastructure

• Need to determine who should be represented at the table (non-profit, 
government, systems?)

• Due to the time commitment involved it is important that employers support staff 
undertaking this role

• Extend meeting length to three hours

• Enact Terms of Reference

• Surplus funds should be used to benefit membership not just staff

• Need to recognize that for non-profit members, may need to look at financial 
compensation for time spent on Leadership Team business

• Systems representatives bring work to the table that requires non-profits to 
donate time to move forward.

xiii) Contribution of CIAFV to coordinated, collaborative community response to family violence in  
Edmonton.

In the view of Leadership Team members, CIAFV is contributing in the following ways:

• Parties can come together and share ideas in a non-threatening environment (2 
respondents)

• Bringing organizations together and learning about what they are doing

• Helping to identify shared areas of work and perhaps pool resources.
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V. CONCLUSIONS AND RECOMMENDATIONS

a) General CIAFV Membership

It appears that the changes in organizational structure have attracted new members 
and re-engaged former members. Commonly identified benefits of membership included:

• Networking and information sharing

• Focus on activities that will ultimately improve services to clients

• Opportunities for sharing resources and access to training

• Forum to raise awareness of family violence.

With respect to participation rates, the sample appears to be slightly skewed in terms 
of a higher level of participation. This does raise the concern that a few CIAFV members 
are assuming a disproportionate amount of the work of the organization. The 
organization needs to focus energies on the retention of members, the recruitment of 
new members and to remain mission-driven.

CIAFV has achieved success in raising the profile of the issue of family violence and 
empowering families to be safe.  It is a key resource in the development of a 
collaborative, coordinated community response to family violence and bullying. It 
remains a key resource for front-line workers in terms of information, resources and 
professional development. The CIAFV staff members continue to be catalysts for the 
development of family violence and linking protocols. The community has come to 
expect CIAFV to provide timely relevant training and this has been a major source of 
new member recruitment. The role of CIAFV in identifying and addressing gaps in 
programs/ services for those affected by family violence has been less than 
anticipated.

Recommendations:

• CIAFV continue to focus on mission-driven services for its membership.
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• Stronger alliances are forged with the Edmonton Collaborative Coordinated 
Community Response (ECCCR) group to advance the identification and resolution 
of gaps in programs/ services for those affected by family violence. 

• Through ECCCR, CIAFV continues to raise the profile of family violence and 
leverage support from key decision-makers to address this issue.

b)Project Teams

At this point, there is mixed opinion about the value of the Project Teams, which might 
in part be attributed to their infancy. A clear strength of the Project Teams is the 
expectation to achieve specific, term-certain deliverables. This very expectation has 
caused some challenges in finalizing Project Teams terms of reference, definition of 
scope of work and measurement of results achieved. There has been some suggestion 
that Project Teams could potentially act outside of the scope terms of reference and 
circumvent accountability requirements. Some specific suggestions have been offered 
for consideration with regard to these Project Teams: 

• Clearly define the decision making scope for Project Teams in relation to the 
general membership of CIAFV.

• Develop a policy on non-CIAFV member participation on Project Teams.

• Develop a policy on the formation and dissolution of Project Teams based in 
terms of available resources and outputs generated.

•  Develop a policy on special conditions when a Project Team may be formed 
outside of the Annual Membership meeting.

• Determine a clear performance monitoring and reporting process for Project 
Teams.

• Clearly define the accountability of Project Teams and the expectations for 
reporting to the CIAFV membership and the Leadership Team.

Recommendations:

• Develop and implement the suggested policies.
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• Assess the amount of time that members spend on Project Teams and consider the 
value of the deliverables produced for the Project Team and the general CIAFV 
membership.

• Monitor the alignment of the activities of Project Teams with CIAFV’s strategic 
plan through reporting of activities and outcomes.

c)  Leadership Team

The Leadership Team was generally viewed as a group of knowledgeable and skilled 
individuals who had strong connections to the community and is passionate about 
addressing the issue of family violence. The team was viewed as being committed to 
common goals, making decisions and taking action. There were questions raised about 
the participation of representatives from organizations which provide funding to CIAFV, 
specifically whether these individuals were in a position of potential undue influence 
or conflict of interest. Also, it is apparent that these individuals are assuming 
considerable workloads (and often multiple roles) as Leadership Team members and (in 
several cases) Project Team members.  It is the opinion of the researchers that acting 
upon the recommendations will address this question.

Recommendations:

• Develop a strategic plan for CIAFV and revise annually.

• Develop a profile for Project Team members (skills, knowledge, and abilities), a 
recruitment strategy and a succession plan for current members.

• Determine the maximum number of hours/ month Leadership Team members should 
be spending on CIAFV activities.

