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Roadmap for Collective Action  

Globally, we have seen how our actions and choices can alter our climate, access to clean 

air and water, and biodiversity.1 In the same ways that human development has created 

these impacts, humans can work to shift towards better balancing our own needs with the 

health of our planet.  

Rare’s Roadmap for Collective Action is designed to support a coordinated global shift in 

human behavior that addresses the increasingly clear tragedies of the commons: the land, 

waters, and climate that make life possible that shift. The Roadmap considers how 

everyone — from local communities to global policy frameworks — can meet the urgent 

need for transformative conservation and address the scale of critical environmental issues 

while balancing and aligning nature and people.2  

Groups of people worldwide get asked to try and solve all sorts of problems, big and small. 

How do people from unique backgrounds combine their different skills and perspectives to 

make change happen? Collective action is an effective strategy for bringing diverse actors 

together to solve local to global challenges.  

Collective action has been defined in many ways over the past two decades. Still, it comes 

down to a basic definition: bringing together a group of people who recognize shared 

interests or issues and intentionally agree to work together to achieve a desired outcome.3 

If successful, the desired outcome spreads throughout a group of people, leading to better 

results than expected when people work alone.  

When group members work together toward 

collective action, they must influence one another’s 

efforts and hold each other accountable.4 This is 

achieved through 1) a relatively high degree of 

structures and processes and 2) moderate to high 

levels of engagement between members and 

consistent participation among members, who 

include the diverse mix of stakeholders connected by 

a problem or challenge.   

 

"Change happens because groups 

of people in relationship with each 

other — networks, communities, 

ecosystems, whatever you want to 

call these groups of people — lean 

into those relationships and find 

ways to work together." 

– Andy Stoll, Ewing Marion 

Kauffman Foundation 
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Collective Action is at the core of Rare’s vision to create a “world in which the cumulative 

power of individual action restores and safeguards our shared waters, lands, and climate.”  

Over five decades, in more than 60 countries, Rare has influenced the way millions of 

people care for nature. In the process, Rare and its partners have established protected 

areas, fostered more sustainable practices, and advanced behaviors that restore vital 

ecosystems and benefit the people who most depend on them.  

Each Rare program shares the goal of driving collective action at the individual, local, and 

regional levels to address global challenges. Rare takes a collaborative approach by 

working with the most appropriate agents of change (e.g., influencers) and providing them 

with the skills and resources necessary to create change. Rare works with people for nature 

and with nature for people by overlaying climate impacts and solutions, empowering local 

communities, and supporting enhanced biodiversity and ecosystem function. 

Environmental issues are inextricably linked to fundamental human rights, health, and 

economic and social justice issues. We cannot address one threat without confronting the 

others. 

The framework and enabling conditions in this Roadmap for Collective Action provide 

guideposts for initiating, operating, and successfully advancing collective action.   
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Introduction 

Is it a Collective Action Problem? 

Before beginning a collective action initiative, 

project proponents should consider if they are 

addressing a collective action challenge.  

Collective action is often used to address 

common pool resources (CPR), which are any 

material goods diminished in quantity or quality 

through use and are complex and/or costly to 

exclude others from using.9 While narrower than 

the definition discussed on page 1, this is 

generally the definition and the types of 

challenges used to inform the examples in this 

Roadmap. Using CPR for short-term benefit 

without restraint can make it unavailable through 

depletion (sometimes called a ‘tragedy of the 

commons’) unless users can organize to restrain 

their use sustainably — this is the crux of a 

collective action problem.  

The most common CPRs involve resources that 

represent low-supply, high-demand, and 

extractable systems that rely on group 

rulemaking around how to set exclusion criteria, 

divide the shared resource pool (e.g., pastures, 

fisheries, forests, irrigation systems, and 

aquifers) among authorized users, and 

contribute to maintaining (i.e., provisioning) the 

pool over time.10  

Collective action can also be a highly effective 

means to address complex development 

problems, such as poverty, access to education, 

climate change, child mortality, access to potable 

The Role of Collective Action in 

Community-Based Conservation  

Collective Action is foundational to many 

community-based conservation 

frameworks.5 When Indigenous and local 

communities govern their own lands and 

waters, communities have more intact 

forests and carbon storage potential and 

greater provision of essential ecosystem 

services than government-run protected 

areas.6 This is partly due to a deep and 

cultural connection to the land, use of 

traditional ecological knowledge (e.g., 

prescribed burning, fishing, and hunting), 

and rights provision. Community-based 

collective action efforts can promote 

sustainable natural resource management 

through improved coordination, 

enforcement, compliance, and conflict 

resolution; facilitate social learning and 

the diffusion of innovations within the 

community and beyond; and more rapidly 

build trust in communities.7  

Successful community-based projects 1) 

support free prior and informed consent 

and provide pathways for communities to 

seek justice; 2) provide communities 

access to information and the ability to 

participate and freely express their 

interests in political and decision-making 

processes; and 3) promote stability in 

supralocal governance structures, 

regulatory environments, recognition, and 

enforcement of rights.8 Additional benefits 

from and strategies for community-based 

collective action are explored throughout 

this Roadmap. 
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water, corruption, etc. These types of challenges often 1) exceed the mandates of individual 

organizations and institutions and/or 2) are complicated by competing stakeholders’ efforts 

that lessen their collective results due to unintended consequences and reliance on 

ineffective incentives.11  

Benefits of Collective Action 

When successful, collective action yields numerous co-benefits: 

• Promotes leadership across organizations and improves equity and inclusivity 

within partner relationships by shifting leadership, ownership, decision-making, 

evaluation, and implementation to the people and institutions at the center of the 

challenge. 

• Enables strengthened partnerships among local actors through co-creation and 

capacity strengthening that improves understanding of local systems, contexts, 

stakeholders, and their roles and responsibilities to affect change. 

• Establishes new norms and monitoring and sanctioning systems among 

community members, which could encourage sustained resource manager 

engagement in the desired natural resource management behavior.  

• Avoids the conflict caused by top-down regulations (i.e., laws and fines), which 

private landowners often believe are inflexible, inefficient, onerous, and undermine 

private property rights.  

• Ensures rules are followed since natural resources are more likely to be conserved 

when resource users have collaborated to organize monitoring and enforcement 

activities.12 

• Opens the possibilities for creative synergies and innovation from those 

providing the solutions across a diverse range of partners and types of knowledge. 
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What Gets in the Way of Collective Action?  

Often, as humans, a desire for individual thoughts and actions gets in the way of collective 

action because, as in many CPR challenges, individuals take more than is needed, depleting 

the resource for the larger community. Several factors or stressors can get in the way of 

successful collective action efforts.20 

● Anonymity worsens as more actors are involved and is reinforced as the area of 

interest expands and the timeline gets longer between action and change. 

● Lack of knowledge about other actors' choices and actions reduces transparency. 

● Lack of accountability impacts development and following rules. 

Considerations for Large-scale Collective Action Challenges  

For CPR problems at the national and/or global scale, special considerations are needed to be 

successful. The following characteristics can identify a large-scale collective action problem: the large 

number of actors involved; the problem’s complexity; and the spatial and temporal distance between 

the actors causing and being affected by the problem.13  Spontaneous collaboration diminishes in large-

scale collective action problems because these problems often include anonymity, heterogeneity, 

uncertainty, and inactivity.14 Much of this is because any changes to resources may be imperceptible to 

users if, for example, the CPR is very large compared to the use rate (e.g., climate change impacts 

caused by carbon dioxide emissions). Additional challenges include the high cost of compliance and 

difficulties communicating cause and effect.15   

Prominent examples of large-scale common pool resource challenges that benefit from collective action 

include global air quality, ocean acidification, global biodiversity loss, and public healthcare systems 

during a pandemic.16  For instance, many people using up the carbon budget do not perceive it as 

entailing shared consequences, leading to an asymmetrical distribution of costs and benefits. This is 

similar to challenges with conceptualizing water quality within nested watersheds.17 The resources in 

this Roadmap can support overcoming these challenges.  

Third-party interventions can help overcome large-scale collective action problems by 1) facilitating 

regulation and/or 2) supporting collective action among actors by reducing stressors and promoting 

enabling conditions.18 To be successful, a third party needs to have the power or ability to influence 

actors, to increase cooperation either by facilitation or through various forms of sanctions or 

enforcement tools, and provide legitimacy in the view of key actors.19 Organizations like Rare often take 

on this effort. 
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● Heterogeneity, such as identity differences, socioeconomic status, and power 

asymmetries, jeopardizes reciprocal relationships and trust building. 

● Rivalry or conflict of interest contributes to the tragedy of the commons. 

● Uncertainty and risk regarding consequences (e.g., lack of knowledge about the 

size of the shared resource) limit clarity around implementation and rule-following. 

● Emotional and cognitive limitations when the actors have a more challenging 

time relating to people with whom they have no personal relations. 

● Power and agency related to the control of resources and power dynamics, 

resulting in a lack of trust and inclusion of diverse voices. 

The Role of Behavior Change in Collective Action 

Practical and psychological barriers often 

thwart the best intentions to act more 

sustainably. The individual behaviors of 

people and communities cause many 

environmental problems. That also means 

that changing behaviors can help alleviate 

these problems. In the best cases, “win-

win” scenarios reduce environmental 

threats while enhancing human 

livelihoods.21  

Rare's Levers of Behavior Change 

Framework is helpful for thinking about 

collective action and highlights six critical 

levers for promoting behavior change: 

shifting material incentives, passing 

effective rules and regulations, providing actors with information, choice architecture (i.e., 

when we recognize an actor’s values and shift the choices they have), emotional appeals, 

and leveraging an actor’s social networks and influences.22 More information on how to use 

each lever can be found at www.behavior.rare.org.   

These levers can create a frame shift in how people behave to succeed in Collective Action 

efforts.  

    

Figure 1.  Rare's Levers of Behavior Change Framework 

http://www.behavior.rare.org/?utm_source=roadmap-collective-action&utm_medium=pdf&utm_campaign=roadmap-report-02-2024
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Enabling Conditions Framework  

Certain conditions favor effective cooperative resource management. If these conditions 

are not met, failures can occur. Conversely, the more conditions are met, the more likely it 

is that collective action is successful, sustainable, and scalable.  

The design of this Roadmap breaks down enabling conditions into components that 

support and sustain collective action. The enabling conditions are grouped into three types 

of actions: those that form the Foundation for effective collective action, those that form 

the Structure, and finally, those that contribute to its Sustainability.  

Each section of the Roadmap provides information on how the enabling condition can be 

supported, common barriers faced, behavioral resources, and examples from the field. 

While these conditions are separate in the Roadmap, we recognize that the conditions often 

interact with each other.   

 

Developing and implementing a collective action process typically happens over multiple 

years, with many enabling conditions occurring in phases. Some conditions apply to 

different stages of setup, maturing, and sustaining a group focused on collective action. As 

this group evolves, some conditions may be more important than others.  

For example, as a group of local actors moves beyond only sharing information to 

coordinate actions toward a common agenda, they may need more resources and 

consensus. Building on an existing group or network and morphing it into a collective 

action coalition may look entirely different than creating a group where one did not exist 
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before. As these processes and outputs may look different, they also may require different 

measurements and timelines.23 

This Roadmap aims to provide users with an understanding of the rationale for each 

condition, tools to support meeting the condition, and examples of where the condition 

has been met in the conservation field. It also provides examples of potential roadblocks 

and bottlenecks to achieving these conditions.   

Decision Support Tool 

The Roadmap also includes a self-evaluation tool that gives users an understanding of 

where they are in the process. For instance, the “Developing Shared Understanding” 

section is typically one of the first conditions to be met. Still, partners may have already 

worked with a coalition on previous projects and may not need to spend as much time 

here if that coalition can be repurposed. By completing the self-evaluation, users can 

identify potential gaps before beginning a project, identify potential partnership needs, and 

assess strengths and weaknesses.  
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Partners and Audience 

The Roadmap for Collective Action audience includes high-level decision-makers and 

leaders at NGOs similar to Rare; governments at multiple scales (local, regional, 

subnational, national, and multilateral; the private sector; and donors and foundations. It 

can also be used as a high-level set of guideposts for implementers such as organizational 

staff doing consultation work, extension agents, and community-based stakeholders.    

