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WhatAre Collaborative Capacity and Infrastructarel WhyDo They
Matter?

Most currentnatural resourceplans and policies focus on the need for collaborative management. Indeed, the

complexity and intersectionality of today’s biodive

require collaboration with diverse governmental and rgovernmenal partners at many scales. However,
multi-benefit, crosssector, and crosboundary collaboration is an emerging fietthe in whichpractices

continuetoevolveWwhi | e Cal i fornia’'s | eaders have expressed

legislators are seekin identify specific roles that the state and federal government can play to activate and
sustainthiswork at a regional scale (Wright, 2020).

Thispaperprovidesan overall approach as wedls specific recommendatiorfer how state and federal
agencies casupportthe building and sustairing of local and regional collaboration necessaty advance
landscapescale stewardshipThese recommendationbuild upon the findings of two California Landscape
Stewardship Network (CLSN) publicatieriapacity Buildig for CollaboratiorfGoldberg, 2018) and
Advancing Collaboration in Califorrf\&right, 2020)0T he CL SN’ s ian® theoretated publieations
noted in Appendix B, antthe sample capacitypuilding grant program guidelines in Appendiin@rporate
interviews with state leaders, surveys with regional network practitioners, analyses of recent publications
(including eer-reviewed research), and forums held with national organizations.

Therecommendationgpresented herearetailored to meetthree fundamentalrequirementsfor durable,
equitable landscape stewardship outcomes

1. Fundng forcollaborative capacitand infrastructure*

2. Supportfor tactics and strategies that promote justice, equity, diversity, and inclusion

3. Prioritization ofcrosssector work and intersectial approaches

Tooptimize its potential, a collaborati¢enust remain adaptable
and become durableThis requirebuildingthe adaptive,
leadership, management, and operational/technicapacities

Collaborative capacity is critical to
delivering stewardship projects and

identified as essential fall organizationgConnolly & York, programs that meet the ambitious
2003).Nonprofits and other oganizationsanbuild capacity in 321 ta 27T 30xBOfinkidiZeNy A I Qa
thesefour areas througlthe severelementsillustrated inthe and the national America the

Nonprofit Capacity FrameworfFigure ) that areneeded for an Beautiful initiative (see Appendix B
organization to perform, and endu@®icKinsey & Company, for other examples).

2001) —————————

Moreover,for partnerships, theseapacitybuilding elements can badapted andcategorized a$structural
or “ b’i Struttural gapacitybuilding elementsrepresented inside the triangles in Figureate fundable
andprovide thescaffoldingneededfor a collaborativeo function. Thebinding capacitybuilding elements
represented on theerimeterof the triangleare bestdescribed as thenortar that holdsthe pieces together

1 SeeAppendix Aor definitionsof these and other terms

2This paper uses collaboration, partnership, and networks interchangeably to refer tebzrosdary and/or crossector
partnerships woking at a landscape, watershed, seascape, or regional level. Fundamentally, these areplowassd
endeavors advanced by both formal and informal social structures.
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andmakesi t possible to meet a WihoutBindifgelemertsi an erdasizatoo@am a c i t y

f unct i onmedetuts fullwaentiaMickel, A.E. July 2022 This Collaborative Capacity Framework
(Figure 1, right trianglé)asnine capacitybuilding elementghat areessential foprodudng durableand
inclusiveenvironmental and social outcomes

Only when a partnership has the necessary level of collaborative capacity can it develop and implement the
kinds of inclusive, equitable, and scalable impaesded tomeet state and federal goalas well as its own
collective purposéMickel, A.E., JuB022.A p ar t n @laberdtive gdpacityradditiveto the capacites

that may already exist within individual partner organizatisimplyadding new people or new projects to an
existing way of working does not leadetfectiveor inclusivecollaboration.Indeed, ollaborative capacity
depends on havinthe necessargollaborative infrastructure whichincludesbackbone staffing support,
technical servicesollective goals and prioritiespmmunity engagementelationship developmeniand

more.
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Figure 1. The building blocks of an effective organizat&rown in the Nomprofit Capacity Framework
(left) are analogous but differenfrom those for a collaborativeshown in the Collaborative Capacity
Framework(right). The fundable structuralelements of collaborative capacit{often referred to as
collaborativeinfrastructure) representedinside theright triangle are held together bythe binding
elements of inclsive culture, collaborative mindset, and meaningful relationships on the outside.
Much like bricks and mortar, one cannot stand without the other, and both the quakiyd quantity of
each part makehuge difference in what can be built (SeeAppendix Afor more detail on these
components of collaborative infrastructurgplus definitions.)

Research and practice have clearly shothiat when the appropriate structural elements of collaborative
capacity are resourced and the quality and performance of the binding elements are strang
collaborativescan produce greater, more durable environmental and social outcomes thaniadividual
organization @n achieve on its ownit is critical to emphasize th&br investments in collaborative capacity to
pay off,the right conditions must be in plac&or examplewhile having the funding to hire a coordinator
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checks the box for an important elementaidllaborative infrastructurgwithout engaged, committed
leadershipa clear visionor an inclusive approacliihe coordinatorwill struggle to besffective.

Government supporisjust onecrucialpart ofthe overall financial and policy framewowithin which

partnerships operatelnsidethis framework, ollaborative infrastructure elements can be dis@lgtfunded

based upon a particular partnership’s neledblppedc apaci
regional partnership may require funding for sustained backbone and coordination support, whereas a newly
developing partnership may need funding to convene, develop community tiusteate a shared strategy

and priorities.

