Effective Collaborative Action — Guidance Series September 2021

This is part of a series of Guidance notes designed to assist users of the Effective
Collaborative Action methodology. You can find the full methodology here

This Guidance note provides advice and examples for both the stakeholders and
Backbone Support Team on co-creating a governance structure and process that is
suitable for the collaborative action.

Often when we start a collaborative effort - an alliance, partnership, a multi-
stakeholder platform or dialogue — we don't spend enough time together defining
HOW we are going to collaborate, how we want to work together and what
structure to put in place so our effort can be successful. This oversight can lead to
delays, loss of trust, and conflict.

So, this guidance note is designed to help you come together and co-create
processes and structure for the collaborative effort, so that it can be as effective and
purposeful as possible throughout the process.

We recommend that the Backbone support team and facilitator design and
coordinate this co-creation process with an early group of champion stakeholders.

We recommend the following principles be at the heart of your collaborative
structure:

1. Smart and inclusive representation.

o How are organisations represented over time by individuals?

o What tools and support do people need to bring their
organisations along?

o How the balance of representation is ensured, including
marginalized people?

o How dowe bring new folks up to speed so they feel fully part of it?

2. Systems Leadership

o How can we empower leadership across the collaborative effort?
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o How will the smooth running of this co-creative process be
managed?

o Capacity to manage through conflict or disagreement

o Understand the needs of different stakeholders (Government;
Private Sector; Civil Society; Academy; Others)

3. Establish transparent decision-making processes.

o What kind of governance is needed to support the vision?
o Who will lead the work? An individual, a group, a pair?

o Who can make decisions about what?

o How will decisions be made? By consensus, vote?

o How are power dynamics addressed so as not to affect decision-
making?

4. Design appropriate communication strategies and collaboration processes
to engage stakeholders at various levels.

o In what formations do we meet? As a whole group, in smaller
interest groups, in technical groups, both or all in parallel?

o Who do we keep informed, versus consult, versus co-create with?
o How do we ensure marginalized voices are uplifted?

o See more detailed guidance for alignment with the Stakeholder
Engagement Strategy.

5 Embed ability to be agile and adaptable

o Embed in the co-creation process and resulting governance
structure a way to monitor, reflect and capture learning along the
way.

o Set time aside for this and to adapt the process and structure as
needed.

6. Frequency and type of meetings (virtual and/or in-person) match the pace
of the work for different stakeholders needs.

o Decisionsare timelytosupport the speed of the collaborative effort.
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o The design of the meeting is appropriate to the needs and
conditions of the stakeholders

7. Preserve collective learning and intelligence.

o Keep records of all meetings to support building trust and
mMaintain a history of the journey.

o Ascribe/record keeper is essential and prioritises sharing a record
the same week that a meeting takes place.

o Consider using video/recordings to capture the essence of
collaborative sessions, that can be easily accesses by those who
miss it.

o Avirtual repository of meeting notes is available to all stakeholders.
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Example Collaborative Structures

Below are examples of structures used in National Cormmodity Platforms to support
our thinking in co-designing what is possible for collaborative action efforts.

Mongolia Sustainable Cashmere Platform

- Started with a pilot project and set up a market sector advisory group.

PLATFORM = DIALOGUE, CONSULTATIONS, CONSENSUS BUILDING

PLENARY MEETING

STEERING COMMITTEE i
8 member organizations TECHNICAL ment
WORKING :