Actor Roles in Collective Action 

Different actors (and coalitions of actors) have varying degrees of power to affect change. 

One way of viewing roles is through an actor-network framework rather than a top-down 

and bottom-up framework which may set up power dynamics and result in inequities.24 

This can be achieved by placing the collective action issue at the center rather than placing 

the lead partner in the center. Coalitions between different types of actors — united by 

common interests, ideas, or values — can be vital to triggering sustainability transitions 

because rarely does a single actor have the necessary resources, and usually, other actors 

oppose transformation. Collective action is most effective and sustainable when organic 

and locally owned.  

• Policymakers, governments, and public authorities are a significant focus of 

collective action, given their role in setting and enacting societal rules. In most 

contexts, government buy-in is essential for collective action to achieve progress 

and sustain the effort over the longer term. Public sector organizations can provide 

a protective environment for innovation niches to develop. In some cases, they can 

lend legitimacy to the effort and/or amplify the need for change, especially in 

enabling, sustaining, and scaling up community-based initiatives.  

• International consortiums/coalitions (e.g., The Arctic Council) can become 

platforms to accommodate diverse or even conflicting interests of states and 

different actors, including Indigenous communities, industry representatives, and 

non-governmental organizations. This structure enhances the flexibility to engage 

several scales, from local to global, private, and public. International organizations 

may also coordinate different but related areas of law and address inconsistent and 

incompatible obligations and regulatory gaps. The powers exhibited by 

organizations (i.e., lawmaking, monitoring and supervision, data collection and 

dissemination, and dispute-settling mechanism) can counteract the challenges 

found in large-scale collective action problems.25  
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• NGOs at all levels can hold actors accountable and provide capacity, technical 

assistance, and access to those in power for communities while accelerating and 

amplifying change.  

• Citizens forming social movements can trigger positive tipping points and start 

upward-scaling tipping cascades. Citizens are critical to the uptake of alternative 

behaviors and products.26 Often, citizens come together to create formal structures 

and become seen as a trusted entity for community change.  

• Donors and funders have a broad vision of a portfolio of local and global projects. 

They can help collective action efforts in seeing and setting high-level visions, 

sharing lessons learned and best practices, and supporting bringing non-traditional 

groups together. An essential part of collective action for these actors to consider is 

that providing financial resources can affect the power dynamics within the group, 

incentives for stakeholders, and other aspects that affect group cohesion. The 

power dynamics can be mitigated when funders take on the “blind funder” role, 

where funders contribute to a pooled resource available to respond to needs as 

they arise (e.g., the Global Environmental Facility). 

• Researchers and technological innovators create novel alternatives, and 

entrepreneurs can help propel their upscaling. Experts and knowledge institutions 

can provide authoritative information. Universities can provide technical expertise 

in developing defensible, unbiased, and third-party strategies and include 

researchers based on critical needs, including ecologists, engineers, and social 

science researchers.   

• Private sector can participate in market access, manufacturing and marketing 

support, and product distribution by increasing access to markets, technology, and 

specialized skills such as product certification, increasing the technical and financial 

viability of the initiative. Private firms can actively engage in innovation trajectories 

and help build an innovation ‘ecosystem’ that learns by doing.27 

• Financial actors (e.g., banks) have considerable leverage to change the global 

economy and create supportive policies and practices for collective action. 

• Marketing expertise and media can help tip change in public attitudes. The media 

can help communicate it. 
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Choosing A Collective Action Partner 

New partners and geographies can use this Roadmap to identify strengths and gaps in 

collective action strategies, tools, and supporting behaviors. As organizations begin this 

process, consider the advantages of connecting with organizations with collective action 

experience. There are several considerations to keep in mind: 

● Understand what your project needs to succeed. Who has what type of interest 

in your challenges and planned action areas? Who can best help address your 

challenges as a partner? Who needs to be part of the solutions that will address 

your challenges? 

● Understand their local capacity in the regions of your interest. An organization 

that is relatively strong at facilitating collective action in one area might take years to 

build the capacity, networks, and reputation necessary to function effectively in a 

new region. 

● Consider the level at which they implement. Some organizations specialize in 

delivering technological solutions or educational campaigns to communities, while 

others work on creating the institutional conditions for more comprehensive change 

(e.g., government policy changes). 

Centering Social Equity and Justice  

Traditionally conservation initiatives need to pay more attention to the relationships among power, 

wealth, and land and resource control. To the extent that these initiatives consider equity and justice, 

they tend to focus primarily on distributing costs and benefits; secondarily on decision-making 

procedures and participation; and little on recognizing the status, values, institutions, and interests of 

diverse peoples. Historical and present injustices undermine many of the features of a successful 

collective action initiative.28  

Common results of colonization and subsequent intergenerational trauma appear in large, diverse, 

rapidly growing, or changing communities involved in conflict and pronounced inequality or legacies of 

oppression, marginalization, and dispossession.29 These characteristics often break down the 

components necessary for collective action, including familiarity, frequent interaction, shared identity 

and purpose, reciprocity, and trust —  all of which can limit social cohesion, a significant predictor of 

success in collective action initiatives. We have included examples of best practices throughout this 

Roadmap. 
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● Understand the organization’s mandate to work in the desired setting. For 

instance, is the partner accepted by or working in partnership with the government? 

Does the partner act as a contractor paid to provide advice on behalf of another 

organization? What are their expectations of financial resource sharing? 

● Understand existing initiatives linked to your effort. Are there current collective 

actions addressing the water resource management system conditions that 

generate your challenges? Is there room for a new collective action, or will this 

spread resources too thinly among many different efforts and dilute outcomes?  

 

 

  

What if there’s already a coalition in place?  

An existing coalition is more likely to be developed organically, and its members’ recognition of the need 

to collaborate often drives its creation. This type of starting point is generally more sustainable and 

effective and may also require less effort and resources to facilitate. Establishing a new coalition when 

one already exists can also generate confusion and misunderstanding and dilute resources and 

memberships.  On the other hand, existing coalitions are also likely to come with their own pre-existing 

biases. For example, the existing coalition may have limited diversity, exclude some critical voices, have 

unequal power dynamics, display a lack of transparency, or use unfair processes for decision-making. 

However, supporting the existing coalition may still be more effective, especially if they are willing to 

adapt. In other cases, establishing a new collective action coalition may be the most effective way to 

address the development issue fairly and at scale. 
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Typical Lead Partners in Collective Action 

Corporate Entities 

Large corporate entities often need to balance profits with the need to achieve 

sustainability (e.g., ESG). They often need to see a clear benefit to support reputation 

growth and brand enhancement, which sometimes originates through social pressure. For 

example, when considering climate change and greenhouse gas emissions, they need to 

understand their contribution, address international levers (e.g., Scope 2 or 3 emissions 

reductions), and show demonstrable progress in reductions.  

Often corporate partners move quickly and are hierarchical with evolving corporate 

strategies that can shift every quarter. Because of this, they might be less patient with 

longer-term government policies and regulations, yet they are often well-connected 

politically.  

Organizations can partner with and provide value to corporate entities in several 

ways. Often corporate social responsibility (CSR) funds can be channeled through a third 

party to reach people and places corporations cannot get by facilitating meaningful 

engagement to meet community needs. Partners can often serve as advisors and subject 

matter experts, support measurable actions, provide connections to leadership (e.g., 

promoting new regulations), meet in the middle between the rapid speed businesses move 

and slower government policies, and help align non-profit and for-profit missions and 

goals. Examples include partnering with insurance providers to develop parametric 

insurance for coastal communities or partnering with banks to deliver financial literacy 

training to communities. 

Corporate entities benefit from clearly stated goals, and when available quantitative 

information such as data, information, and factsheets, which include regular updates such 

as biweekly progress reports that can be integrated into existing offerings (e.g., business-

to-business approach). Flexible budgets and fee-based models often work well. Because of 

the desire for brand-building events and materials, beneficial activities include co-

sponsoring public events, symposiums, and bi-lateral convening (e.g., Conference of Parties 

(“COP”) and climate week) that reach large numbers of people and/or their communities of 

interest.     
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Government 

Governments often must meet commitments across local, national, and global reach and 

are responsible for executing plans and policies that could come from collective action 

efforts. By their nature, they are required to meet the needs of the communities they serve 

and often have a strong relationship with local stakeholders (though this may be negative if 

impacted by distrust or lack of follow-through). This often means they can support 

collective action by duplicating efforts in other areas and supporting innovations through 

technology transfer.  

Governments can offer subject matter expertise, bring an understanding of a system, and 

support capacity building and sharing of their information, data, and tools. At times, their 

limitations include bureaucratic processes, a need for hard evidence and rigid 

requirements for reporting and monitoring, a lack of belief in community processes, 

restrictions on funded activities, and limited resources and management capacity. It can be 

challenging for elected officials to build trust and relationships in four years, especially 

when “legacy building” is top of mind.  

Partners can provide value to government entities in several ways by bridging global 

to local goals and needs (e.g., localization), helping advance policy goals, increasing capacity 

and providing training to reduce government turnover, sharing tools and technologies, and 

elevating and reaching voices of communities while having more flexibility in managing 

resources.  

Governments benefit from information that can be easily translated to policy, aligns with 

multiple levels of government, is linked to evidence-based research (e.g., peer-reviewed 

studies), and is written in “government speak.” 

Donors and Funders 

Donors and Funders need to satisfy their mission, show a return to their Boards, and show 

high impact/outcomes of their funds. They often desire to be part of a broader consortium. 

Like governments, it can be challenging for them to pivot quickly from their strategies and 

programs. However, unlike governments, they often are more flexible in activities that can 

be funded (e.g., funding food for meetings and childcare); this allows them to amplify 

government funding. Many funders now support conservation’s decolonization and 

strongly desire to invest in local communities, spending less on developed country 

intermediaries (Official Development Assistance investments).30 This is especially true as 
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more and more individual donors are motivated by future generations and need to 

become more connected to the natural world. 

Partners can provide value to donors and funders in several ways. Like with 

governments and corporations, partners of donors and funders can serve as a trusted 

gateway to help get more funding to the local level — partially by managing funds on 

behalf of local actors as an intermediary and by helping to build the capacity of local 

groups to be able to receive and manage funding. Through this process, partners can help 

foundations meet their environmental and social priorities with communities they typically 

do not have relationships with or access to. On the flip side, they can help local 

organizations navigate the funding landscape and open the door to additional funding. 

Similarly, partners can help funders and donors track, meet, and communicate progress 

towards and participation in broad international goals related to Sustainable Development 

Goals, National Biodiversity Strategies, and Action Plans, Nationally Determined 

Contributions (to climate change), and a growing commitment to integrated social equity 

and a rights-based approach to conservation through social safeguards and 

decolonization.31      

Effective materials for funders often include individual-oriented storytelling with visual and 

tangible human-centered elements (e.g., videos, stories, testimonials). At the same time 

materials should be grounded in data and evidence and linked to clear goals. Information 

and briefings that show knowledge of others involved (particularly other donors), peer-

relevance, and knowing they make a difference but aren't alone in providing support. 

NGOs 

Program partners and other large NGOs have their own missions and work plans to 

achieve, which includes engaging target audiences, measuring impacts of activities, and 

demonstrating successful work with partners. They often need to meet the needs of a 

diverse range of constituents. At the same time, they must meet funders’ requirements, 

including foundations and governments, while staying true to commitments to 

stakeholders — a challenge to maintain their own identity while having a larger impact. To 

involve new NGOs in collective action, demonstrating clear actions and benefits towards 

existing projects and stakeholders is beneficial and helps build trust for local NGOs’ 

consistency and reciprocity.  
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Partners can provide value to NGOs in several ways. NGOs can collaborate to 

accelerate collective action by filling in gaps in subject matter expertise, providing training 

to additional groups, aligning plans and targets, by sharing in impact measurement, and by 

showing the effectiveness of actions on the ground. For local NGOs, actions can include 

providing support (financial, training modules, connection to a larger pool of practitioners) 

for program implementation and improving accessibility to higher-profile organizations. 