Followingare realworld examples of bindingollaborative infrastructure elemeni{&igure 1, right)These are
exampledor whichagency investment can suppatsentialeadership training, peer exchangw,
competencyskillsdevelopmentto help advance collaborative stewardship

Qualified and objective collaborative facilita{gsyconvenor(s)perceived by all as fair, transparent,
and inclusive
An dfective and equitable partnership governance and decisiaking structure

Abilities and tools that foster and facilitate connections, relationships, and trust that enable
collaborative problerssolving

Equitable inclusion of systemically marginalized communities as core participants

The Case fdncreasingCollaborative Capaci§upport

TheCurrent Status

To date, he 21stcentury has beerdefined bydynamic ancthallenging

social economigand naturalresource issugsncludingincreasel Without dedicated and
wildfire fire intensity unpredictable weather patternsnda sustained funding for
deepening, necessaspcietalreckoning arounequity and justice collaborative capacity and
priorities. Thescope andscale othese interrelated dynamicequire infrastructure, opportunities
new and creative approaches to landnservatiorand stewardship to increase the scale of cross
This includegnnovative cros$oundarycollaboratives supported by boundary stewardship will
adaptive network and partnership models (MickeFarrel| 2021) This | femain limited, even as the
way of working habeengaining tractiomationwide thanks to the scale anccomplexity of the
tangibleresultsit hasdemonstratel over time. problems continue to increase

e
A2013nationalsurveyfound thatstewardship and conservation

partnershipsvarieddramatically in identity, scope, capacity, governance structure, and-séaden fewer than
10,000 acres to nearly 500 million acres (McKinkephnson2009). Theyalsochange over time. Since its
founding in 2016,he @.SNhas grown fronsixto approximately34 regionalcollaborativesspanningabout
40%of California

While many successful regior@lllaboratives exist, far too many lack sufficiemeliable resource$o build and
sustainthe operational, management, adaptiyand collaborative capadgsnecessaryo effectivelydo their

3SeeCL SN’ s parti ci pttpsy/talamdscapestewakdshipnetwprk.org/map
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work at scale Asoutlinedin AppendixB, investments in building and sustaining tbellaborativeprocesses
and structures that underpin successful collaboratioa prerequisitesto success (Goldberg, 2018).

Also, regions lacking strong collaboratas well asgndigenous communities and commities of color seeking
to leadtheseefforts would benefit fromadditionalresources tayrow effective and inclusiveartnerships
Moreover,sufficientcollaborativecapacity support-especiallythrough grantmaking-would enable
community-basedorganizatiors and Tribes to takdirectadvantage of newly available, competitive funding
for conservation, restoration, and stewardshiprk.

Given this demonstrated need,growing number o$tate programs have begun tesigngrantprograns
explicitlyto supportregional collaborative capacityhe Regional Foresind Fire Capacity Program,
administered by the California Department of Conservation, encourageslooosglary collaboration among
diverse partners through its block grant progran recognition of the facthat the complexities of wildfire
resilience and forest health cannot be sufficiently addressed by any single &ty existing philanthropic
foundations anchon-governmental organizatiorslso provide grants for communities to achieve plhesed,
landscapescale conservation, restoration, and stewardsthippugh increasing operational, managemeand
collaborative capacitie®urable collaboration can be achieved wheetworkshave accesto multiple funding
sourcedike these whichcanbe combined to meet diverse project and operanal needswhile weatheiing
times of change and uncertainty.

The demand for these grants is overwhelming. The natibhalt wor k f or Landscape Cons
Fundhas provided $1 million inollaborativecapadty grants to community and Indigenolesd partnerships

overthe pastthree years. Overall, the Catalyst Fund has received 450 applications and has only been able to
fund 10% ofhe proposals, with less than 5% thfat funding goingtacCal i f orni a’ s regi onal
Similarly, the dmandsignificantly exceeds available resouréascollaborativecapacity funding administered

through federal partners, such as th&tional Oceanic and AtmospheAdministrationand theNational

Forest Foundation

HowSupprting Collaborativedeets State and Federal Goals

Arecentsurveydf he CL SN’ snetwodksreealedthat éhaytare coordinating crosboundarywork
and forging multibenefit solutions irwvays that are well alignedith both state and federal plan@alifornia
Landscape Stewardship Network, 20Z)rthermore they often usea multidisciplinaryholistic approach that
weaves irkeystate and federapriorities such agcological health, cultural heritageaturatresourcebasd
economics, health and recreation benefits, and/or other landscape values importémeitcsstakeholdersand
communities

Theyapplythis approach tdhe wide range othallenging yetritical ecological issues facing Califorauma the
rest of the countrysuch aglimate change adaptation and resilience, wildlife corridors, biodiversity
protection, ecosystem restorationyildfire risk reduction and response, prescribed and cultural burning,
carbon sequestration, forest and watded health, fisheries conservation, climamart agriculture, and
more. Similarly, these same networks are also working toward equitable social outcontlessewho rely on
long-term resourcestewardshipfor clean air and drinking watecultural resourceprotection, access to
recreational opportunities, and pladeased economiege.g.,local tourism and workforceonnectiors)
(California Landscape Stewardship Network, 2022).
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Based orwhat it has learned over timaghe CLSN hasreatedthe

following core tenetdor howto increasecollaborative capacitin The guiding approaches and
ways that can helghese partnershipgslo even morgo meetlocal, recommendationspresented in
state, and nationasocioeconomic and ecologiagbals the next section are designed

to help decisionmakers apply
these tenets to supporting
landscape stewardship and
conservation collaboratives.

Wellresourcedcollaboration, whether at théocalor regiona
scale, leads to more effective project engagement, design,
and implementation, as well a8 more durableoutcomes.

Truly effective and lastingndscape stewardship
collaboration must focus on equity, justice, aamathentic
communityrelationships

New fundingpracticesand creative financing pathways must be developed to supporhtiraan
poweredelements of effective collaboration.

Themultifaceted and varied natuseof effective collaborativesan maket a challenge tanderstand
their componentsand practicesinvestment is needed to further study and share lessons learned.

Theseapply to partnershipat all phasesfrom nascent toestablishedhigh-functioning networks—as they
striveto meet agencyoals forwater, biodiversity, wildfire and forest health, and climate resilience goals,
while honoring theprinciples of equity and inclusion.
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Guiding Approacheand Specific Recommendatidis Increasing
Collaborative Capacity and Infrastructure

Thefollowing guiding approaches and specifecommendationsre an invitation to state and federal agencies
to work togethef to unleash the power gbartnershipsto achieve shared goals for natural resource
conservation andestoration, and to build a more equitable stewardship movement.

