	
	
	



Collaborative Stewardship Sustainer Kit 
Exercise: Assessing & Modifying Collaborative Functions
Note: This exercise is often best done in tandem with the Assessing & Modifying a Collaborative’s Purpose exercise found under the collaborative design component section in the Sustaining Kit.
Purpose: This set of discussion prompts has been created to help spur and support conversations to assess if and how the collaborative’s functions are still meeting its current and future needs and shared purpose. 
Suggested Participant(s): Partner leadership with other representatives or committee members who are involved in managing the collaborative, as appropriate.
Suggested Group Size: 5–15
Prework: It is strongly suggested that participants spend time thinking about these prompts ahead of time. A summary of the collaborative’s current, and any anticipated changes to the purpose, functions, composition, governance structures, and priority activities can be used as supporting materials during the discussion. The results can be used as a basis to decide whether to modify the collaborative’s functions, and how.
Time: 2 – 4 hours
Process: Review the prompts below and select which are most pertinent for your collaborative’s circumstances and interests, modifying them as desired. Progress through the activities below, noting responses on a flipchart or through another method as preferred. Use this as the basis for documenting and sharing discussion highlights and determining next steps.
Facilitation: This activity is designed to be a guided group activity. It should be facilitated by a partner, hired facilitator, collaborative coordinator (if hired) which basic facilitation skills.  
Materials: White board, flip charts & easels, pens, post it notes, sticky dots

Activity 1: Reviewing and assessing collaborative’s functions (4–6 people) (2–2.5 hours)
· Break larger participant group into small groups at separate tables.  Designate a table facilitator and note-taker.  
· Briefly review the types of background materials provided together. (10 mins)
· Begin with a roundtable discussion about what are some drivers for considering modifying the collaborative’s functions (e.g. changed context, new pressing issues, increased political and funding support, etc.) Record on flipcharts. (10 mins)
· Review the prompts as a group and select which are most pertinent to helping guide a discussion about whether to (and how to) modify the collaborative’s functions and why. (15 mins)
· Use the prompts to guide the groups discussion and record high level responses, issues, concerns, additional questions, information needs, etc. (60-75 minutes)
· Review the flipcharts and note key points to discuss with the larger participants group, including existing (or newly developed) prompts that should be discussed as an entire group (20 minutes)
· Report Out – each group spends 10 minutes sharing out the key points of discussion, questions for the larger group to discuss as a whole, information needs and their initial thinking about if there is a need to change/evolve the collaborative’s functions.
Discussion Prompts
Re‑Evaluating Our Current Functions
· If our purpose or strategic priorities shift, what new functions might the collaborative need to play that we are not currently fulfilling?
· Which of our existing functions remain essential, and which may become less central?
· Which of our current functions (e.g., stewardship, coordination, capacity building) are most aligned with our emerging purpose?
· Where are we currently stretched thin, and how might a shift in purpose intensify or relieve that pressure?
· Considering New or Expanded Functions
· Would a shift in purpose require us to take on new functions that include advocacy, policy influence, or systems change?
· What would it mean for us to operate more as a change agent, connector, or coordinator than we do today?
· Are there functions we have not historically played—such as research, education, or information exchange—that may become more important?
Assessing Capacity Needs for New Functions
· What new capacities (skills, staff, funding, partnerships, infrastructure) would be required if we broadened or shifted our functions?
· Which partners or organizations are best positioned to lead or support new functional areas?
· Where would we need to build internal capacity versus relying on external expertise?
Exploring How Partner Participation May Change
· How might a shift in functions change who needs to be involved in the collaborative?
· Would new functions require different types of partners (e.g., policy experts, researchers, community organizers, funders)?
· How might the level or type of participation expected from current partners change?
Examining Changes to Activities and Processes
· What new activities would we need to undertake if our functions expand or shift?
· Which existing activities might need to be scaled back, redesigned, or discontinued?
· How would our processes, decision‑making processes, or coordination mechanisms need to adapt?
Considering External Stance and Identity
· How would a shift in functions change how we show up externally—as implementers, advocates, conveners, or system influencers?
· Would our public identity or messaging need to evolve to reflect new functions?
· How might stakeholders, funders, or community members perceive a shift in our functional role?
Reflecting on Alignment with the Broader Field of Practice & System
· How do our potential new functions align with what other organizations or collaboratives are already doing?
· Are there gaps in the broader socio‑environmental system that we are uniquely positioned to fill?
· Where might we risk duplication, and where might we create new value?
Evaluating Readiness for Functional Change
· How ready are we—organizationally, relationally, and structurally—to take on new or expanded functions?
· What would be the risks of shifting functions too quickly or too slowly?
· What supports or transitional steps would help us evolve our functions effectively?
Determining Next Steps If We Pursue Changes
· What information or analysis do we need to make informed decisions about functional changes?
· What small experiments or pilot efforts could help us test new functions before fully committing?
· What timeline feels appropriate for revisiting and refining our functional roles
Activity 2: Activity 1 synthesis, decisions made, and next steps (All) (1.5 hours):
· The facilitator and individual table note-takers organize Activity 1 content (questions for the larger group, lists of issues to consider, key considerations, additional information needs, other partners/organizations who need to be involved, etc.) for discussion.
· The facilitator and group review the materials and determine the best starting point for the discussion, and where there is alignment across the participants re: deciding if, and how to modify the functions, and where there are areas of differences. (10-15 minutes)
· The facilitator guides the group’s discussion and records high level responses, issues, concerns, additional questions, information needs, etc. (60-75 minutes)

Wrap Up: Based upon the responses, facilitated discussion with the group to determine if to amend/add to the current functions and why? If so, how, when and what else needs to be in place and communicated. If a decision is premature or cannot be made, determine what else is needed to inform the decision (more conversation, additional information/participants, etc.), and the timeframe to pursue.

Please cite in direct use or derivatives as: Farrell, S. & O’Herron, M. (2026). Collaborative stewardship toolkit. Parks California. https://calandscapestewardshipnetwork.org/collaborative-toolkit-2026. 

The latest online toolkit is at: https://calandscapestewardshipnetwork.org/collaborative-toolkit.  
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