For larger NGOs, the focus can be on exploring mission alignment.  

Effective materials for other NGOs often include examples from the field and examples in 

short form, behavioral insights and access to expertise, data collection and impact 

platforms showing where programs have been effective.    
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CONDITION 1:  

Resource Boundaries are Clearly Defined 

Resource boundaries are clearly defined so that legal recognition is available at all levels 

(e.g., local government recognition; national policies and legislation; and advocacy through 

organizing).  

Overview 

Boundaries are junctures that distinguish people, objects, activities, institutions, and so on 

from each other. Clearly defined boundaries increase the likelihood that groups will self-

organize to achieve collective action.32  

Clear boundaries help users collect better information about resource conditions, facilitate 

monitoring and exclusion, and internalize the costs and benefits of management. When a 

group of organizations has a history of collaboration and a strategic plan of prioritized 

actions, they can increasingly acquire resources that further build their capacity. At the 

same time, other places with less visible or formalized boundaries may need help to gain 

these benefits. Tools to support boundary definitions include mapping ecological 

connectivity, geospatial planning tools and technology and visual aids, and demographic 

information. 

For many natural resource management challenges, management efforts’ effectiveness on 

one property may be influenced by actions taken on neighboring properties, making 

cooperation among land managers across properties often essential for achieving 

management goals.33 These are ownership or rights boundaries.  

Examples of Resource Boundaries 

● Rare’s Fish Forever program shares scientific knowledge with communities to help 

design marine reserve networks to protect. They develop Managed Access areas 

with Reserves (MA+R) for fisheries by working with the community to establish no-

fishing boundaries based on community mapping.  

● Property rights/land tenure on smallholder farms to understand opportunities and 

barriers around ownership and authority. 

● Legal boundaries around requirements for solar ownership (e.g., home ownership). 

For example, more than 154 million people aren't able to host their solar arrays 
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because they lack suitable rooftop space or rent their homes.37 That’s where 

community solar comes in, where multiple participants own or lease shares in a 

mid-sized solar facility and receive credits that lower their monthly utility bills based 

on how much power the facility delivers to the grid. Rare’s Climate Culture program 

is attempting to shift boundaries and support social equity by supporting 

community solar. Their SHINE community solar program also integrated various 

partners’ objectives, including their desired behavior changes, the neighborhood’s 

desire for jobs, and the US Department of Energy’s desire for increased solar 

capacity and electrification, and thus included organizational boundaries. 

● Wildlife corridors span political and property boundaries, yet once established 

create a long-term pathway for movement and migration. The Greater Yellowstone 

pronghorn corridor was established on private and public lands after receiving a 

critical threshold of land manager support.  

While we may traditionally think of boundaries as easily visible such as property 

boundaries and the transition from a forest to grassland, several other boundaries are 

important when considering collective action. These non-resource boundaries impact the 

design and effectiveness of resource boundaries and any rules or regulations intended to 

protect resources. 

● Functional boundaries between different functions within an organization, often 

referred to as “siloes” (e.g., wildfire agencies suppression staff versus risk mitigation 

staff).34 

● Organizational boundaries created across different entities (e.g., federal, state, and 

local government jurisdictions) that include the diversity of missions, incentives, 

accountabilities, and cultures across jurisdictions and geographic scales of authority, 

historically stymied cooperative, coordinated collective action.35 In the Philippines, 

differences in management jurisdictions between national agencies and local 

governments in protected areas create confusion about whether small-scale fishers 

hold their preferential rights in municipal waters, even though they do. 

● Conceptual boundaries such as terminology and knowledge differences, known as 

knowledge-as-boundary.36 
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Strengthening Factors 

Several barriers can get in the way of this condition, including: 

● Overlapping regulations (e.g., marine protected areas under national environmental 

departments and municipal waters under provincial government authority); 

● Non-existent Boundaries (e.g., high seas) or with contested jurisdiction (e.g., 

Western Sahara); 

● Unclear sense of scale; and 

● Unclear locus of control and impact of change (e.g., people involved in climate 

change don’t see the impacts of positive behavior).  

The strengthening factors below can help overcome these barriers.  

Boundaries are clearly defined, visible, and include the area of influence. An example 

is marking the edges of sensitive habitats with clear signs, tape, buoys, and/or fencing as a 

visible reminder. 

Community-based rights are recognized and part of the collective action process. The 

question of ownership is often a concern, as is the need to include community and 

Indigenous voices in developing boundary definitions.38   

Rights inform the boundaries that can be created and driven by communities and 

initiatives that demonstrate their effectiveness as land managers. Marginalized people 

often have difficulty making their voices heard and strengthening their property rights 

improves their bargaining positions. For example, enhancing rights to even relatively small 

homestead plots can increase food security by allowing women to grow gardens; rights to 

common property often provide insurance for people experiencing poverty. Many 

countries are now adopting policies to devolve the management of forests, fisheries, 

irrigation, watersheds, or rangelands to local communities or to develop some form of co-

management between the state and communities.39 

Rights do not necessarily imply full ownership and the sole authority to use and dispose of 

a resource. Individuals, families, groups, or even the state often hold overlapping use and 

decision-making rights. Examples include use rights (e.g., right to access, withdraw and/or 

exploit a resource) and control rights (e.g., rights to manage, exclude, and/or alienate from 

a resource). 40  
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Policies facilitate boundary work, including national funding for collaborative restoration 

work, international climate policy and water policy, national fire planning, and legislation 

specifically creating a boundary organization.41 This also includes a need for a functional 

government across national and local levels and a tenure record and management system 

that can be used as the basis for changes in boundaries. For instance, for Rare’s Fish 

Forever, in-country policies secure legal recognition of Managed Access areas with 

Reserves (MA+R) following co-designing them with the coastal community. This factor is 

especially helpful for boundaries that change over time and space, such as water rights 

that change by season, seniority, water availability, and customary rangeland management 

systems that depend on weather and social relationships. 

Joint reference points (e.g., classifications, standards) and clear definitions of 

resources for communication and sharing across boundaries that are broad enough to 

allow shared meaning and flexible interpretation among actors from both sides of a 

border. These include concrete objects such as maps, models, or datasets and instruments 

such as agreements, MOUs, or organizational charters.42 Systems mapping can be used to 

identify the boundary of a complex issue and thus the geography, factors, actors, 

interconnections, influences, and outcomes internal and external to the edge.43  

Scaling and using boundary-spanning processes focuses on communication and 

coordination activities performed by individuals within and between organizations to 

integrate activities across multiple cultural, institutional, and organizational contexts.44 

Actions include (1) translating across differences or facilitating cross-field understanding; 

Equitable Boundaries: Indigenous and Community-Conserved Areas  

For Indigenous communities, a “bottom-up” approach to tenure and ecosystem management can be 

achieved by creating their own indigenous and community conserved area (ICCA). A key element of most 

ICCAs is that local resource users create them to serve a local purpose, distinguishing them from state-

created protected areas or parks that arise from a vision conceived at a larger scale and not always with 

local consultation.  

The Tagbanwa people of the Philippines manage the ecosystem of Coron Island, restricting the use of 

forest resources for domestic purposes only and prohibiting foreign access to most of the island’s 

sacred lakes, except for religious and cultural purposes. The ICCA Registry website is an online 

information platform where communities provide data, case studies, maps, photos, and stories on 

featured ICCAs worldwide. 

https://www.iccaregistry.org/
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(2) aligning among differences or seeking complementarities between them; and (3) 

decentering differences or identifying shared space/common ground.45 Boundary spanning 

does not demand consensus but allows different social worlds to intersect while 

maintaining their own functionalities.46 Social media can assist with boundary spanning 

using automated social networking and multiple media and visuals, especially during crisis 

events.47  

 

 

  

Fence Boundaries, Colonization, and Collective Action 

Installing fences is an excellent example of rapid collective action with strong components of adopting 

behaviors from neighbors, social equity impacts, and adoption by governance across municipal 

governments. Fences can be treated as social agreements and divisions in social relationships from 

fencing can become ecologically meaningful, such as dissociating people from their connection to nature 

and cultural practices.48 Traditional unfenced pastoral boundaries tended to be “fuzzy” and flexible, with 

frequent exchange of information and resource sharing among landowners. However, as fences harden 

boundaries, social relationships dissipate, and the capacity to tolerate disturbances weakens, resulting 

in rangeland deterioration and system resilience decline.49 The physical form of fencing means it can 

easily self-generate; erecting fencing around the neighboring plot then requires less material and 

intellectual input, encouraging neighbors also to install fences.50 As more fences are built, opportunities 

for collaboration decrease and a tipping point is reached where the proliferation of fence boundaries 

becomes unstoppable. Government policy often then adapts by encouraging or requiring more fences.51 

With an altered perception of tenure and community, removing one fence in a fully fenced landscape 

does little to incentivize others to do the same. 

Fencing has also created social inequities. Where ownership, property, and territories are based on long-

term development of social relations, such as in many Indigenous societies, fences are used sparingly, if 

at all. The lack of fences may have made it easier for European colonists to justify seizing Indigenous 

lands. The native inhabitants were “living off nature,” and fenceless land was “free for the taking.”52 In 

Namaqualand, South Africa, during the 1950s, fenced “white” and “colored” farms under apartheid 

policies diverged into landscapes that supported different vegetation communities noticeable even 

today, a pattern repeated at the Norway–Finland, U.S.–Mexico, and China–Mongolia borders.53 
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CONDITION 2:  

Understanding of Problem and Goals is Shared 

Among Stakeholders 

Shared understanding includes a definition of the problem, theory of change, strategy for 

accomplishing goals, decision processes, and common agenda. For this condition, it’s 

important to note that collaborations are not de facto synergistic, but their success is 

predicated on some effort to align values, goals, and purpose. 

Overview 

If members of different groups come together for the same purpose, their beliefs about 

their group’s efficacy could increase and, with it, their sense of shared identity. Shared 

understanding includes a joint problem definition, theory of change, strategy for 

accomplishing goals, decision processes, and common agenda. For this condition, it’s 

important to note that collaborations are not de facto synergistic, but their success is 

predicated on some effort to align values, goals, and purpose.  

Requirements include54: 

● Establishing clarity among all participants regarding the engagement's scope, goals, 

roles, decision processes, and time and resource commitments. 

● Clearly understanding and agreeing to these expectations up front  

● An understanding of the extent of common ground sought among participants; the 

degree of independent decision-making maintained among participants; the 

expectations for joint action and responsiveness; and the experience and resources 

needed for collective action.  
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Strengthening Factors 

Several barriers can get in the way of this condition, including:  

● Moving too fast with too rigid of a governance structure too early on can make 

actors diverge from the group and act unilaterally rather than collectively.58 As a 

result, rivalry or conflict of interest can often hamper collective action and 

contribute to the tragedy of the commons.59  

● Miscommunication due to variation in knowledge, experience, lexicon, needs, 

interests, perspectives, and seemingly misaligned organizational goals can impede 

the development of shared goals. 60  

● Lack of political buy-in can occur when 1) political context doesn’t support 

partnerships by government with civil society organizations; 2) narratives about 

historical access to resources differ; 3) a partner (e.g., government) perceives that 

the coalition is duplicating its efforts or supplanting its role. 

The Power of Equity in Goal Setting 

The joint participation of advantaged and disadvantaged groups under the same cause could also 

influence hope for change. When hope is high, it can influence efficacy beliefs and motivate collective 

action.55 In disadvantaged groups, perception of social support increases the efficacy beliefs necessary 

to undertake actions to change their circumstances.56 Similarly, for advantaged groups, perceived 

resources that include psychological, social, and political assets also predict their participation in 

collective action.57 Lastly, equity in goal setting often includes shared language and meeting people 

where they are. For example, the Native Hawaiian expression I ola´oe, i ola mākou nei (“When you 

thrive, so too do we,” said between people and their natural environment) exemplifies the idea that care 

for the environment, which encompasses living and nonliving elements in the natural system, will, in 

turn, lead to care for all occupants of that system, whether human or nonhuman. From this, shared goal 

setting can be supported through messages of hope and inclusion of lived experiences in setting goals.   