Based on data collection, literature reviews, axgert interviews, thredundamental needemergedfor
more effective, inclusive landscape stewardship in service of state and fedetstgspeciallybold visions
such aghe 30x30Initiative, which require voluntary, communitied solutions to biodiversity loss amtimate-
change threats:

Fund collaborative capacignd collaborative infrastructure
Support tactics andstrategies that promote justice, equity, diversity, and inclusion

Prioritizecrosssector work and intersectional approaches

The CLSN recognizes, however, that landscape stewardship collaboratives

To achieve the stewardship across Californiaurrently exist in various stagesrefadiness tactwith
and conservation outcomes such investment. Some collaboratives are nascent, others mature, and
we hope toaccomplish some have evolved to focus on cressctor priorities that meet complex
investment in collaborative ecological, social, economic, and other ne€dse following guiding
capacity and collaborative approaches and recommeations apply to all.

infrastructure is needed for
partnerships inall stagesof
development

Guiding Approach 1: Strategically Invest in Stakeholder Collaborative Capaé&itynd
Collaborative Infrastructure

Fundamentally, the strategies required to protect and restore landscapes and improve community health
transcend any singl e .lgsteandetheyeqeregartnershipsamgnos- pur vi ew
governmental organizationdusinesses, communityased organizations, local governmgnndigenous

communities, and the people who live and work within theioeg Additionallyy e gi on al coordinat
knowledge, training, and ongoing leadership are foundational to unlocking greater efficiencies andugcaled
landscape stewardshipenefits Sufficient collaborative capacity ties all of this together.

4TheCLSNlso stands ready teupport state and federal agencigsimplemening these recommendations over timas

well as tohelp strengthen the alreadgxcellent workagencies are doingp advance landscapgcale stewardship

practices|t is important to note that, vaile the following recommendations were craft@dthe context of theunique

roles and opportunitieshat existfors t e war di ng Cal i f or alsoapplisabélteafedera agenpiess , t hey
regional and local partners, and landscape stewardship practitiofershermore, theymust be implemented in

partnership withthoseoutside of state government who play important roles in effective regional collaboration.
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The CLSK:commendthat state funding belirected to(1) add collaborative capacity and infrastructure
where itis missingfor collaboratives at any stagé) sustain existing, functional collaboratives; &i3)l
support mature collaboratives in evolving to take on more cisEstor or intersectional approachesych as
solutions to climate threats that are natutgased and include socioeconomic benefits.

Gollabarationsin all stagesanbenefit fromcapacitysupport however, agencies can plag anportant rolein
ensuringthat resources and funding flow tihosethat most need it This can be done in part by revising
existinggrant programsand developing newnesthat support durable collaborative infrastructure; improving
the accessibility of these funds with more responsive eligibility requirementscansistentlyintegrating
funding principles and mechanisms relevant to collaborative infrastructure acepsstinent, board, and
conservancy funding program@ppendix (orovides a template set of grant guidelines to this effect and
shares the principles and mechanisms that couldtesistentlyincorporated across a variety of programs.

Agencies can play a leading role in sharing best pradiwggacilitating continued adaptation and learning
that help strengthen existing collaborativesd provide a roadmap for nascergnes In additon to peer-
exchange opportunities and technical servif@sstakeholders and grantees, agencies should ideddly
extend these same resources to government staff and programs focused on collaborative approaches.

Bright SpotSeveral examples of peer@&xange modelare offered within government and by networks
andnon-governmental organizationsuch as théletwork for Landscape Conservatitime National Forest
Foundation, and the Watershed Research Training Cefltesecould be replicated or scaled to support
collaborative landscape stewardship practices.

A starting point for thicouldbe to prioritize funding and technical assistance for collaboratives that include
diverse, broadly representative leadership and use decisiaking processes that are communigd and/or
inclusive of lowincome, Indigenous, and other communities facing disinvestment.

In addition,agencieshould exsurethat funding flows to where there are gaps in equitable inclusion. Based
findings gathered by implementing Recommendatiora8 6,they could ensure that funding opportunities
prioritize networks that bridge local needs, honor community expertise, indllickrse perspective and

meet state and federal goals.

Bright Spotstn California, amerouspieces of legislation havdtampted to codify policies and programs

that connect regional networks to government programs and agencies that promote watershed, landscape
or regional stewardship goatlrough the practice of inclusivitPne example, AB B{roduced by
Assemblymembrelim Wood in 2028nd signed into law by the governor in 2Q2dstablished the Regional
Forestand Fire Capacity Program, which diredepartmentswithin the California Natural Resource

Agency to collaborate with community organizations, local government, Tribes, the Office of Emergency


https://landscapeconservation.org/our-work/peer-exchange/

Services, and others to build local and regional capacity to plan for and implemenbemdgfit wildfire
resilience projects.

As describegbreviously mllaborative approaches are foundatiailio meetingagencypriorities. Metricshelp
demonstratehow networksachievetheseoutcomes enableaccountability for public fundsnark important
areas for improvementandallow successes to be replicatejencies andollaboratives should work
together to develop performance measures thait only meet these goaldut that alsoreflect outcomes
relevant to local communities.

Many collaboratives rely on public funds from programs that already include accountability nietdcgeng

goals and plans. Regional collaboratives must therefore adhere to those metrics in their project design and
implementation. However, their social license to operate comes from being accountable to their communities
and shared landscape stewardship go@lsey are best suited to define functional metrics that are meaningful
to local communities as well agscribehow public funds support impact.

By supporting regionally developed metrics, the state can promote three important outc@fanore
equitableprocesses for grantmaking and meaningful program evalua{®)rincreased demonstration and
learning around specificollaborativeimpacts, which can build efficacy and inclusion; é)gpower shifts that
allow agencies and stakeholders to Wwan true partnership. Additionally, reporting unanticipated beneficial
outcomes, innovation, and adaptation is importdot capturingemergentideasand lessons.

Bright SpotBecause many state funding and technical assistance rescaned¢ied to specific grant
programs, community needs and prioritieéfsen go unanswered their plans and projects do not align
with program requirements. In partnership wite Institute for Local Governmerthe Strategic Growth
/ 2 dzy [@lldt Bo@si Prograrhelpsunderresourced communitiesavigatethe broad range ofvailable
state funding opportunities antechnical assistanceesourceslt usesa new flexible and responsive
technicalassistance approadtat helpsbuild local capacity, develop equitable plaidgntify meaningful
projects, and secure adequate funding to advance climate action and address community needs.

