Collaborative Stewardship Transition Kit
Exercise: Should We Merge & What Should We Consider?
Purpose: This set of discussion prompts has been created to help spur discussion about if and how a group wants to pursue a merger with another collaborative or organization due to internal or external factors affecting their work. It also provides a checklist of important considerations for if you do decide to do so. 
Suggested Participants: This is designed for members of the collaborative’s leadership team. Note: it is recommended that each collaborative works through the pertinent prompts below first.  Once there is clarity about why, with whom and when a merger is beneficial, then either the entire leadership team or a representative task force from both interested collaboratives to further discuss the potential merger. This second set of conversations could include issue resolution, clarity about why, further prompt discussion plus identification of process to determine next steps. 
Suggested Group Size: 4–8 
Prework: It is strongly suggested that partners spend time thinking about these prompts ahead of time. A summary of each collaborative’s current vision, mission, purpose, functions, membership, and structures will help support their reflections, and can be used during the discussion. 
Time: As long as you need, likely multiple meetings or conversations over a 2–4-month period.
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
Process: Go through the prompts below (or a modified version of them) as a group, noting responses on a flip chart or through another method as preferred. Use this as the basis for your discussion and determining next steps.
Note: these prompts are designed for partners to explore internally IF it makes sense to pursue discussions with other (or multiple) collaboratives/organizations about merging.  If there isn’t clarity that pursuing a merger strategically makes sense, then internal discussions at the leadership and operations level should continue.
Overlap, Duplication and External Landscape
· Are we duplicating efforts with other collaboratives or regional initiatives? If so, how?
· Has the external landscape shifted (policy, ecology, agencies, Tribal priorities) in ways that require a new approach?
· Would integration, consolidation, or a new model reduce partner fatigue?
Purpose, Strategy, and Fit
· What is the driver for potentially merging, and how might doing so address that?
· How aligned are our missions, values, and long‑term goals with the other collaborative/group?
· Would merging help us achieve outcomes that neither can reach alone, or amplify our work?
· What strategic advantages might a merger create for the region, participating partners, and/or ecosystem stewardship?
· Where do our priorities naturally converge—and where do they diverge from other collaboratives/groups we could potentially merge with?
Note: these prompts are designed to support both internal collaborative discussions and shared discussions between those interested in merging.
Roles, Functions and Workstreams
· How do our current roles and functions overlap?
· Would merging streamline, amplify, or increase the quality, pace, or scale or our individual efforts? Would it introduce new complexity?
· Which collaborative processes and functions could be strengthened by combining capacity (e.g., data, outreach, planning, active land/sea stewardship)?
· What work might need to be restructured, reframed, or sunsetted if we merged?
Governance and Decision‑Making
· How compatible are our governance structures, norms, and decision‑making processes?
· What governance model would best support a merger (including an existing one)?
· How would representation and power sharing change across partners?
· What concerns do partners have about voice, influence, or authority in a merged structure?
Partner Composition and Dynamics
· How similar are the types of partners involved in each collaborative (agencies, Tribes, NGOs, community groups)?
· What dynamics—either positive or challenging—exist among partners across the two collaboratives?
· How would we ensure equitable voice and participation in a merged entity?
· What opportunities or risks might arise for community or Tribal partners?
Funding, Fiscal Administration, and Resources
· How do our funding models, fiscal hosts, and grant obligations align or conflict?
· Would merging strengthen our ability to secure and manage funding?
· What fiscal risks or liabilities would need to be addressed?
· How would we coordinate fundraising and avoid duplication in a merged structure?
Backbone Staffing and Operational Capacity
· How would backbone roles and staff be combined, reduced, redistributed, or expanded?
· What operational strengths should be maintained in the merger, and how?
· Are there redundancies or gaps that a merger could resolve?
· What staffing model would best support the scale of a merger?
Culture, Identity, and Trust
· How similar are our cultures, norms, and ways of working?
· What trust building would be needed before a merger could succeed?
· How might we honor the histories and identities of both collaboratives as a part of the merger?
· What concerns (if any) do partners have about losing identity or visibility?
Risks, Challenges, and Deal‑Breakers
· What risks—financial, political, relational, or operational—must be considered?
· What would be unacceptable or unworkable for our merger?
· What conditions would need to be in place for partners to feel confident moving forward?
Transition Pathway and Readiness
· What would a thoughtful, phased integration process look like?
· What early steps or pilot activities could help us test alignment?
· What support (facilitation, legal, financial, etc.) and agreements would we need to navigate a merger?
· Are we ready to explore this seriously, or do we need more information first?
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The latest online toolkit is at: https://calandscapestewardshipnetwork.org/collaborative-toolkit.  
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