In the southwest U.S., the red rock landscape surrounding Bears Ears is the sacred ancestral lands of the 

Navajo Nation (Diné), Hopi Tribe, Ute Mountain Ute Tribe, Ute Indian Tribe, and the Pueblo of Zuni, 

among others. After experiencing decades of injustices in decision-making and extractive land use 

practices, collaboration with the federal government shifted positively. Through the Bears Ears 

InterTribal Coalition, the tribes formed a coalition to center Indigenous priorities and voices to protect 

and co-manage their sacred landscape and collaborated with conservation groups who shifted their 

approach to support needs and issues identified by the tribes – to one that places the tribes at the 

center of communication, combines western and indigenous science, and rethinks public lands 

management as a place to heal communities and enhance social bonds. 
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The strengthening factors below can help 

overcome these barriers. Tools to support these 

include community consultations, solutions and 

insight mapping, learning summits, value chain 

analysis, knowledge management systems, 

audience profiles, Social Network Analysis, games, 

and workshops. Network analysis can help to spot 

key influencers in the network and guide you in 

structuring your hub or backbone organization. 

Often this work is led by an external facilitator or 

implementer. 

Formalizing expectations drives further clarity 

and enables the convener or neutral facilitator 

(e.g., local campaign manager), if needed, to fall 

back on them if concerns arise during the 

engagement. For a coalition to function effectively, 

there should be clear expectations for all 

members, not just those in leadership or decision-

making positions. This might include attendance or 

contribution requirements, documented scopes of 

work, ground rules, group charters, 

memorandums of understanding, and statements 

of commitment. 

Shared identity can be achieved by articulating 

and finding similarities and differences among 

vision, values, structures and processes, purpose, 

and thoughts about the nature of the collaboration 

and knowledge transfer.61 Adaptive management 

is an important component of this so that the work 

can remain nimble to changes in the environment, 

politics, and/or bringing in new partners.  

Desire for cooperation can be supported by 

highlighting pre-existing relationships and taking 

advantage of behavioral aspects, including Fear of 

Shared Perspectives 

Through Gaming 

Fish Forever’s Fish Game creates a 

rapid opportunity for fishers to see 

real world consequences of actions 

and how their fishing activities affect 

them and others, helping groups get 

on the same page quickly. People can 

experience and learn about fishers’ 

perspectives, the impacts of reserves 

and managed access on the ability to 

catch fish, and the financial impacts 

at fish markets. 

Designating a  

Good Implementer 

Lack of good leadership training can 

put a halt to developing shared goals. 

Aspects of an effective implementer 

can overcome challenges when they 

have the characteristics below: 

• Ability to balance between 

process and outcomes;  

• Ability to foster group cohesion;  

• Has energy, interpersonal skills, 

connections, or reputation and 

cares deeply about the results 

on the shared problem; 

• Able to be a neutral facilitator, 

including skills in conflict 

resolution, active listening, and 

empathy; and 

• Well versed in the perspectives 

of each group member type and 

able to bridge between them. 
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Missing Out (FOMO), risk perception, and 

community concern (e.g., neighbors believe risks 

are also present). 

Centering the community through community-

led, co-creation, and inclusive processes that 

include respect among stakeholders, influencers, 

and community buy-in for decision-making. This 

includes considering how to meet partners where 

they are, creating the appropriate time and space 

for constructive debate and feedback, and creating 

clear communication channels.  

Co-benefits of solutions are clear and support 

members in deriving value or benefit through 

their participation, such as access to training, 

mentoring, and capacity building; knowledge and 

information sharing between partners; access and 

ability to engage with the Government (or other 

decision-makers); and/or the potential to influence 

policy.  

External-party dependence is understood: As 

the dependence on external parties for addressing 

collection action increases, the need for 

establishing shared responsibility and coordinated 

joint action will also increase. Higher dependency 

equates to the need for more engaged forms of 

collective action; thus, the demands will be greater 

on the external parties. 63  

  

Risk Perception and 

Private Forest Landowners 

Research from California and 

Oregon indicates that it is 

important for forest landowners to 

understand how wildfire operates, 

how their actions affect it, and that 

acting collectively to reduce wildfire 

risk will have a better outcome 

than acting individually or in an 

uncoordinated fashion in order to 

engage them in collective action to 

reduce wildfire risk at the 

landscape level, across ownership 

boundaries. Risk perception also 

critically influences wildfire risk 

reduction behavior among 

landowners and homeowners. 

Family forest owners who were 

part of collective action efforts 

expressed a high level of concern 

about wildfire occurring on their 

property or spreading to their 

property from adjacent 

ownerships. They also believed that 

fuels reduction on their ownerships 

would be more effective if their 

neighbors also reduced fuels on 

their property.62 
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Assessing the Level of Engagement Needed 

Stakeholder engagement is a foundational element of developing shared goals. The level of 

engagement is contingent on the size of the collective action problem and its complexity of 

actors, geography, and culture. Below are examples of the spectrum of engagement levels 

and what it means to governance and resource commitment.64    

Level 1: Informative collective action requires the fewest resources, has the lowest 

expectations of group members, and allows for the highest level of independence for 

group members. Sharing information focuses on coordinating sharing to expand 

knowledge and increase transparency, familiarity, and trust among interested parties. 

Shared information might include general organizational plans and priorities, privately 

collected data or analyses, or specific monitoring, operational, or management practices.  

Level 2: For consultative collective action resource commitment can be kept low along 

with expectations of joint goals. Seeking advice focuses on convening specific interested 

parties to exchange ideas and expertise and to create a shared understanding of needs, 

interests, and challenges to enable informed, independent decision-making by all parties. 

Consensus among interested parties is optional. 

 

When Should You Add a Partner? 

The following questions can help determine when to add a partner and who the partner might be. 

• What degree of direct control is held by external parties over the conditions that affect 

achieving the stated objectives? 

• What degree of leverage is held by other parties for the decisions needed to achieve the stated 

objectives?  

• What degree of dependence do the stated objectives have on the actions and resources of 

other parties? (e.g., is water conservation behavior by other industries, community residents, or 

other water users needed to support access to clean water?) 

• What degree of risk is present in the absence of potential collective action efforts (essentially, is 

acting alone an option)? (e.g., would increasing the withdrawal rate from groundwater without 

consultation with the local community generate a perception of abuse or preferential 

treatment?) 
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Level 3: Collaborative collective action by pursuing common objectives seeks to move 

interested parties closer together and reflects a belief that finding common ground, 

establishing common objectives, and sharing implementation responsibilities hold the 

potential to increase both individual and collective effectiveness. While consensus is 

desirable and decision-making remains independent of each member, members become 

more committed to a common goal.   

Level 4: Integrative collective action is the most resource intense and is focused on 

aligning interests, resources, decision making, and coordinated actions. Interested parties 

are typically formally convened or have a formal joint structure—for example, as a 

partnership governed by a memorandum of understanding. Consensus is highly desired, 

created through a formal governing mechanism, and involves negotiation to discover areas 

of shared interest.   
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CONDITION 3:  

Communication and Coordination is Functional, 

Transparent, and Inclusive 

Communication and coordination include a mix of partners motivated to share their 

knowledge and are open to learning. 

Overview 

Communication and coordination include a diversity of partners motivated to share their 

knowledge and open to learning. Effective, engaged dialogue among participants requires 

careful cultivation and attention to process-related details. By creating forums in which the 

engaged parties can interact comfortably, the convener/facilitator will continue to build a 

sense of candid information sharing and trust with the participants.65 At the outset of the 

effort, explore with participants their preferred modes of ongoing communication and 

interaction.  

Ongoing communication must be tailored to the avenues through which participants are 

accustomed to receiving information, which will likely vary by participant type. 

Communication within the group is essential to align goals, inspire action, and resolve 

disputes. Communication and knowledge exchange outside the group enables learning 

and conveys the rationale and benefits of the group’s actions to the surrounding 

community, government, and other stakeholders. 

Strengthening Factors 

Several barriers can get in the way of this condition, including: 

● Lack of knowledge about other actors' choices and actions decreases cooperative 

behavior and can result in siloing.66  

● Lack of accountability increases significantly with a growing number of actors and 

larger spatial and temporal distances, including frequent staff turnover.67  

● Unwillingness of members to give up control over management decision-making 

and existing power dynamics, sometimes due to legal requirements and 

bureaucratic processes.  

● Time lags in implementation can generate uncertainty and lack of trust, 

undermining coordination.  



Roadmap for Collective Action  |  32 

The strengthening factors below can help overcome these barriers. Tools to support these 

include participatory mapping, which promotes mutual trust, a shared sense of mission, 

and a mutual understanding of the resources involved and the potential benefits of better 

management.68 

Dialogue is effective and tailored to preferred communication avenues, messages are 

simple and easy to share, and the initiative is a trusted source of information with defined 

methods, tools, cadence, and communication rituals. Communications considerations 

include cultural and language needs that may require producing materials in response to 

specific participant differences. This will help to create a common knowledge base from 

which to work.69  

Neutral ground for meetings, particularly early in the collective action process with 

multiple means of regular communication.  

Clear roles and responsibilities. Members are transparent and accountable, making 

actions easily known to all, with understanding from everyone’s perspective. This should 

also include a means to overcome misses/failures in communications and inclusion and a 

process for implementing improvements.  

Social learning and skills transfer focused on networking, knowledge exchange, technology 

and media to change attitudes, communicate incentives, catalyze collective action, and 

replicate best practices. Tools include peer-to-peer exchange to reduce uptake time of 

good practices in resource management, governance, and business development and 

empowering successful groups to share with others through “seeing is believing.” Social 

learning and skills transfer can substitute for formal extension or outreach efforts.  

Communication is tailored to local/state/national level decision-makers recognizing 

that communication has driven macro-level behavior change as evidenced through 

changes in environment and development policy at the state level, replication of successful 

community models across different sectors and ecosystems, and the ability to access 

funding from donors.70 Communication with donors, government agencies, and politicians 

through newsletters, articles, and visits create vertical linkages with those in a position to 

provide financial, technical, or political support. 
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CONDITION 4:  

Capacity for Action is Enabled Through Adequate 

Resources 

The initiative includes members with the authority to make changes, local skilled 

implementers, knowledge transfer (e.g., access to comprehensive data used in decision-

making), adequate resources (e.g., budget and time), and motivated, connected, and 

empathetic leadership. 

Overview 

Capacity deficiencies typically result from a lack of technical expertise or financial 

wherewithal to engage as an equal and effective participant in the collective action and a 

lack adequate leadership and authority.  

More engaged forms of collective action will require high time commitments, financial 

resources, and responsiveness. An organization’s capacity to be responsive to the interests 

and needs of other participants must be aligned with the collective action engagement 

selected to be sustainable. Capacity building is also the point where an information-sharing 

platform might be needed to amplify the work. 

  

Capacity and Social Equity 

Inadequate capacity can create an inequitable process with asymmetrical participant influence (a 

potential power imbalance) where certain parties cannot effectively represent their needs, interests, and 

solutions. This low capacity can be due to a lack of resources to travel to meetings or a lack of awareness 

that the process is taking place, due to limited access to communication. To address this imbalance, 

additional funds and outreach efforts may be needed for equal participation by hard-to-reach 

communities. Such imbalances will require affirmative action on the part of the collective action 

convener to bring resources to the table, making them available on an independent basis (e.g., providing 

financial help to a community organization to hire its own technical consultant). 
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Strengthening Factors 

A number of barriers can get in the way of this condition, including a lack of empathetic 

leadership, bureaucracy, transparency and limited funding and/or a sustainable resource 

commitment. Often there needs to be more funding to support civil society organizations 

and governments to build the capacity to legally and operationally engage in collective 

action, limited by staff capacity and/or limited authority to partner with civil society 

organizations. The strengthening factors below can help overcome these barriers.  

Adequate internal and external capacity is needed for collective action to work. Below 

are questions to ask about the capacity of internal and external stakeholders.   

Internal interest and capacity include the basics of whether your organization can 

support effective involvement at the desired level of engagement. Low interest (buy-in) 

among key staff, limited time or financial resources, or a strong organizational culture of 

independent decision-making and control can substantially inhibit the available 

engagement options.  

