	
	
	



Collaborative Stewardship Sustainer Kit 
Exercise: Assessing & Modifying a Collaborative’s Composition
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 Collaborative Stewardship Sustainer Kit.
Purpose: This set of discussion prompts has been created to help spur and support conversations to assess if and how a collaborative’s composition is still meeting its current, and anticipated future purpose, functions, and priorities. The results can be used as a basis to decide whether to modify the shared purpose, and if so, how.
Suggested Participants: 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 members spend time thinking about these prompts ahead of time. A summary of the collaborative’s current, and anticipated changes to the purpose, functions, composition, partner selection criteria, governance structures, and priority activities can be used as supporting materials during the discussion.
Time: 2–4 hours (and will likely require multiple discussions)
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 flip chart 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, or someone else with basic facilitation skills. 
Materials: Whiteboard, flip charts, easels, pens, sticky notes
Activity 1: Reviewing and assessing collaborative’s composition (4–6 people per small group) (2–2.5 hours) 
· Break larger group into small groups at separate tables. Designate a table facilitator and notetaker. 
· Briefly review the types of background materials provided together. (10 mins)
· Begin with a roundtable discussion about the drivers for considering modifying the collaborative’s composition (e.g., changed context, new pressing issues, new relationships, adoption of equity principles, responsiveness to interests, 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 composition and why. (15 mins)
· Use the prompts to guide the small group discussions and record high-level responses, issues, concerns, additional questions, information needs, etc. (60–75 minutes)
· Review the small groups’ flipcharts and note key points to discuss with the larger group, including existing (or newly developed) prompts that should be discussed together (20 minutes)
· Report Out – Each small group spends 10 minutes sharing the key points of discussion, questions for the larger group to discuss, information needs, and their initial thinking about if there is a need to change/evolve the collaborative’s composition.
Discussion Prompts
Understanding Current Alignment and Impact
· How well does our current composition reflect the needs and conditions of our collective work today?
· Are we still addressing the most pressing challenges and opportunities, or have new ones emerged that require attention? Who needs to be involved to do that?
· Is our composition reflective or our vision for the future?
· Where are we having the greatest impact, and where are we falling short? Who else could help us in those areas?
· Assessing Internal and External Shifts
· What internal changes (e.g., membership, leadership, capacity) have influenced how we work together?
· What external shifts (e.g., policy, funding, community needs, political climate, cultural changes) might require us to rethink our composition? What has changed or will change and how? How can this group respond or prepare for these changes?
· Are there opportunities or risks we didn’t anticipate when we first formed?
· Has there been/do we anticipate an internal change in partner focus or capacity that affects what this group is focused on or why we are working together? If so, what is it? What do we need to do to address this change or prepare for the future?
Considering the Role of New Partners and Voices
· What new questions or perspectives have recently added partners or leaders raised?
· How do these perspectives challenge or enrich our current composition?
· Are we open to re‑thinking our composition in ways that reflect a broader or more diverse set of priorities? If so, how?
Evaluating Readiness for Systemic Change
· Have we reached a point where focusing on systems, structures, or policies would create greater impact than continuing with individual initiatives?
· What would shifting toward systemic change require in terms of capacity, relationships, or strategy?
· Does our current composition support this shift, or would it need to evolve?
Checking for Purpose Integration Across Partners
· How well does the collaborative’s composition reflect the work, priorities, or strategies of individual partner organizations?
· Are partners still invested in this purpose, or are their organizational priorities shifting?
· What does partner engagement tell us about whether our composition is still the right one?
Determining Whether to Maintain or Modify the Composition
· What would be lost—and what could be gained—by modifying our composition?
· Are we experiencing attrition based on interest in what we are doing or are we responding appropriately to changing conditions?
· Does maintaining our current composition still position us for meaningful, collective impact?
Exploring Pace and Timing
· Is the need for change gradual and emerging, or urgent and immediate?
· What is the appropriate pace for revisiting or revising our composition?
· How can we ensure that any shift is intentional rather than reactive?
Activity 2: Activity 1 synthesis, decisions made, and next steps (All) (1.5 hours):
· The facilitator and individual table notetakers 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 among participants related to deciding if and how to modify their composition, and where there are areas of difference. (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, is there a need for facilitated discussion with the group to determine if to amend the composition and any modifications to the current selection criteria? 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 (more conversation, additional information/participants, etc.), and the timeframe to pursue those.
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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