DdZA RAYy 3 ! LILINE I OK H DwnCollah&ative CapycityD 2 S NY YSY (1 Q3
Collaborative approaches can support solutiamsossmanysectors wihin a region, such as water, climate
resilience, flood control, wildfire, and biodiversity, to najosta few.By investing in governments o wn
capacity to engage across multiple regicmgenciesan more effectively galvanize collaboratives that are
advancing critical stewardshipork grounded in equity and inclusion.

Dedicating staff timefunding, and other resourcés interagency coordination around data sharing requires
establishing director authority and associated budget allocatigvisile data sharing is a pressing need, several
other elements of government geacity could evolve to better support collaboration, includiigersity-and
equity trainingfor department staff, new administrative authorities, and new conservation planning tools.
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Bright Spot: Through its work on the California Water Plan and ite®ffoadvance muklbenefit projects

at scale, the Department of Water Resources (DWR) is making headway in sharing data across agencies.
DWR envisionecally lednetworks supported by the stathat include participatiorby both These

networks would ptentially bolstercoordination across programs like the Sustainable Agricultural Lands
Conservation Program and the Integrated Regional Water Management Program to advaneleamefi
projects at the watershed scale.

Strategically suppoimgagency staff in assessing, building, and sustaining the collaborative infrastructure
necessary for regional partnershipan helpmeeta wide mnge ofagency goalsThis could includadditional
staffto participate in collaborative effortdt could also creatmew programmatic focal areds analyze
existing landscape stewardship network effoitientify gaps andtailor funding programs, stapositions, and
policies to boost and sustagvollaborativegrowth.

NAIKG {LRGY ¢KS D2@SNYy2NRa hT7¥FA O8Redons Risé Togeihér,y 3

a high-road vision for inclusive and sustainable economic development acrofsi i | Qa4 RA OSNAE S

interconnected regions. In additiaiihe OPR has created the Integrated Climate Adaptation and Resiliency
Program, which is designed to develop a cohesive and coordinated response to the impacts of climate
change across the state.

This willallow the agencyd collaboratively develop equitfpcused priorities for landscape stewardship and to
share best practices and ongoing learnivith other state and federadgencies. Newly appointed leadership
are alreadycoordinatingtheir efforts in this area By formalzing and supporting theiwork, the state can

ensure that funding programs and enabling conditions are primdddinde and leveragthe expertise of
communities of coloandlow-income and rural communities.

Bright Spots: ThRural Voices for Conservati€oalition, the National Forest Foundation, and Sustainable
Northwestrecentlyengaged with collaborativeto understanchow theU.S.Forest Service could fulfill
congressionasupport for collaboration through a capacity funding progrdrnhe resulting report notes,
¢Collaboratives can be valuable partnfitsagenciesjn developing tracking and reporting plans that are

achievable and meaningful atthe local le&vél | yR GKIF G aGNRy3 NS tdesiphed y & KA L

programs, tehnical support, and other mechanisms of collaboratimecritical to support equitable

2dzi02YSad ! y2iKSNI oNRIKG aLkRdG AyOfdzRSa GKS {(iNXaGS$s

Grant Program. Tieprogram is specifically designed to assess$ atddress capacity disparitiesdlimate
changefocused, crossector networks working California. The program centers the expertiserader
resourceccommunities to help grow partnerships ardaccess funding for climate change mitigation and
adaptation projects



The success of conservation and stewardship outcomes hinges on designing more equitable, inclusive models.
An appropriate role for government may be to work with mature and diverse collaborativesdreate a

roadmapof waysto include and leveragthe expertise of communities of colandlow-income and rural
communitiesto advancdandscape stewardship work through state programs.

Ideally, the stewardship movement will aspire to design projects ddaress justiceoncernsor usecross
sector partnershigo begin addressg systemic problemghat havecombined socialeconomicand ecological
underpinnings. We have work to do to connect with communities, learn togethersaléproblems through
partnership andhe redistribution of power and resource®y looking at the needs of regions where capacity
gaps and other barrierotcollaboration exist-and by developing equitfocused priorities for stewardship
actions as called for in Recommendatibragenciesan provide effective, targeted suppdd builda more
inclusive stewardshimovement.

Bright Spots: The Sierra Nevada&&NII I y O& Qa 2 | (i S NB& K S whichrelidsIN®@h@iSiy, Sy (G t |
crosssector approaches to problem solviigjed by coordinated staff who actively seek to break down

silos and engage widenging perspectived\llso, K S { G S / 2L adtt / 2yaSNDIFyoOe !
callsF2NJ GKS AYLIX SYSyiGlFGAz2y 2F GKS ¢NAoOLFf [AlAazya t
work groups to focus on relationshipdzA t RAy 3 gAGK /I f AF2 Nybothe@amplesy RA ISy
the state learns from regions and stakeholders where opportureiesto support inclusive stewardship

models and where disconnectiomay stymieprogress

Through the CLSN's work to coordinate our owh st at e
communities and landscapes across this large and populous statese@d@ination challenging. Regional

hubs are good soluti®to support coordination between state and federal agencies, regions, and local
stakeholdersRelying on networks as hubs of coordinatiould supportthe implementationand tracking of

state equity goalsrelated policy changes, and even restoratileeison-making, all of which are challenging

for agency staff to do outside the context created by meaningful, pkesed relationships informed by trust.