External-party interest and capacity: As more engaged levels of collective action are 

desired, demands on the interest and capacity of external parties will be greater. Low 

interest or low capacity will not support, for example, collaborative collective action, and 

will signal a need to cultivate interest or capacity if that’s a desired outcome.71  

Adequate budget support and time commitment, and simultaneous funding to 

different actors.72 An example is the Official Development Assistance (ODA) or other 

philanthropic funding that supports CSOs and governments to invest in the capacities, 

tools, and systems needed to operate legally and effectively in the collective action space. 

ODA is government aid designed to promote developing countries' economic development 

and welfare, such as through the United Nations or the World Bank, which can include 

grants or technical assistance. Seed grants can bring big results by acting as catalysts for 

group activities (e.g., Meloy Fund). Often synergies can be had by aligning public and 

private funding (e.g., private funders are often more flexible in supporting inclusiveness 

such as paying for childcare or food for community participants). 

Generation of new, shared knowledge and the ability to capture results from an 

action taken and subsequent corrective action.73 At the initial stages of collective action, 

having knowledge asymmetries can lead to more knowledge sharing. For example, when 
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multiple community groups are involved in a dialogue, different types of knowledge will be 

represented, so a method must be in place to ensure the understanding of each party by 

the others. In areas where more than one language is spoken, effective capacity building 

would include securing appropriate translators. Other examples of differences in 

knowledge include economic, academic, environmental, policy, and practitioners.  

 

Strengths, roles, and capacity of each partner are articulated and tracked/ 

recognized. The perceived value of the group is positive and effective, partnerships fill 

capacity gaps, skillsets are leveraged, and a local workforce with desired skills is present. 

Roles should be tailored to the needs of the program and desired outcomes, which often 

Capacity for Indigenous and Local Knowledge 

The value of including Indigenous and local knowledge (ILK) in the management and governance of 

landscapes tends to be overlooked and undervalued. The Intergovernmental Panel on Biodiversity and 

Ecosystem Service (IPBES) definitions of ILK include traditional ecological knowledge, cultural knowledge, 

local knowledge, traditional knowledge folk knowledge, and indigenous ecological knowledge. Through 

practice (seeing, doing, devising solutions, applying proven successful institutions, principles, and 

frameworks), knowledge is transmitted across generations, and problems are resolved based on 

experiences accumulated through centuries of people-nature interactions. One tool utilized for 

engagement with ILK is consultation, but often this is only the first step to building knowledge-sharing 

and co-production capacity. To go deeper in partnership with communities, time and capacity are 

needed to address and support shared knowledge exchange and alignment of definitions, respect for 

rights, support for care and reciprocity, and for understanding respectful ways of using and sharing ILK. 

Examples include75: 

● The Circumpolar Biodiversity Monitoring Program (CBMP; circling the Arctic) is a cornerstone 

program of the conservation of Arctic Flora and Fauna Working Group of the Arctic Council. The 

CBMP is an international network of scientists, governments, Indigenous organizations and 

conservation groups working to harmonize and integrate efforts to monitor the Arctic's living 

resources. The CBMP recognizes the importance of utilizing Indigenous Knowledge and Local 

Knowledge within its activities and strives to improve inclusion of Indigenous Knowledge within 

CBMP through a co-production of knowledge approach to inform better decision-making.  

● Allowing sufficient time in the process for Australian Aboriginal community members to build 

trust and identify the Daly River's culturally important ecological values.  

● Providing support for indigenous communities to research their own Customary Tenure 

Systems to ensure benefits from REDD (Reducing Emissions from Deforestation and 

Degradation). 
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requires specific training (e.g., training government staff in equitable community 

engagement). Developing broad partnerships to meet critical capacity gaps and prioritizing 

the training of project staff are also key traits that enable this durability and resistance to 

ecological, social, and economic shocks.74 

Legitimate, capable, and diverse 

leadership aligned with top leadership and 

distributed leadership. Leaders should have 

access to authorities that make change, 

decision-making, and innovation possible 

and should possess experience, energy, a 

positive reputation, and the ability to adapt. 

Strong community leadership and 

institutions have been associated with 

positive collective action outcomes, and 

capacity-building efforts focused on leaders 

can yield positive impacts.76  

Funding and political will for 

engagement. Greater investment in 

capacity-building efforts that foster 

community engagement and representation 

in decision-making processes may be 

necessary where environmental democracy 

and voice and accountability are low. 

Relationships with intermediary support 

organizations are fostered and are 

equitable and reciprocal. Intermediary 

support organizations carry out some of the 

most effective work in local capacity 

development. These NGOs have credibility at 

the local level but maintain high-level 

contacts and organizational skills that local 

groups often lack, allowing them to operate 

in the space between the state and local 

levels. Initially, local initiatives require 

Balanced Leadership 

Strong leaders can sometimes become a 

center of gravity that dominates decision-

making and discourages free and open 

exchange and participation, leading to 

members’ unwillingness to give up control 

over management decision-making. Yet, 

the effort is vulnerable to failure if leaders 

either leave or ‘burn out’ or other staff 

turnover. Support for balanced leadership 

includes: 

● Recognition leadership does not equal 

power, but that power dynamics 

should be addressed; 

● Opportunities for the coalition to 

select the leader, even if they are not 

the project leader or funder; and 

● Ability and desire to govern with 

transparent and equitable processes. 

A campaign led by the World Wildlife Fund 

and Rare helped develop official clubs for 

fishers in Mongolia to learn and teach one 

another about sustainable methods for 

catching taimen, a declining species in the 

area. These fishers then became seen as 

leaders and set new norms for the 

community about catch-and-release 

practices. After only two years, the program 

led to a 50 percent increase in the taimen 

population as well as huge gains in 

awareness about local regulations.77 
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various support services, from business and financial services to technology training and 

legal help.78 Their interventions and training programs are typically adapted to the needs of 

local groups in ways that government agencies and outside groups often find hard to 

achieve.79 Characteristics of equitable intermediaries include engaging often and early with 

communities by addressing community needs and goals; investing in getting to know the 

organizations and communities they support; recruiting and maintaining local staff; 

empowering the communities by giving them skills to have their own voice and to grow as 

organizations (e.g., training in business skills and fundraising); and embedding local and 

indigenous knowledge and skills in decision making processes and implementation. 

Local capacity is foundational to success
 
and strengthening human capital through training 

or technical assistance interventions has significant positive effects on collective action 

outcomes.80  

Extension Agents as Key Intermediaries 

Extension agents serve as a bridge for knowledge transfer and have a suite of tools to reach 

communities at scale. Two key examples related to collective action include agricultural extension 

agents and community solar technical assistance providers.  

Agricultural extension agents work globally at the interface of science and technology and as a bridge 

between farmers and policies, often earning the role of a farmer's most trusted advisor.  81 Rare’s 

regenerative agriculture program strengthens extension agents’ skills to train farmers to adopt more 

regenerative and sustainable land-use practices.82 In Colombia, Rare works to empower farmers to shift 

to regenerative agriculture using the knowledge that combining social proof (where farmers observe 

their peers adopting the targeted practices) and social pressure (where farmers perceive a behavior as 

one expected in their community) can shift conservation practices at the landscape scale. Rare trains 

extension agents in this novel behavioral approach, with each reaching as many as 60 farmers.  

Residential distributed solar energy will lower energy costs for families, create good-quality jobs in 

communities left behind, advance environmental justice, and tackle the climate crisis. Yet less than half 

of U.S. community solar projects have any participation from low-income households.83 The role of 

technical assistance providers such as the Department of Energy’s SolSmart program, GRID Alternatives, 

and New York’s Community Power is to make the transition to solar easy and reduce barriers in low-

income communities while empowering a network of trusted solar technicians through job training, 

support for permitting and inspection and planning and zoning, and market development. 

https://solsmart.org/
https://gridalternatives.org/what-we-do/energy-for-all/single-family-solar
https://www.weact.org/campaigns/community-power-a-community-solar-project-in-east-harlem/
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Support for self-efficacy (also known as human agency) is the belief in one’s capabilities 

to organize and act to achieve a desired goal that motivates people to act for collective 

social and ecological aims.84 Its effectiveness increases as individuals move towards 

collective efficiency and as a feedback loop is created between self-efficacy and groups of 

people working towards a goal. 

 

 

 

  

Self-Efficacy and Flood Risks 

Belief in a community’s ability to successfully manage disaster response cushions psychological distress 

in a disaster’s aftermath under conditions of high resource loss. Self-efficacy is one of the most powerful 

predictors (along with risk perception) of risk mitigation behavior for communities that have 

experienced flooding.85 Self-efficacy captures how a person perceives their general ability to protect 

themselves against a certain threat.86 A person who is afraid of flooding, believes that their flood risk is 

high, and feels capable of reducing their risk through personal efforts is more likely to take action such 

as installing flood barriers or purchasing flood insurance.87 Households holding stronger expectations 

about receiving support during a disaster feel more capable of taking measures to reduce disaster risks 

at their own properties.88 A combination of high group efficacy (which increases risk perception and 

fear) and social support (which increases self-efficacy) supports collective action. 89 
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CONDITION 5:  

Trust and Reciprocity are Built and Strengthened 

Trust and reciprocity involve established foundations of trust and credibility within the 

network of members and shared acceptance of diverse perspectives. Aspects that support 

this include 1) pre-existing relationships or partnerships, 2) recognition of rights of 

members to organize and have voice, 3) accessible options for conflict resolution and a 

structured grievance mechanism, 4) transparent goals and timely sharing of information, 

and 5) support for adaptive processes. 

Overview 

Trust and reciprocity involve established foundations of trust and credibility within the 

network of members and shared acceptance of diverse perspectives. Trust lowers 

transaction costs and binds stakeholders together for successful collective action.90 

Relationships can range from high trust and cooperation to low trust and hostility, and 

these conditions will affect at least the starting point for collective action activities. 

Aspects that support trust include 1) pre-existing 

relationships or partnerships that support 

equitable and transparent decision-making, 2) 

recognition of members’ rights to organize and 

have voice, 3) easy options for conflict resolution 

and a structured grievance mechanism, 4) 

transparent goals and timely sharing of 

information, and 5) support for adaptive 

processes.  

Fostering trust depends largely on stakeholders 

communicating face to face, reciprocating 

intentions and following through with these 

commitments. Accordingly, trust is best fostered 

initially in collective action by undertaking 

numerous activities considered ‘easy wins’ at an 

early stage. 

 

Distrust Feedback Loop 

Well-functioning political institutions 

can foster trust and social norms that 

in turn can facilitate cooperation, with 

what is called high “collective action 

capital.” This is important when some 

behaviors are extremely hard to 

regulate or monitor (e.g., washing 

hands during a pandemic). Overly 

restrictive policies can backfire or 

crowd out existing norms.91 If people 

start breaking the rules, there is an 

elevated risk that increasingly harsher 

policies enacted in response will have 

negative effects on the levels of trust, 

thus becoming a vicious cycle, as trust 

is hard to build but rather easy to ruin. 

A path forward exists when 

governments are responsive to the 

demands of diverse groups in society. 
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Strengthening Factors 

Several barriers can get in the way of this condition, including anonymity, a legacy of 

injustice and oppression, limited coordination and time lags, and unintended 

consequences. For example, anonymity impacts worsen as more actors are involved, as the 

area of interest expands, and the timeline gets longer between action and change; it can 

also worsen with corruption.92  

The strengthening factors below can help overcome these barriers. Tools to support these 

include participatory methodologies and supportive unbiased facilitation. 

An intentional and stepwise approach (e.g., beginning with basic information sharing 

and a commitment to transparency that can dispel misperceptions) with formal/informal 

agreements (e.g., MOUs).93  

The initiative is a trusted source of information, with trusted partners and 

messengers recruited and trained, who have a history of working with the community 

you would like to engage.94 Support includes recognized experts to serve as a bridge 

between stakeholders, devolved authority, and diverse management bodies. When 

stakeholders are missed it’s possible to slot in new communities in the process but is 

delicate. Finding trusted communications channels for hard-to-reach influencers is 

important to help mitigate this. This can also help address trust "bottlenecks" associated 

with a person or organization. 