GROUPS — 7 Incentives

ADVISORY COMMITTEE and

4 member organizations I  Consensus
on Sustain-

ability

AIMAG/SOUM LEVEL GROUPS
[Herder Groups, Coops/

PLATFORM TEAM — 4 person team

PROGRESS TO DATE FUTURE TASKS
JUNE OCTOBER-MARCH 2020 JUNE-SEPTEMBER DECEMBER MAY 2021 - ...
Multi-stakeholder Road Map for the Background National Collective Collective
Conference establishment of studies (2) Action Plan Action &
The Case Of Mongolia’s Multi- conducted and Formulation Investment
Sustainable stakeholder Sustainable consulted with M&E
Cashmere In Cashmere Platform stakeholders Embedding &
Mongolia finalized/disseminated Adapting
MARCH SEPTEMBER APRIL-MAY OCTOBER-NOVEMBER JANUARY-MAY
Consultation MSCP Steering First Plena Action Plan
Pilot UNDP project ry .
on sustainab'jlej meeting on and Advisory meeting conducted e
A draft road Committees MSCP officially Financing long-
chain commenced map established,
TWGs being 2022-2027 IMPLEMENTATION PHASE
formed
2018-2019 DESIGN PHASE 2020-2021 DIALOGUE PHASE

PROGRAMME
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Paraguay Soy Platform

- Started with regional collaboration.

2015 2016
 Mesting 1 Jf Meeting 2 Jf Mesting ﬂ\
Working Group 1 -
Root cause analysis Alto Parand
e Ey Regional event to ‘ = m et | Plenary Meeting to
R present root Causes ' present Draft
provonerechs and define Working Working Group 2 - Alto Commodity Action
production Groti g
TN SLOUpS Parana Plan
 Mesting 1 Jf Meeting 2 | Mesting3 |
Working Group 1 -
2016 Canindenyu 2017/8
Vartfvlegal Reactivate Pl Meeti
mmwwbtdm '::“ g Working Specific participationof | | PASnary Meeting to Oficialization of
Budgetofpubllc || Sroupsfor Thematlc | |stekeholoersion present FINAL National Action
T A T m;‘:;:zlsns Workshops related events Commc:.::: Action “‘"“"“;E;”WN

Costa Rica National Platform for Sustainable Fisheries for Large Pelagics

Project Steering Committee (High-level decision makers)

Implementing Partners:

Ministry of Agriculture and Livestock (MAG)
Ministry of Environment and Energy (MINAE)
Fishery Agency (INCOPESCA - with a non-
voting seat)

Implementing Agency
UNDP Costa Rica

National Director: Project Guarantor:
MAG Sustainable Development Officer UNDP CR
Platro eering Co ee (Te al leve
A @] A ASA A eafood porte g Longline
ecto ade Arra

. _ . Communication Coordinator
Coordinator and Fishing Adviser

Coordinator of Fishery
Improvement Project (FIP)

Finance and Administrative

Assistant
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Previous Guidance for a National Commodity Platform

Below is previous Guidance for a National Commodity Platform. An option.

CONSENSUS BUILDING & DECISION-MAKING

PROJECT BOARD

* One Government Ministry and UNDP
* Asper Project Document and UNDP requirements

PLATFORM STEERING COMMITTEE

* Operates on the basis of consensus-based decision-making, which means all eHforts are takento reach
agreement.

* ROLE: istodrive platform work forward, take practical decisions about process and take formal decisions
based on the input of platform / committee participants e.g. officialise the National Action Plan.

* FORM: maximum 5 organisations, from UNDP, Project Board Ministry, other engaged Ministries and
(if possible) a national level producer or industry association.

* Appointed by agreement of the Project Board.

+ Consensus building forum
to provide inputs on a draft National Action Plan
. multi-stakeholder participation (requirement for representation from 4 categories, best
practice is for balanced representationfrom 4 categories)
participationis not restricted and size is unlimited

* Participation requires written commitment after the public launch and before the first plenary; additional
stakeholders may attend as observers.

* Technical committee participants are automatically plenary participants.

* Multi-stakeholder composition

isto provide expertise, learning, research and recommended solutions/actions for the National
Action Plan within their specific technical area, after agreeing onroot causes of unsustainable
production - all within their specific technical area.

ideally 15 people, with minimum 10 and maximum 30 people per working group
* Participationis formalised with a written commitment in advance of the first or second meeting.

* May setup sub task forces

* This is an essential activity and therefore quality resources, selected with political sensitivity, are needed
to complete it.

Contractindependent organisation / person
* Option: PMU delivers
* Option: Set up Drafting Committee
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