Byacting as a nexus foegional collaboratives across existing government prograganciesould explore

developing policies and funding thabuld efficiently promotdandscapescalecollaborationtoward a variety

of socioeconomic and ecological goals

Allocatingoperational resources and staff to network assessment, participation, and suppait! allow both
agencies and stakeholdeis explore pathwaydgor efficient network-participantconnectiors and fill in
regionalgaps while avoidingverly prescriptiveplansand preserving capacity

Bright Spots¢ KS / I ft AT2NY Al hOSlIy tNRGSOGUAZ2Y [ 2dzy OAf Q& R
de]xplorepathways for establishing a petw-peer network of previous, existing, and new grantees to

serve as a collabative learning exchange prograén. ¢ KS / F ft ATF2NY AL { dustigeS / 21 a i
Equity, Diversity, and InclusipfEDIGuidelinesall for sharing resources and networking opportunities

with relevant agencies to improve equitable outcomes and ensure environmental justicetedong

California coasdine.



https://scc.ca.gov/justice-equity-diversity-and-inclusion-jedi/
https://scc.ca.gov/justice-equity-diversity-and-inclusion-jedi/

Sometimesseveralcollaborationsare working on similar topicwithin the same geographicalea, as we see
happening imarts ofCalifornia today. The risk of engagement fatigue is real, as individuals and groups need to
participate in a wide variety of collaborations that touch on their various inter&gtsh the allocation of

operational resoures and/or staff to network assessment, participation, and supasidescribedagencies

could explore pathways to enable participants from different networksffiziently connect and filregional

gaps Alternately,agency staff could themselves servenaswork-weavers, facilitating connectivity between
partnerships working in different regions or sect@esy, connecting public health and recreatidocused

networks.
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AppendixA - Defining Collaborative CapgcandCollaborativdnfrastructure

The following definitionsare providedfor all forms of capacity discussed in this pajerwell agor
collaborativeinfrastructure, which arethe fundable components that facilitate collaborative capaciiyese
definitionsare derived fromConnolly & York2003), Mickel (2022) andur owngrant-funded researclas well
asour work creating a variety of white papevs these topicsextensive discussions and convenings with
practitioners and governmenepresentatives and direcipartnershipexperience.

Definitions

Adaptive Capacitysan o r g a nadbilityatd monitor;, asses&nd respond to internal and external
changes

Leadership Capacitig the ability of organizational leaders to inspire, prioritize, make decisions,
provide direction, and innovate.

Management Capacitgnsuresthe effective and efficient use of resources

Operational Capacitys how an organizatiorimplement key functions taachievecollective outcomes
throughstructure, systems, staffing, and competencies required to meet project and program goals

Fundamentally, local and regional partnerships require the sadaptive, leadership,managementand
operational capacitieghat are foundational to the effectiveness of all types of organizations, including
corporations,non-governmental organizationand publidnstitutions Connolly & York2003. These
capacitiedunction at multiple levelsamongindividuak, at the organizationakcale within apartnership,and
acrosssystems.

However, vorkingwithin a multrorganizational partnershiplso requiresollaborativecapacity, which

represents thecollective of needsf the four other capacities citedbove This determinessic ol | abor at i ve
ability to performanddevelop, supportand implement collective, inclusive, equitapéad scalable impact#

also includeshe ability to collaborate, influence others, and share leader¢Mijckel, A.E. July 2022
Collaborativecapacity requires investment from public and private sources to support speaifaborative
infrastructureelements

Organizations buildhe four areasabovethrough capacitybuildingelements which arehee i t her [“"'st r uc
or “ b ipiacdsneeded for arorganization to perform and enduilickel, A.E., July 2025tructural

elements are defined as those that proeithe essentialscaffolding necessary to meet capacity needs. Binding
capacitybuilding elements arbestdescribed as thenortar that holds the pieces togethandhelp a

partnershipmove from basic functioning to optimal performandéese organizational capacipyilding

elements can be adapted for partnerships as illustrated in the Collaborative iGapeomework in Figure 2.
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'/ COLLECTIVE
PURPOSE(S) &
GOAL(S)

SHARED STRATEGIES &
PRIORITIES

COLLABORATIVE PRACTICES, SKILLS &
TOOLS

" COORDINATION
CAPACITY

DECISION-
MAKING
STRUCTURE(S)

COLLABORATIVE MINDSET

SYSTEMS &
INFRASTRUCTURE

Collaborative Capacity Framework

Figure 2.The fundable structuralelementsof collaborative capacity andnfrastructure representedas bricks
in the interior of the triangleare necessary to deliveresults.

Structural capacitypuilding elementsnclude:

Coordination Capacity

7 Backbone and administrative capacit dedicated stafbr an organizationthat provides essential
facilitation, meeting management, communications, progreasking and measurementollective
administrative needsand more

Systems and Infrastructure

7 Communications and datsharing system#r dissemination of resourcgs.g.,informationand tools.

9 Cross network/partnership connectivitgsourcedo deliver facilitated irperson and virtual
multistakeholder conveningsievelop plansand build trust and community connections

9 Evaluation and measurement todts gauge and growartnership impact and health

9 Fiscal management suppdd oversee collective businesgeds

9 Eundraising andrantwriting supportto enableplanning, designandimplementation ofcollective
goals

9 Support for equitable participation anehgagemento ensure responsive, durable project or program
design.

California Landscape Stewardship Network 13
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DecisionMaking Structures

Strong governance modetisat steer a cocreated vision and ensure equity and accountability

Technical services and supptmtmeet sciencetechnology, engagemenand other projectand
programspecific needs

Collaborative Practices, Skills, and Tools

Skiltbuilding and competencpased trainingppportunities tobuild key collaborativeleadership
abilitiesand culture

SharedStrategies and Priorities

Strategic plan and/or roadmagievelopmentto outline the collective vision, goalsyork plansactions
and activities that provide a shared understandingad r t rolest resburcesand capacies.

Collective Purpose anoals

Agreements (e.gMOU, etc.) to outline partnership's collective vision, purp@sel desired collective
impacts,includingpartner roles.