Pride on Our Plates: Trusted Messengers in the Restaurant Industry 

Each year, more than 38 million tons of food is lost or wasted in China. Most of this food is wasted by 

consumers, with restaurants generating more waste than that coming from homes and canteens, or 

stores, combined. Curbing food waste in China can help China’s food service providers reduce their 

business costs, meet growing consumer and political demand for more sustainable operations 

throughout the country, and protect the environment at the same time. Food service providers are 

starting to understand these benefits and take action. Through the Pride on Our Plates Program, Rare, 

WWF and the One Planet Foundation are helping restaurants reduce waste. The project partners closely 

with nationally and locally focused hospitality associations, whose knowledge in day-to-day restaurant 

operations coupled with a deep understanding of a region’s cuisine helps to establish trust with local 

restaurants, who are then engaged through trainings and a pilot program to practice food waste 

reduction strategies. Through this collective action the partners are seeking change through a Food 

Waste Policy Proposal that supports national, regional, and local governments in tackling food waste 

across China.95 
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Strong partnerships and peer-to-peer exchange opportunities that support shared 

understanding, mutual respect and trust, information-sharing, advocacy, and resource 

pooling. Social trust and equity are critical for empowering communities and defining how 

they ultimately choose to adopt rules and goals (and remove barriers to that change).  

Signal internal commitment to collective action goals to recognize the responsibility for 

safeguarding the resource.  

Innovation and adaptive management that support adaptive capacity through trial 

and error and transparent communication of learnings; the latter includes understanding 

how they were or were not used and/or underpinned by social cohesion and group trust, 

and understanding that failure is a part of getting to success.96  

Poaching and Community Outreach in Thailand 

World Wildlife Fund Thailand and Thailand’s Department of National Parks ran a community outreach 

program to reduce poaching in and around the Kuiburi National Park. Program designers identified six 

psychosocial factors known to influence behavior: trust, public support, motivation, ethics, self-efficacy, 

and confidence. Based on these findings, they built a program to create the opportunity for the wider 

community to organize and collectively express that poaching was detrimental to their livelihoods and 

that they had the power to act against it. By 2011, poaching pressure had dropped by a factor of four 

across the park, with five of the six focal species increasing in abundance across monitoring sites. Just as 

importantly, by the intervention’s conclusion, 90.5% of the community supported wildlife recovery. 

Community members’ top reasons for the decline in poaching was park outreach rather than patrolling. 

Through the collective action of their outreach events, the program created a new norm within the 

community of poaching being viewed negatively, providing a social rather than formal deterrent. 

Adaptive Management: Blue Crabs in the Philippines  

Adaptive management includes a flexible approach, an extensive stakeholder discovery effort, beta 

testing solutions, and responding quickly and iteratively with constant testing when an idea fails (e.g., 

returning to a list of proposed solutions).  

During the systems analysis in the Philippines, Rare staff realized that the target actor was not the 

traditional fisher. Blue crab processors were key influencers and resource holders. Rare then created a 

new campaign and researched the value chain. Through adaptive management, Rare staff realized crab 

processors were also experiencing scarcity and repurposed their existing change program. 
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Maintenance of fairness and lack of free riding by working to remove competitive 

behaviors, legitimize user rights, support bidirectional trust between stakeholder types 

(e.g., community and government), and ensure community input is acknowledged and 

respected.  

Setting realistic expectations that provide adequate stakeholder value, such as 

committing to do small things and then doing them.97 This includes ensuring people feel 

like the work is a public service, it’s the right decision for the community, and partners and 

optics are considered so that mission focused boundaries are recognized.  

Acknowledging power dynamics between actors and mediating them. Trust building 

activities can increase communication and willingness to adopt sustainable use levels 

among members of a natural resource group.98 Resource consideration discussions should 

be held in an open, public forum where citizen participation is possible. However, one key 

consideration is the impact of perceived loss of power, which can be partially offset by 

repurposing someone’s role to benefit the group (e.g., providing training and mentoring). 

 

 

  

Building Government Trust 

Through Rare’s Fish Forever program, lessons learned on building trust with government agencies include: 

• Messages clearly conveyed across all levels of Rare and government. 

• Messages that can be transmitted by the trusted messenger, even if they are not the 

decisionmaker. 

• Global meetings and meetings with Ministries set up a fear of missing out (FOMO) for other 

authorities in helping to scale projects or be seen as a good person or innovative leader. 

• Bidirectional engagement so that the government can trust the community to manage resources 

and the community trusts the government; at first, sometimes these need to happen separately. 

• Train a community in government engagement and the government in equitable engagement and 

community participation. 
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CONDITION 6:  

Financial and Non-financial Incentives Motivate 

Engagement 

Members of the group have incentives (motivations, pressures) to join, and they 

understand the benefits that can be expected from undertaking a new activity and how 

these compare to the costs. 

Overview 

Bringing together actors to find solutions to their collective action problems depends on an 

ability to identify and transform the incentives underlying the various actors’ interests in 

providing a specific good or service to achieve the collective action goals.  

Incentives depend on internal motivations (e.g., material gain, social advancement, 

reducing risk, spiritual gain) and the opportunities and constraints arising from 

relationships with others. Sustainable incentives often involve positive shifts in public 

perception, political will, government policies, and business practices. 

To achieve collective action, incentives should typically only be provided to those who 

contribute to the collective action. If anyone can access the incentives without a certain 

level of commitment, groups have the risk of attracting free riders who gain from the 

collective action but do not contribute.99 Incentives can be material and/or non-material.  

 

Removing the Intermediary for Community Prosperity 

By overcoming the logistical and financial difficulties presented by uneven or inequitable local 

economies, rural producers have reached urban and, in some cases, international markets. Community 

mobilization, capacity building, and seed investments can help overcome the transaction costs of 

intermediaries or other opportunistic groups that take advantage of distorted or asymmetrical market 

conditions. This is supported by developing and cultivating market supply-chains that place greater 

emphasis on community production, social and environmental responsibility or fair-trade demands that 

arise in new markets. 
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Material Incentives: Shifting material incentives involves increasing or decreasing the 

costs, time, or effort of doing a behavior. Methods include enforcing penalties for non-

compliance with rules, providing rewards for positive behavior, or making a target behavior 

easier, such as removing time friction or promoting substitute actions. Examples include 

group payments where payment is only given if all members comply, rescinding payments 

for non-compliance, or using a lottery system that determines entries based on 

compliance. The challenge for this type of incentive is that by expecting a material reward, 

people may lose their own motivation to change their behavior, offsetting any progress, 

especially if the reward is taken away. For example, while farmers might have previously 

conserved land to protect the environment or to help others, payment for conservation 

practices can lead to seeing conservation through a purely monetary framing. This shift in 

framing means that, after a monetary scheme is withdrawn, farmers may conserve even 

less than they did before the action was put in place. 

Non-Material Incentives: Genuine 

cooperation thrives on incentives that are non-

material in nature, or what are called 

psychosocial needs (i.e., beliefs, feelings and 

perceptions).100 These non-material 

motivations include a good reputation, trust, 

and reciprocity, and can be used over small 

cash incentives, such as symbolic rewards or 

public recognition. Non-material benefits 

connected to a behavior, whether sustainable 

or not, generally influence behavior in ways 

that are deeper and longer lasting than 

material benefits, for example through peer 

pressure and social expectations/norms. 

Examples include being elevated to a trainer 

for peers learning new behaviors; sharing the 

success of new behaviors with peers during 

field visits; and providing recognition for a shift 

in behaviors (e.g., the government of 

Philippines receiving recognition for a well-

managed marine protected area).  

 

Effective Behaviorally-informed 

Incentives 

To be effective, collective action efforts 

can combine material and non-material 

incentives using a behavior-centered 

approach. Examples include: 

• Non-financial incentives over small 

cash incentives, such as symbolic 

rewards or public recognition (e.g., a 

plaque, certificate, eco-label). 

• Group incentives where payment is 

made to all members of a group if 

all of them comply, or they 

collectively meet a goal. 

• Lotteries and prize draws rather 

than fixed incentives.  

• Harness loss aversion by rescinding 

a payment for non-compliance 

rather than giving a payment for 

compliance. 
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Strengthening Factors 

Several barriers can get in the way of this condition, including:  

● Lack of perceived value add.  

● Existing conflicts. 

● Power asymmetries that create a risk of powerful actors not participating to not lose 

power (e.g., a member leaves the effort after receiving the last benefit).  

● Regression occurs when members return to prior behavior(s) after the incentive is 

removed. Longer engagements lead to the risk of losing potential gains from future 

transactions (markets, capacity-building, technology facilitation).  

The strengthening factors below can help overcome these barriers. System changes 

necessary include incorporating material and non-material incentives into policies, 

regulations, and fiscal structures; and planning for the behavior to shift to self-sustaining 

(e.g., regenerative farm reaches equilibrium and no longer requires incentives).   

Members have incentives, motivations, and pressures to join such as a history of 

cooperation or conflict, external pressures and unbalanced power dynamics, and a lack of 

other opportunities for accomplishing goals.  

 

Political Reputation and Incentives 

Local leaders’ political and career incentives may affect their willingness to enter into cooperative 

arrangements and the degree to which they engage in collective action. For local government, repetition 

and reputation are often strong enough incentives to maintain participation and commitment and 

create a cooperative norm, especially in metropolitan areas where many types of governments interact. 

Repeated interactions in informal and formal networks among local governments reduce the transaction 

cost of investments in reputation, making cooperation easier. A large network of connected actors adds 

greatly to the incentives to maintain trustworthiness because of the costly investments necessary to 

rebuild them while also reducing enforcement costs and improving social capital through monitoring, 

facilitating mutual reciprocity, trust, and conformance to the rules.101 
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Ongoing commitment to and shared ownership 

of the process. Incentives to continue engaging are 

present, such as external pressures, known value-

add of membership, mutually reinforcing activities, 

relative power symmetry/ balance,102 and actors feel 

like they have the ability to change and control their 

actions. 

Financial incentives need to be proportioned 

correctly to avoid negative impacts, such as driving 

lack of trust between partners. Free riding in larger 

groups can be minimized through selective 

incentives that reward the protecting a public good, 

including by excluding free riders from accessing 

certain group benefits or by imposing sanctions on 

them.  

Government investment via policy and 

legislation to support incentives, such as 

supportive local and national tax and regulatory 

regimes. Rare’s Climate Culture program and 

Entertainment Lab are working with the California 

Film Commission to advocate for state tax incentives 

for productions/studios that put climate positive 

behaviors on screen.104 Often taxes and regulations 

are created with larger producers in mind, creating a 

bias against smaller, local producers (e.g., small-

scale forest products businesses); a balancing is 

needed to achieve equitable access. Government incentives can also be used to fund of 

CSOs that can serve as a bridge between large amounts of development financing (e.g., 

climate funds) and local communities while also decolonizing financing through inclusive 

and equitable practices (e.g., the U.S. Government’s Justice40 initiative allocates funds to 

fund intermediaries to advance local environmental justice initiatives). 

 

 

Asset Ownership can Serve 

as Collateral for Obtaining 

Credit 

Influential individuals often gain a 

disproportionate share of funds 

available because they have better 

collaterals to offer, greater 

trustworthiness, stronger 

connections with leading persons in 

credit-giving agencies or better 

information about available credit 

opportunities. Microfinance 

programs have shown that action 

through groups can also provide 

access to credit, with social bonds 

providing collateral and balancing 

inequities. Access to credit provides 

a powerful incentive, particularly 

for marginalized groups to support 

rights to property and tenure 

security. These benefits function as 

a buffer against risk, and can result 

in poverty reduction, allowing the 

less advantaged to help themselves 

by growing food, investing in more 

productive activities, or using 

property as collateral for credit. In 

this way collective action through 

microfinance can provide mutual 

insurance.103 
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Incentives are relevant for actors' needs and interests, beyond the project goals and 

are matched to the motivations of the members. Often these can be non-financial 

incentives that reduce the risk of motivational crowding that happens when monetary 

incentives overshadow people’s own motivations to change behavior. A second 

consideration when working with communities is to align community goals focused on 

well-being and income with broader conservation goals. 