• Adopt a clear, consistent decision making process for Leadership Team meetings.

• Adopt a meeting minutes style that clearly records decisions and actions to be 
taken.

• Develop a conflict of interest policy for the Leadership Team (when to exit 
discussion and decisions)

• Develop a governance manual for the Leadership Team.
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Appendix A

Interview Questions – CIAFV Leadership Team

1. Describe your level of involvement with CIAFV.

2. How many hours per month (on average) do you spend on CIAFV related 
activities?

3. In your opinion, what are the benefits of being a member of CIAFV?

General Membership

4. In your opinion what are the strengths of CIAFV?

5. In your opinion what re the weaknesses of CIAFV?

6. What suggestions do you have to improve CIAFV?

Project Teams

7. In your opinion what are the strengths of the Project Teams?

8. In your opinion what re the weaknesses of the Project Teams?

9. What suggestions do you have to improve the Project Teams?

Leadership Team

10. In your opinion what are the strengths of the Leadership Team?

11. In your opinion what re the weaknesses of the Leadership Team?

12.What suggestions do you have to improve the Leadership Team?
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General

13.What is the contribution of CIAFV to coordinated, collaborative 
community response to family violence in Edmonton?
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CIAFV Organizational Structure – Survey                     Appendix B

Questions – (all CIAFV members respond)

1. Please indicate your level of involvement with CIAFV (Please check all that apply)

___ Attend monthly general membership meetings

___ Attend Annual Membership meeting

___ Member of a Project Team

___ Member of CIAFV Leadership Team

___ Attend CIAFV hosted professional development opportunities 

___ Other (Please describe)_________________________________________

2. How many hours per month (on average) do you spend on CIAFV related activities?

3. In your opinion, what are the benefits of being a member of CIAFV?

4. How might CIAFV change to better serve its members?
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The new organizational structure for CIAFV has been in place for approximately one 
year.  As part of the Phase IV evaluation of CIAFV activities, we are asking CIAFV 
members to provide responses to the following questions.  Your feedback will help 
CIAFV continue to meet the needs of the membership.

Your responses to these questions will be aggregated with those of other CIAFV 
members to ensure anonymity.  This data will be analyzed and included in the CIAFV – 
Phase IV Evaluation Report being prepared by Emerging Directions Consulting Ltd.  A 
copy of this report will be posted on the CIAFV website in fall 2008.

(jk@emergingdirections.com) by July 7, 2008.  
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5. How does CIAFV contribute to a collaborative coordinated community response to 
family violence and bullying in Edmonton?

Questions - (all CIAFV members respond)

For each question, using the scale provided, please rate how successful CIAFV has been in 
undertaking these functions:

1. Assisting with development of family violence protocols and linking protocols

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0

Comments

2. Providing current, consistent staff training to professionals working in family 
violence and bullying

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0
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CIAFV has nine key functions that shape the goal of a collaborative coordinated 
community response to family violence and bullying. 
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Comments

3. Identifying and proactively addressing gaps in services to those affected by 
family violence and bullying

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0

Comments
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4. Forming time-limited, task-directed Project Teams to address a need identified by 
the membership

Very Successful Fairly Successful Slightly Successful Not 
Successful No Opinion

4 3 2 1 0

Comments

5. Raising public awareness and providing education about family violence and bullying

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0

Comments

6. Advocating for clients to empower families to keep themselves safe

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0

Comments
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7. Keeping informed of new trends and issues and sharing these with the CIAFV 
membership

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0

Comments
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8. Providing opportunities for information sharing among CIAFV members (resources, 
tools, community news, appropriate sharing of client information, etc.)

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0

Comments

9.  Remaining flexible to adapt and change to stay current about trends and issues

Very Successful Fairly Successful Slightly Successful Not Successful
No Opinion

4 3 2 1 0

Comments

NOTE:Project Team members ONLY please complete questions on the next page. 
If you are not a Project Team member you have now completed the questionnaire. 
Thank you; your opinions are greatly appreciated. 

QUESTIONS FOR PROJECT TEAM MEMBERS ONLY

Please complete the following questions:

1. Please indicate the Project Team(s) you are a member of (Please check all that 
apply)

___ Protocols and Linking Protocols 

___ Health and Employment

___ Impact and Implications
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___ Training and Public Education

___ Community Advocates

___ Bullying

2. How many hours per month (on average) do you spend in Project Team related 
activities?

3. In your opinion, what are the strengths of the Project Team(s)?

4. In your opinion what are the weaknesses of the Project Team(s)?

5. How might the Project Team(s) change to better serve the CIAFV membership?
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Thank you for your contribution to a CIAFV Project Team(s). Your opinions are 
greatly appreciated.
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