The eabling characteristics ofigh-functioning collaborativedisted below create thebinding elementge.qg,
inclusive culture, meaningful relationshj@sd collaborative mindsetepresented on theperimeter of the
triangle in Figure 2 Thesecharacteristics influence and ofteptimize the performance of each collaborative
capacity element and are sometimes referred teeaabling conditions These includ¢he following

Ground capacity building in equitigroughinclusion ofsystemically marginalizecbmmunities as core
participantsand as a foundation for partnership culture

Enabletransparentdecisionmaking at a collective scatlerough effective and equitable partnership
governance and decisiemaking structure that adds to, rather than replagcegisting relationships,
functions and capacities

Grow and support a collaborative cultutteat increaseskillsand toolsneededto facilitate the
connections, relationshipgest practicesbehaviorsand trust that enable collaborativieroblem:
solving

Facilitate partnership with collaborative mindset and leaderdyipavinga qualified and objective
facilitator/convenor who is perceived by all as a fair, transparent, and inclusive collaborative. leader

Cocreate partnership outcome® reflect sharedprioritiesthat are central to what isccomplished
collectively not justfor highly resourced or politically astupartnersbetter placed tocompete for
resources and focus more successfully

Commit toaspects ofongterm successincludingongoing attention tesustaining collaborative
capacity infrastructure, cultureandleadershipas well as continuous learning and evolution
resporseto the complex and dynamic issues and people/organizations involved

Demonstrate and communicate successes sdors on how collaborativecapacity leadto on-the-
groundenvironmental socia] and economic regionautcomes
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AppendixB - HowSurveys an&tate Plans Support the Need for Increasing
Collaborative Capacity and Infrastructure

The need for increased regional collaborative capacity to meet environmental, economic, and social goals is

identified in a number of recent State of California plans, such aBlieways to 30x30: Accelerating
Conservat i on o f(2022a TheCaliiomia 2080’ Naturdll ant WankglLands Climate Change

Implementation Plarf2019) also emphasizes the need for collaborative activities and recognizes the lack of

resources to support them. This plan asumatyher acknoyv

jurisdictional boundaries, and thaapacitybuilding, technical assistance, and collaborative planning are
critical to implementing the scale of ecologically meaningful activities the state is targeting. It notes that
funding is often lacking fdhese coordinating activities arttiat, to the extent feasiblethe state should make
funding, resources, and staff available to support collaborative processes and planning.

The California Resilience Partnership recently publishédi mat e Cr ossr oaddaAct@Gmal i f orn

Climate Resiliengavhich includes both results and recommendations frbégrstatewideclimateresilience
landscape analysi$he recommendationare based orinterviews focus groupsand surveys with regional
collaboratives, nofgovernmental organizations, Tribes, agencies, and otfidray mclude the critical need to
increase organizational and collaborative capacities (e.g., dedicated staff, time, and training) necessary to

develop and implement regional gisaThe report found that local and regional governments, as well as their

nonprofit partners, lack core funding and capacity to focus on and prioritize climate resilience. It further

recommends that state | eader s ity,whiclhad direcpimpaat onithei z e
ability of existing and new resilience practitioners to engage in activities to cultivate adequate responses to

f

U

climate change.” This can be accompli shed bigie “sett.i

funds for capacity building.

The Western CollaborativeonservatiorNetwork s p—dnptieutionalizing Collaborative ProbleB8olving As
A Way Of Doing Business with Federal Natural Resources Ag@Nestern & Johnsor2019) identifiedfive
toolsfor federal agencies timclusivelyaddress complex issugthree of which arespecific to collaborative
capacity and fundinglhese includg(1)institutionalizing collaborative ptdem-solving (2)encouraging
collaboration as a way of doing busingssd (3) increasingcollaborative skill set developmerithe paper
acknowledges thaincreased capacityboth for agency staff and partner organizats—is necessargdvance
the field of collaborative conservation

The Water Solutions Network recently convened a group of-tagél land and water leaders to guide
development of the VSN Watershed FrameworkKhe Framework supports a cressctor, collaborative,
watershedscale path toward climateesiliencelts recommendations include creating block grants across
state funding programs that incentivize regional collaboratives to integrate from the grounthege
programs could coordinate and facilitate craggpartment and crossgency grantmakim thatcatalyzes
rewards, and builds capacity for groun@, crosssector, crosgurisdictional actionThe Framework also
encouragesligningstate, federal, local, and philanthropic dollaesbuild local and regional capacity.

Additional surveys and mianal listening sessions held by other organizations in 2022 are yielding similar
themes. For example, theural Voices for Conservation Coalitithe National Forest Foundatigand
Sustainable Northwestngaged with forest and conservai collaborative practitioners in California, Oregon,
Washington, and the Southwest. Feedback from a wide range of participants, including Tribes, non
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https://collaborativeconservation.org/media/sites/142/2021/03/WCCN-Public-Policy-White-Paper-01_10_21-v.11.pdf
https://collaborativeconservation.org/media/sites/142/2021/03/WCCN-Public-Policy-White-Paper-01_10_21-v.11.pdf
https://static1.squarespace.com/static/611edfd70ea9891b2d2d1fbe/t/628e4911a111f559d8a44010/1653491993303/Water+Solutions+Network+Watershed+Framework_Final.pdf
https://www.ruralvoicescoalition.org/
https://www.nationalforests.org/
https://www.sustainablenorthwest.org/

governmental organizations, collaborative facilitators, research institutes, small businesses, andsgenci

emphasized thiennkkedxifbrl Fbyito all ow -identied needs,t 0 s upp

rather than requiring applicants to adapt their
cautioned against trying to pseriptively define collaboration, instead encouraging a focus on functions or
outcomes. This leads to the conclusion that federal funding should incorporate and center equity
considerations, with an emphasis on ensuring that benefits reach collaboratiseare emerging, have
limited capacity, or are working in undegsourced communities.

Finally this need for collaborative capacity is also being echoed in current statewide swsuelisas a recent
guery of regional stewardship collaboratives partitipg in the California Landscape Stewardship Network.
The results of this survey revealed that these collaboratives are coordinatinglmoedary actions and

forging equitable and inclusive muliienefit solutions in alignment with state and federal pdan
Approximately 9@%6of the survey respondents affirmed that, when provided with increased collaborative
capacity and infrastructure support, partnershipsere able tonoticeably change the pace, scale, and impact
of their project development and delivery