 

Partnerships are created with the private sector to leverage capital to support both 

cash and in-kind incentives. External sources of finance from development agencies, 

government programs, NGOs, microfinance, or commercial banks allow local initiatives to 

cover their start-up costs and invest in good ecosystem management before their activities 

begin to generate revenue.  

Reducing Plastic Bag Use with Government Taxes 

Every year, the world uses between 500 billion and 1.5 trillion disposable plastic bags.105 Regulations, 

levies, and taxes have become increasingly prevalent, with a focus on banning ‘single-use’ plastic bag 

usage. Taxes have been the most effective tool. At least 127 countries have some sort of regulations on 

plastic bags of varying restriction levels.106 Those who increased their support for plastic bag taxes also 

increased their support for other similar policies to reduce plastic waste. High-income countries have 

used plastic bag taxes due to public pressure and growing green norms. Low-income countries have 

instead relied on government-enacted plastic bag bans driven by the direct harm of excessive plastic 

use.107 

Financial Empowerment through Savings Clubs 

Financial inclusion for small- scale fisheries can support willing communities with financial behavior 

change and align fishing households’ finances with conservation and community development planning 

horizons. Rare’s social marketing and behavior change methodology, coupled with activities for building 

financial literacy, can help accelerate fishers’ transitions from the informal to the formal economy. As 

individuals save money and build financial identity, they can invest in their families, homes, education, 

and businesses while also building social trust (a shift in their beliefs about self-efficacy). For example, 

Rare has helped fishing communities form and launch savings clubs — low-cost mechanisms that help 

to change financial behaviors within fisher households and expand fishers’ planning horizons. 
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Effective advertisement or public communication around available incentives and 

tracking tools to see adoption of incentives and opportunity for greater leverage/adoption 

(e.g., site visits to successful projects). 

 

 

 

  

Meloy Fund for Sustainable Community Fisheries 

Private foundations can prioritize gaps in public funding that are usually more restrictive in their types 

of funded activities and can also support expanding models of best practices. The Meloy Fund 

incentivizes developing and adopting sustainable fisheries by making debt and equity investments in 

fishing-related enterprises that support coastal fisheries recovery in Indonesia and the Philippines. They 

also build capacity for value chain improvement and ways to improve fisher access to both private 

investment capital and public infrastructure investment (e.g., strengthening enforcement capacity for 

managed access). 

Substitution as an Incentive to Reduce Deforestation 

Behaviorally-informed approaches can support traditional payments for ecosystem services strategies 

and get forest conservation to ‘stick.’ Other than direct payments, a successful approach to reducing 

deforestation is to incentivize sustainable behaviors by providing resources that directly address 

deforestation’s causes. The Health in Harmony initiative in Indonesia provides individuals with 

healthcare and training in organic farming practices; in exchange, participants hand in their logging 

equipment. Rare adopted a similar approach in the Gansu Province of China, using a social marketing 

campaign to promote the use of fuel-efficient stoves to reduce deforestation in the area and improve 

respiratory health. Since most of the illegal logging in the area was tied to the low efficiency of firewood 

stoves, the campaign promoted the use of newer, more efficient stoves rather than simply providing 

cash to delay forest harvest.108 
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CONDITION 7:  

Inclusive and Culturally Relevant Processes are 

Built and Maintained in Every Step 

A commitment to social processes driven by perception of injustice and identity; alignment 

with traditional knowledge; collective efficacy beliefs; desire and motivation leading to 

shared emotions; and putting participation, inclusion, and the pursuit of equity, rights, and 

empowerment above environmental and economic benefits.  

Overview 

The most vulnerable and marginalized groups often lack access to resources and find 

participation in collective action too costly because of lack of time and resources. For many 

local groups, past attempts to take collective action proved dangerous, as speaking up may 

have led to punishment, exclusion, and/or shame. Marginalized users’ levels of wealth may 

be so low that participating in collective action violates their survival constraint. This 

constraint artificially reduces their time horizon since they are forced to attach 

considerable importance to their present incomes. As a result, they are not willing to 

undertake conservation investments or endure present sacrifices through self-restraint in 

using resources even though such actions would increase their future permanent 

income.109 Alternately, other resource users enjoy better access to the collective resources 

because they possess a relatively large number of factors required to exploit it (capital 

equipment, control over labor power, better skills and knowledge, etc.). This advantage 

may originate in past accumulation of wealth, greater network of social relations, better 

education, or privileged access to markets where critical inputs such as credit and a diverse 

workforce are possible. Equitable collective action processes will need to balance these 

two.   

Collective action requires a considerable commitment to social processes, such as 

participation, inclusion, and the pursuit of equity, rights and empowerment. Collaborative, 

inclusive, and participatory processes can create legitimacy and credibility. By being 

inclusive, collective action efforts benefit from improved conflict resolution and peace-

building, community and personal empowerment, political and legal empowerment (e.g., 

land tenure security, devolution of resource management authority, new regulatory 

authority, and policy influence), and accumulated social capital to draw from in tackling 

other collective problems.110 Diverse experiences and engagement strategies have positive 

net benefits for cooperation, learning, and problem solving among social groups.111 
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Strengthening Factors 

Several barriers can get in the way of this condition including bias, differences in identities 

and socioeconomic status, power dynamics, lack of reciprocity, perceptions of procedural 

injustice, and the pitfalls of guilt-based messaging. 120  

The strengthening factors below can help overcome these barriers. Systemic changes that 

can be seen as successful outcomes from achieving this condition include credibility 

between groups, higher sense of capabilities, and use of and respect for traditional 

resource management and governance systems.  

Co-Creating or building an initiative with diverse actors from the very start creates a 

unique collaboration space characterized by shared ownership and decision-making, which 

often leads to access to broader resources.121 Co-creation cuts across organizational 

siloing, brings new perspectives early on leading to solutions with greater potential for 

innovation, and helps with rapid prototyping since diversity is already centered in the 

process.    

 

Collectivist Societies Support Collective Action 

Individualism (vs. collectivism) is characterized by the view of an independent self (vs. interdependent 

self for collectivism).112 Collectivist values are a stronger predictor of responses to collective threats such 

as climate change and contagious diseases than individualistic-values orientation.113  People with 

individualistic characteristics tend to place personal goals and own thoughts and feelings over group 

goals,114 view oneself as separate from nature except for how degradation affects them,115 and are less 

likely to control their own desire in lieu of collective benefits that sacrifice personal convenience (e.g., 

paying an additional cost for environmentally friendly products).116  

People with collective characteristics tend to care about group norms and feelings, collective harmony 

and conformity, put personal goals after group goals and are more likely to exhibit self-control and 

sacrifice self-gain for the group’s good.117 As a result they tend to care about environmental degradation 

because they believe humans are a part of nature and are more likely to engage in a variety of pro-

environmental behavior like green purchasing.118 Collectivistic people tend to make decisions that 

reflect deference to authority and they experience greater guilt if they behave in a way that violates the 

expectations of authorities. 119 
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Mobilizing the community to participate in conservation, utilizing local knowledge about 

the resource for planning, and a feeling of belonging by the community to the environment 

supports this condition. This could include workforce development such as Rare’s Climate 

Culture program’s SHINE Community Solar initiative that has a job training partner who's 

already steeped in the culture and needs of trainees.  

Understanding cultural norms, rules, taboos and related behavioral levers, bias, desire, 

and motivation that are customized to the community of interest. 

Active involvement of a range of diverse actors and perspectives but with the ability to 

manage conflicting interests.123 Early and frequent engagement with end users of natural 

resources should be included to assess success of past engagements and whether 

injustices are present or were resolved and acknowledged. 124   

  

How our Bias Gets in the Way of Collective Action 

Cognitive biases can get in the way of collective action through a few mechanisms: present bias, loss 

aversion, risk aversion, confirmation bias and availability heuristic.122 Often these overlap with biases 

that produce inequities amongst group members. The positionality wheel and Paseo protocol tools at 

behavior.rare.org are helpful for reflecting on someone's bias.  

Confirmation bias is a tendency to focus on, emphasize and recall information that confirms our prior 

convictions, and to downplay or ignore that which goes against them. This is a bias that often leads to 

inequities if established norms favor one demographic over the other. It includes unconscious bias.   

Availability heuristic is when our judgment of probability or likelihood is based on the availability of 

examples (or the ease of recall of similar cases) rather than on statistical knowledge. More observable, 

high profile, or memorable occurrences (such as shark attacks) are therefore considered more likely 

than comparable events (such as death by falling out of bed). When considering inclusion, this bias can 

unwind collective action if stakeholders have negative prior lived experiences with others in the 

community that affect how they participate. 
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Participation is stable over time, with little turnover. 131 Participation in the group’s 

decision-making process is vital for “ownership” of the actions the group decides to take. 

When organizations and/or individuals leave a collective action effort permanently or 

temporarily they signal the work is not important, and this signaling can create tension and 

potentially result in others leaving.  

 

 

Breaking Down the Gender Divide: Women in Fisheries 

Like other sectors, the small-scale fisheries sector is not gender neutral or immune to gender inequality. 

Women make up an estimated 47% of workers (56 million women) in the sector and contribute to 

around half of the annual coastal fisheries catch in the Pacific.125 In the Pacific, men are often on fishing 

vessels or in technical roles and management. Women are often on processing lines or in administrative 

jobs, marketing, and sales. Despite women’s substantial involvement and critical roles in transferring 

intergenerational knowledge, their contributions are often overlooked, undervalued and under-

reported.126 An inability to participate in community decision-making and underrepresentation in 

coastal fishery activities increases poverty among women and worsens associated vulnerabilities such 

as unemployment, limits to ownership, domestic violence, and food insecurity.127 Cultural traditions, 

stories, and taboos can place men and women in different roles, and often restrict women to creeks, 

rivers, and lagoons versus access to the ocean for fishing. Many gender-inclusive strategies or 

approaches in small-scale fisheries reach women but are not designed to benefit, empower or 

transform their lives.128 

Rare implemented gender-inclusive financial strategies in four districts and 23 villages in Indonesia’s 

Southeast Sulawesi province.129 These included financial literacy training, establishing savings clubs, and 

setting up an emergency fund to support agreed upon collective community activities and emergency 

assistance for households in need. This initiative overcame two common shortcomings in gender 

focused programs: engaging men in the conversation and empowering women in current and future 

decisions. By working together, this built a joint knowledge of the savings behavior and financial tools.  

Strategies that have been effective for balancing the gender disparity include inclusion of men, so they 

don’t later block efforts by women; empowering women across all aspects of society; valuing women’s 

cultural resources (e.g., traditional fishing grounds); supporting financial literacy and business 

development; formalizing career pathways; and enabling inclusive platforms for management. A 

number of tools are available to assess and balance gender inequities from Align Platform, UNICEF, and 

The Nature Conservancy.130 
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Achieving Procedural Justice 

Procedural justice is concerned with the fairness of how 

decisions are made and by whom. Perceptions of 

procedural justice influence emotions and attitudes, 

with important implications for subjective well-being 

and people's behavior, especially in group settings.132 A 

lack of procedural justice has been linked to anti-

environmental behavior and frustration and 

dissatisfaction with participatory processes.133 

Promoting procedural justice can contribute to 

decolonizing conservation practice by fostering 

knowledge co-production.134 To achieve procedural 

justice requires transparency, accountability, neutrality, 

correctability, ethicality, and trustworthiness.  

• Transparency: decision-making process is visible, 

reasoning is communicated clearly, and goals and 

expectations are clear and agreed upon by 

participants. 

• Accountability: holding responsibility for the 

decisions made and being answerable to the 

people affected by those decisions.135 

Mechanisms to promote accountability include 

elections, information provision, third-party 

monitoring, and sanctioning.136 Poor 

accountability can impede decentralization 

processes and lead to inequitable distribution of 

benefits.137  

• Neutrality: decision-making process perceived as 

lacking bias, involving accurate use of information, 

honesty, and consistency in treatment across time 

and people and can reduce prejudice.138  

• Correctability: ability to modify or reverse 

decisions and the ability to appeal a decision, 

especially critical where corruption exists.139  

• Ethicality: decision-making process conforms with 

participants’ moral standards. 

