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Session Summary:  Collaboration for Conservation

On 30 April 2004, the Africa Biodiversity Collaborative Group (ABCG) and the Community Conservation Coalition (CCC) organized a session at Conservation International’s 2004 Annual Meeting entitled, “Working Together: The Blossoming of New Thematic NGO Collaborations”.

The session was organized to better understand why organizations form alliances, what elements contribute to success, the challenges to cooperatively addressing an issue, and how and when to evolve or end a partnership. 

Five non-governmental organization (NGO) collaborations shared their experiences:

· Bushmeat Crisis Task Force (BCTF):  a formal collaboration of supporting institutions and an informal network of professionals, bound together by operating guidelines, an active Steering Committee, and a common cause to address the bushmeat crisis.  BCTF was formed in response to a conservation crisis so large, complex and pervasive that no one organization could tackle it alone. The job of BCTF’s 3 full-time staff is to stay abreast of new developments on the bushmeat issue, seek out threats and solutions, and keep a diverse network informed and engaged.  BCTF’s presentation highlighted the benefits of full time staff and host institution support, mechanisms for keeping partners engaged, the limits of volunteerism, and the challenge of keeping a reasonable scope of activity. See: www.bushmeat.org
· CBD COP-7 NGO Consortium: formed in response to protected areas being on the agenda of a Convention on Biological Diversity (CBD) meeting for the first time, this group of major international conservation NGOs used their collective portfolio of conservation investment ($1 billion/year in 120 countries) to add credibility to a joint statement on national protected area policies to adopt, and a joint NGO commitment to increasing and enhancing protected areas around the world. 

· Community Conservation Coalition (CCC): formed to consider social science applications to conservation, this group is challenged by transitions – a part-time coordinator leaving, short-term funding has ended.  CCC is going through a strategic planning process to determine their structure and infrastructure needs.  The presentation also emphasized the importance of copyright accountability for jointly-produced products.  See: http://www.frameweb.org/ev.php?ID=1052_201&ID2=DO_TOPIC
· Conservation Measures Partnership (CMP): started at the Society for Conservation Biology Meeting in 2002 to transform the practice of monitoring and evaluation (M&E) to improve conservation effectiveness.  The CMP members include the major international conservation NGOs who work together to develop common M&E standards, tools, language, and products.  They have hired Foundations for Success, an organization that exists to support cooperative conservation efforts, to coordinate CMP.

· Voahary Salama, a Malagasy field-level collaboration: formed an alliance to expand the scale of influence for a diversity of partners interested in population, health or environment, to address a broad range of needs with a greater pool of technical expertise, and to provide a coherent and consistent approach to development through multiple entry points (agriculture, family planning, forestry, etc.) in Madagascar. See:  http://www.frameweb.org/ev.php?ID=8134_201&ID2=DO_TOPIC
Why NGOs Collaborate?

Nick Salasky of Foundations for Success emphasized that the fundamental reason groups work together is to achieve a result which they cannot or will not achieve working alone.  While the benefits of collaboration are many, ultimately groups work together because of enlightened self-interest.  By combining resources (intellectual, physical and financial), conservation groups are better able to effectively engage with powerful interests in government, industry and development, and achieve their individual goals.  See: www.fosoline.org
Four stages of group formation:

The discussions dealt with how to develop trust, decide on your purpose, determine how you will function as a group and think about the impact, sustainability and momentum of your work.  (See Boxes 1-4.) Collaborations also need to think about when they will end – when will the coalition stop – when do you determine that you have accomplished your objective. This corresponds to one way that folks working on group theory have conceptualized group dynamics.  

According to session chair, Roger-Mark De Souza of the Population Reference Bureau, four stages of group formation should be considered:  

1. Forming: Why work in groups? What are we supposed to accomplish? (Develop goals/objectives) Get a commitment

2. Storming: Define tasks; Determine skills needed; What jobs must we cover? What will I contribute?

3. Norming: How are we going to work together? How do we expect each other to behave? Develop ground rules; Develop a plan for resolving conflict

4. Performing: OK, lets get it done. How are we doing?

Box 1: Reasons for Forming Coalitions and Networks:

· Increases capacity to disseminate information

· Increases potential to synthesize expertise to make linkages

· Increases synergy of ideas and experience

· Increases potential to work across scales and disciplines

· Increases potential to pool resources

· Increases impact of message for policy change

· Helps bring together project results in locations of remote settings

· Allows multiple points of entry in a coherent development approach

· Permits the development of common monitoring and evaluation approaches

· May provide additional support for internal advocacy within organizations

Box 2: Basic Elements to Build Coalitions:

1. Trust in working together

2. Belief that coalition/network is key to achieving change

3. Understanding of work beyond meetings – need to clarify sense of mission/purpose – need for an identity

4. Provide for appropriate system/structure

5. Ensure stable leadership

6. Generate resources

7. Address a crisis

8. Have a sense of place

Box 3: Challenges facing Collaborations:

· Maintaining focus & message

· Competing priorities within multi-issue coalitions

· Dealing with competition between organizations

· Managing an impractical scope

· Handling Donor baises/structures

· Following through on agreements
· Keeping momentum

· Dealing with volunteer and staff turnover

· Continuing participation of leaders/champions

Box 4: Tips from the Field for Partnerships: 

1. Create simple alliances – think of scaling up

2. Allow for decision making at appropriate levels with a flexible approach to collaboration

3. Secure strong leadership and a clear coordination role

4. Negotiate & maintain clear goals

5. Define & maintain clear roles & responsibilities – it’s a joint NGO commitment

6. Adapt to changes

7. Strengthen management capacity

8. Have an independent external review

For More Information:

In Good Company: Effective Alliances for Conservation (PDF) 

www.eco-index.org/new/print-online/pdfs/in-good-company.pdf 

Learning from Experience, a website of natural resource collaboration and partnership case studies and lessons 

http://www.snre.umich.edu/emi/cases/
University of Michigan Ecosystem Management Initiative http://www.snre.umich.edu/emi/collaboration.htm
FRAME – USAID-sponsored information tool that supports collaborations and hosts their websites  

http://www.frameweb.org
FRAME hosts websites for ABCG, CCC, Voahary Salama and other collaborative partnerships
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