Moreover, they were able to meet collective goals that no single entity could accomplish alone. Notable
accomplishments included completing regional LiDARfizieescale vegetation maps through leveraging
public-private funding across 30 partners (OnenTand the Santa Cruz Mountains Stewardship Network);
developing regional forest health and wildfiisk-reduction strategies and implementing crelssundary
vegetation treatments (North Coast &aurcePartnership, Santa Cruz Mountains Stewardship Networie
Tam);accomplishingoint NEPA/CEQA compliance and landsesgae ecosystem restoration dlnousands of
acres ofpublic lands (Redwoods Rising); and expanding implementation of instream and uplands restoration
(Western Klamath Restoration Partnership
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Section 2 Program BacKgrOUNG............cooi i it e e e e s e e e e e e e e aeeas 18
Section 3 GrantAdMINISITALION. ..........uiiii e e e e s s e e e e e e eaaeeeeneees 20
Background

California is seeking to prioritize investmenfdts recent General Fund surpltessupporthighrimpact and

shovetlworthy projects.At the same timestate agencies are increasingly recognizing the importance of

workingat a landscape scale to address critical climate and natural resource challangagsthat are

rooted in equity and justicelheCalifornia Landscape Stewardship Netw@k $Nbelievesthat the state

can make significant progressmeeting thesegoashr ough i nvestments in “coll a
funding(see Appendix A for definitionsyhilealso using thispportunity to evaluatethe impactsof those

investmentsto inform future budget decisions.

TheCLSN offers the following draft grant guidelines
Capacity and | nf rdaetfundingtowand eollaPorativg capanity help achieve

landscape stewardship project results at a greater paug scaleBased on our research, investments in
collaborative infrastructure result in more efficient, inclusive, and cesffective implementation of

restoration and stewardship projectthat address important state goals for natural resource

conservatian, climate resilience, and more.

Finally, the CLSN recognizes that landscape stewardship collaboratives currently exist in various stages of
readiness tactwith such investmentThe CLSKcommendthat state funding be directed to add

collaborative capcity and infrastructure wheri is missing; sustain existing, functional collaboratives; and
support mature collaboratives in evolving to take on more cisEstor or intersectional approaches.

Landscape Stewardship Collaborative Capacityrdrastructure Program

At-a-GlanceAbout the Program

Administered by [Agency Name], the Landscape Stewardship Collaborative Capacity and Infrastructure
Program:

Supports collaborative capacity to increase and sustain landscape stewardshipritvonk
watershedsandregions and across jurisdictians

Funds the interdependent angpecific capacity components of networks and collaborative
frameworksnecessary to deliver impact

17
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Leverages the deep ex poenmunities dosterd moe atlusifeor ni a’ s di
partnerships, and generates more equitable project outcomes

Grant Guidelines
Sectionl - Introduction

Includea short synopsis of program purpase

Include key dates, such as guidelines/RFP release month and yeapgieation or full
application deadline, total funding available for current grant cycle,ancent contact
information for staff consults/questions

Section2 - Program Background

Program Purpose

Articulate key points, including thellowing:

o Thepurpose ofthe grant program is to invest ithe collaborative infrastructure
componentsof landscapestewardshipto ensurethat they will be successfutieliver
project impact at scaleandbe implementedmnore equitably

o The programinvitesapplications that will help catalyze and sustain collaborative
infrastructureto achieve greater landscape stewardship results

o ollaborative, bottomup approaches unite federal, state, Indigenous, Ipaadl regional
government entitiesspecial districts, conservation organizations, private landowners,
community groups, and business interests teareate a collective vision and to identify
and implement strategies for coordinating commundsiven projects across shared
landscapes, segapes, and watersheds.

o This program commits to building and supportthg capacity of regional networks and
landscape or watershed collaborativiesdrive and sustain impact on the ground.

o Collaborative capacity and infrastructure at the regional or landscape/watershed scale
leads tobetter andmore inclusive project desigimcreased pace of implementation
stronger connection to community prioritieand, eventually faster, more coseffective
implementationof state goals and plans

o Describe theglevance of theapacityb ui | di ng program to your age
natural resource plalC2 NJ SEI YL S { D/ Q& wS3IAz2ylf [ fAYIGS
0 K I {flunbisimutdally reinforcingcapacitybuilding activities to drive and sustain
SljdzatGlrotS OftAYIFIGS | OGAZ2Yy dé

o This program prioritizesupport for regional networks that bridge local needs, honor
community expertise, and meet state and federal gaal&irther advance intersectional,
equity-focused projects and outcomes.

Include the gant program timeline in further detail here, including RFP release date,
webinars/preconsultation opportunities, preproposal and full proposal deadlines,
technical/ageng review periodawarddecision date, and timing to disburse funds



Describe theatal funding amount available and anticipated, mainum awardamount

Include a lisbf program priorities or elements required for successful applications

Program Details

Start withapplicant eligibility.

(0]

o

Grant proposals are submitted by backbone organizations on behalf of a diverse group of
partners with a cocreated vision that 1is

Partners, including appbnts,mayinclude communitybased organizations representing
communities of color and/or lovincome communities, Indigenous communities almidal
governmentsresource conservation districtBre-safe councilsnon-governmental
organizationsand soforth.

A Note:Flexibility to award contracts or share award funding with subgrantees is
important to support collaborative partneis advancing the proposed scope of
work.

Applicantamust demonstrate that their landscape collaborative or regional network
includesall the following elements:

A ltis place-based Adefined andgeographically explicit area of foctisat
encompasssa diversity of landowner types, conservation issues, jurisdictions,
and stakeholder interests. (Landscape conservation partnerships can occur in all
types and mixes of landscapes, including urban, suburban, rural, working, wild,
and combinations thereof.)

A It focuseson asharedvision. Anarticulated a longerm visionor a planthat relies
on theapplicant ®ack record or best available science to address the health and
vitality of the defined landscape a way thatencompases bothpeople and
nature.

A Itis wllaboratively governed Aformal or informal governance structure or
decisionmaking policythat fosters collaborative leadership and participatory
engagement of the partners.

A Itis inclusive Anapproachthat emphasizes inclusive outreach and dialogue with
variouslandscapestakeholders, informed by multiple interests apdrspectives.

A 1tiswell informed. Committed to building the shared foundation of knowledge
necessary to achieve its goétsg.,ecological, cultural, traditional, and social
information).

Underproject eligibility, ensurethat each proposal includebe following:

(0]

Twoor more of thesecritical collaborative infrastructure elements or activities:
A Backbone and administrative capacity via a dedicated coordinator

A Governance planning/suppof¢.g, strategic decisiormaking structures and plans
that steer collective vision and ensure accountabjlity

gr e



A Communications and datsharing systems for dissemination of information and
tools.

Fundraising and gramriting capacityto implement collective gals

Skiltbuilding and competenehased training opportunities to practice
collaborative leadership

Evaluation and measurement tools to gauge partnership impact and health

Technical services and suppdricluding environmental consultants,
permitting/regulatory expertise, or equity and inclusitmining.

o Adurable visiorthat ideally include multiple sectorqe.g, workforce issues, public health,
social justicgand beneficial outcome@.g, improved biodiversity, climate resilience,
recreation access, emergency acgess

A Note:For collaboratives with an emergent strategy appro#iwt isadapting to
needs and evolving priorities, a lotgrm vision may not be appropriate. For these
applicants, an evidenekased plan (usinthe applicant tsack record or relying on
the best available science) should articulate intended rrhétiefit resuts of the
proposalor longerterm goals.

o Theseltidentified landscapewithin whichthey are working, and the undeesourced
communities where theigrantfundedwork will be focusing.

o Soecific underesourced communities withithe broader region whergrant-funded
activities will be focusedApplicantsdo not need to include every community that meets
the definition of
“under-resourced in their geographic areas of focis.

o Howfundingfor collaborative infrastructure elements will increase partnership capacity to
enable more efficient, timely project delivery within the collaborative visastompared
to timeline scenarios if funding is not made available.

o ecific barriers to initiang an early landscape or watershedalecollaboration or
continuing an existing collaborative that has experienced barriers to growth and success

o CGommunity engagement, education, atud trainingconducted by one or more of the
participating network memberthat supports thepurpose of theproposed workand
spealst o a | i st of the agency’ ndtratiegslutconreesl engagem
(e.g, developng aregional plan, meaningful engagemesftrelevant communities in
developing a planengaging more diverse participahts

o0 Support for peer exchange and best practmed knowledge sharingcross and between
collaboratives and regional networks

Section3 - Grant Administration

How to Apply

Ensurethat application processes are not overly burdensome and accommodations are made so
the application and submittal process is broadly accessible



Evaluation Process

Ensure that the evaluation process is transparent, clearly articulated, and speaks directly to the
program priorities and requirements gseviouslynoted.

If possible, share the scoring critettat will be used by th@roposatreview team

Theprogramwill provide 50% oits availablgunding to initiating landscape collaboratives in parts
of the state where theyare nascentod on’t currently exi st

For functioning, mature landscape collaboratives and regional networkspbi&mvailable
funding will be dedicated to grants that support restructuring collaborativaad¢tude orcenter
(as appropriat¢leadership andlecisionmaking by people of color, Indigenoasd Tribal
government leaders, and/or leaders of lamcomeand/or ruralcommunities

Terms and Conditions

Stipulate terms and conditions of the award
Describedgal and funding statute requirements
Provide a glossary to define frequently used terms and acronyms

Considernterim and final project checins with applicant entities in lieu of rigorous, costly, and
time-consuming reporting requirements

Create succinctpgram requirementgincluding funder acknowledgement requirements,
ineligible projects, relevance to state plans and goals, contracting and procurement requirements,
and so forth); avoid technical language



References

Cdifornia Landscape Stewardship Netwo(R022).Collaborativecapacity survejUnpublisheddata].

Cdifornia Natural Resources Agengf2020).Pathways to 30x30 California: Acceleratoogmservationof
[ A TN [DrafiQ a

Connolly P.,& York,P. 003) Building the capacity afapacity buildersA study of management support and
field-building organizations in the nonprofit sectdihe Conservation Company.
https://www.issuelab.org/resources/8470/8470.pdf

Goldberg, L. (2018Capacitybuildingfor collaboration Acase studyn buildingand sustaining landscape
scale stewardship networks the 21stcentury California Land Stewardship Network.

McKinney, M., & Johnson, S. (200®prkingacross boundariefeoplenature,andregions Lincoln Institute
of Land Policy.

McKinsey& Company(2001). Effectivecapacity buildingn nonprofit organizationsPreparedor Venture
PhilanthropyPartners.

Mickel, A. E. (2022)Vhat does collaborative capacity mean?: Moving toward a shared understanding
[Unpublished manuscript].

Mickel, AE.,& Farrell, S. (2021). Practicingllaborativeleadership Demonstratingzalue through evidencef
partnership mpact Parks Stewardship Fory®i7(2). https://doi.org/10.5070/P537253236

Mickel, A. E., & Goldberg, L. (20X8gneratingscaling up andsustaining partnership impa¥t hy Sfirgt I Y Qa
four years Golden Gate National Parks Conservancy.

Western, J. & JohnsoHi. (2019)Institutionalizing ollaborative problerrsolving as a way of doing business
with federal natural resource agencié¥estern Collaborative Conservation Network.

Wright, K. (2020)Advancingcollaborationin CaliforniaCalifornia Land Stewardship Network.

22

Increasing Collaborative Capacity and Infrastructure for Landscape Stewardahigust 2022


https://www.issuelab.org/resources/8470/8470.pdf
https://doi.org/10.5070/P537253236

	What Are Collaborative Capacity and Infrastructure and Why Do They Matter?
	The Case for Increasing Collaborative Capacity Support
	The Current Status
	How Supporting Collaboratives Meets State and Federal Goals
	Guiding Approach 1: Strategically Invest in Stakeholder Collaborative Capacity and Fund Collaborative Infrastructure
	Guiding Approach 2: Invest in Government’s Own Collaborative Capacity

	Appendix A - Defining Collaborative Capacity and Collaborative Infrastructure
	Definitions

	Appendix B - How Surveys and State Plans Support the Need for Increasing Collaborative Capacity and Infrastructure
	Appendix C - Landscape Stewardship Collaborative Capacity and Infrastructure Grant Guidelines
	Background
	Landscape Stewardship Collaborative Capacity and Infrastructure Program
	At-a-Glance About the Program
	Grant Guidelines
	Section 1 - Introduction
	Section 2 - Program Background
	Section 3 - Grant Administration



	References