• Trustworthiness: decision-makers are perceived 

as benevolent, caring, and fair.140 

Procedural Justice Best 

Practices for Policymakers/ 

Decision-makers 

• Understand contextual fit: 

identify the social subgroups 

and relevant justice concerns.141  

• Apply scalar fit: by considering 

the community’s operating time 

frame (e.g., seven generations 

for Indigenous communities) 

and the area of influence 

beyond the boundary.142  

• Prioritize conflict resolution 

mechanisms since stakeholders’ 

satisfaction with conflict 

resolution mechanisms is 

strongly associated with the 

measures of recognition and 

transparency in decision-

making.143 

• Include skilled, unbiased, open-

minded, approachable, and 

trusted facilitators to reduce 

misrecognition, promote 

equitable representation, 

mediate power imbalances, and 

support capabilities.144 

• Ensure Free Prior and Informed 

Consent (FPIC) recognizes 

Indigenous people's right to 

self-determination.145 

• Integrate knowledge systems to 

enhance recognition, agency, 

and respect.146 
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Bridging, bonding, and linking social capital are part of the process that when 

combined connects those with shared experiences to those with very different lived 

experiences. Bonding social capital includes social cohesion within groups arising from 

relationships among people of similar ethnicity, social status, shared values, or location.147 

Bridging social capital can be described as the structural relationships and networks which 

connect social groups and organizations through collaboration, coordination, social 

support, or information sharing.148 Linking social capital incorporates the crossing of 

statuses connecting, for example, those in poverty to those in positions of influence.149 

Identity and perception of justice are considered150 since marginalized groups often 

become involved in collective action if they feel that the current situation (i.e., status quo) is 

unfair or deprives them of access, and that they can change the situation (known as 

Relative Deprivation Theory).151 A part of identity is recognition, such as acknowledging and 

respecting sociocultural diversity, including values, cultures, types of knowledge, 

institutions, power, capacities, and rights — and that people are not defined by a boundary 

that was set by others.152 Another part of recognition is high-quality interpersonal 

treatment, respect and politeness, which leads to feelings of self-worth and a sense of 

belongingness and can serve as a motivation to cooperate in group settings.153 

Community, political, legal, and personal empowerment is prioritized including 

perception of instrumental social support and perceived resources that include 

psychological, social, and political assets. 

Power and agency are available for all members to feel comfortable and safe sharing their 

interests and needs with the ability to influence decisions, which may require assessing and 

rebalancing power inequities. Agency provides relational benefits, such as self-validation, 

emotional support, and a sense of belonging, which also promotes procedural justice.154 

Power analysis can be used to assess inequities in process and governance.155    

Fusion of modern and traditional knowledge, institutions, management approaches and 

governance systems occur by formalizing local traditions.  
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Alignment with Traditional Knowledge 

There is strength in fusing modern and traditional knowledge, institutions, management approaches 

and governance systems. Manifestations of fusing modern and traditional knowledge take many 

forms156: 

● Reintroduction of traditional resource management and governance systems, with modern 

enforcement backstopping. 

● Development of value-added processing and marketing, using traditional resources and modern 

processing techniques and marketing methods. 

● Establishment of seed banks that allow the reintroduction of heritage seed varieties, which can 

improve local adaptive capacity and food security. 

● Development of new markets for medicinal plants, which utilize local knowledge of medicinals and 

plant derivatives to meet the modern demand for natural health products. 
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Condition 8:  

Rules for Resource Use are Contextualized to Local 

Needs and Capacity 

Rules are tailored to the local context, and the benefits individuals derive from the resource 

are proportional to or outweigh the costs. 

Overview 

Rules set the stage for the changes needed for the collective action shift to occur. Types of 

rules include informal rules (e.g., taboos, customs, traditions, and codes of conduct), and 

formal rules (e.g., sanctions, constitutions, laws, property rights). 

● Operational rules govern day-to-day actions such as access to the resource, 

defining the boundaries, appropriation (withdrawing) of the resource, and provision, 

or what each person or group needs to supply in terms of labor, cash, or materials 

to invest in the resource, and monitoring requirements. Monitoring and 

sanctioning/scope rules are particularly important in the sustainability of groups 

and sustainability of the resource. Graduated sanctions, beginning with mild 

correction for minor first offenses, increasing to serious penalties for repeated or 

more egregious offenses, support long-enduring collective action efforts.157 

● Collective choice rules specify how operational rules can be set or changed, who is 

eligible to participate, and how the decisions are to be made. They include 

considerations on the process for rulemaking (e.g., consensus or majority rule), 

accountability for rule breaking, and rules for dealing with disputes.   

● Constitutional rules determine how collective choice rules are made, including 

how rule makers are accountable to users. Where users are authorized to make 

decisions about their own resources, and to change the rules over time, they are 

more likely to develop rules that are considered fair and fit local circumstances, 

which is especially important when conditions vary over space and time (e.g., 

greenhouse gas emissions and climate mitigation tools).158 

Many of the formal rules above can be applied to a community or family setting, which 

often influences who in a community can participate in rulemaking. For instance much of 

the literature on decision-making within the household focuses on identifying factors that 

give women voice in the decisions, such as who is a member, what are their roles, what 
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choices can they make, and how they interact with the world outside their home or 

community.159  

The formal (external) and informal (internal) rules often interplay with each other, making 

both important for collective action. For example, in much of Africa, there are various 

forms of recognition and formalization of relationships, including cohabitation and 

customary, civil and religious marriage, each with different institutions that reinforce the 

union or penalize those who split up and legal rules that vary by marriage type. As in the 

case of natural resource management, recognition also affects the rights that members of 

a household have over household property and access to pensions, health insurance, and 

other programs.160 

Strengthening Factors 

Several barriers can get in the way of this condition, including rigid and heterogenous rules 

that allow for power imbalances161 and a single entity that measures compliance. The 

strengthening factors below can help overcome these barriers. Systems changes that 

support this condition include easily accessible data used in decision-making; local 

management structures; measured and meaningful change in behavior; and formal 

governance frameworks that are aligned.  

Resource rights or tenure offer local people the rationale for investing in local ecosystem 

management, including the right to organize. Organizational rights provide local 

organizations the legal space to organize and engage in joint activities, be they social, 

commercial, or political. Existing use (e.g., by local peoples) needs to be recognized and 

taken into account when creating new rules and management regimes. For Climate 

Culture’s Entertainment Lab, access and relationship (to casts and talent) is a key resource 

that is carefully maintained by partners as well as brand reputation. 

In-country policies grant prioritized access and devolve authority to communities 

and their corresponding participation and management units, including internal rules and 

methods for tracking compliance with rules. Formal governance frameworks at local, 

regional and national levels include customary law and tenure, legalizing them with 

appropriate legislation. For example, for small-scale fisheries, activities include agreements 

on no-take zones, using the right gear, being registered and licensed, and participating in 

meetings.  
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Social learning through respectful information sharing promotes widely acceptable 

solutions and rule convergence,162 such as new practices and social norms that build 

environmental stewardship. This includes adequate formative or background research 

and/or tapping into institutional knowledge. 

 

Agreed-upon scope, roles, decision processes, and time and resource commitments of 

the engagement, with set expectations on where changes and flexibility are possible and 

the consequences of violations.164  An example from fisheries includes embedding 

managed access principles into existing area-based management systems. 

Data for adaptive management is available and accessible to local participation and 

management units that facilitates community and data-based decision-making. For 

example, gathering data for better decision-making by tracking fish catch through a digital 

app that traders use as part of their business. 

Improving Water Conservation: Social Norms and Comparisons 

A number of successful collective action initiatives have led to significant water savings. To reduce the 

quantity of water used in washing towels at hotels, hotel guests were provided with either a reminder 

that reusing one’s towel was beneficial for the environment, or with a descriptive norm message 

advising guests that most of their peers reuse their towels. Using a norm message of what others were 

doing was more effective than a standard environmental message at reducing towel use by 9%. This 

effect was even stronger if the descriptive norm related directly to a guest’s specific hotel room, by 

almost 12%.163 

Preventing Boomerangs to Old Habits in Water Use Technology 

Social norm strategies are cost-effective, realistic, easily achievable, and durable and can lead to 

substantial reductions in water demand.165 With the ever-growing number of ‘smart’ technologies being 

incorporated into agriculture, social norms can also easily be used to change producer behaviors all 

over the world.166 However, normative comparisons for water management interventions can lead to 

‘boomerang effects’: high water users use less water, but low-water users use more water. This 

boomerang effect can be eliminated by pairing the descriptive norm with an injunctive message that 

informs water users about what others think of their actions and expect them to do.167 
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Observable Decision Aids Help Build Efficacy 

Decision aids are cheap and efficient tools that are easily observable and distributed and simplify 

choices for decision-makers.168 For example, in the Bahamas, Rare ran a behavior change campaign 

from 2009 to 2010, where they also provided fishers with a tool to easily measure the tail size of spiny 

lobsters.169 The goal was to prevent fishers from harvesting immature lobsters and allow the spiny 

lobster population to grow. After the ‘Size Matters’ campaign was put in place, one of the biggest 

processors in the Bahamas recorded close to zero undersized lobster for the first time in over 40 years. 

Another example is using anti-junk mail stickers to reduce overuse of paper. Making existing anti-junk 

mail stickers more visually obvious made those neighbors more likely to place the anti-junk stickers on 

their mailboxes; and adding a normative message for people to “engage in environmental protection 

and attach the accompanying anti-ads sticker to their mailbox” further boosted the positive effect.170 

 

Integrating Traditional and Modern Rules for Water Supply in Bali 

If local cultural norms are not accounted for, water systems can fail. In Bali, rice farmers have 

maintained a coordinated and sustainable water usage strategy for centuries without external or 

centralized enforcement, despite the threat of water scarcity, pests, and disease. Historically producers 

had developed a unique system involving terracing, irrigation technology, and religious shrines and 

temples that serve as meeting places to coordinate farming strategies within the community. The 

system of Balinese water temples acted as communication hubs, facilitating coordination among 

farmers that made them more resilient to pests and water scarcity issues. Where the temple system has 

been abandoned, water scarcity and pest problems are rife.171 Formalizing local management traditions 

is one way for policymakers to reinforce existing social norms while maintaining the capacity for 

regulation to adapt to changes in water availability.172 

 

Social Norms can Become Self-Enforcing 

Social influences are the most common behavior lever applied to biodiversity conservation 

interventions. Social norms describe how an individual’s actions are influenced by their beliefs of what 

others are doing, and what others think they should be doing.173 A tendency to conform to social norms 

is deeply rooted in humans’ unique evolutionary history around social emotions such as pride, 

admiration, envy, and shame.174 Social norms can become self-enforcing once a community expects a 

given set of behaviors. This is unlike rules and regulations, which require formal and dedicated 

enforcement.175 
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Norms are often shared across identities such as gender, race, ethnicity, socio-economic status, and 

various culturally specific positions of power through prestige and authority. We tend to adopt the 

norms and values of our ‘in-group’ through a process of self-expression and belonging. Conversely, we 

may intentionally distance ourselves from, and shun the practices of, our perceived ‘out-group.’ Because 

of this understanding group norms can help with scaling and set up a tipping point, where changes 

among a minority can result in rapid group-wide changes in beliefs or behavior, necessary to result in 

collective action.176 

Interventions focusing on shifting norms tend to move through three behavioral science-informed 

phases: generating collective demand, coordinating a shift in behavior, and strengthening that norm.177 

Examples of where social norms have shifted at the community scale due to behavioral interventions 

include encouraging the adoption of toilets, reducing female genital cutting, or encouraging treatment 

adherence to painful drug regimens like those used to treat tuberculosis.178  
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CONDITION 9:  

Management of Rules and Enforcement Centers 

Local Stakeholders’ Input 

The target group has the opportunity to advise and make decisions on the rules, 

monitoring and enforcement, and revisions through formal and informal structures. 

Overview 

Collective action will likely be ineffective without enforcing rules against those who would 

extract excess benefits illegally, in excess of due allocation, and/or beyond the capacity of 

the resource system to supply. Community leaders and institutions can motivate collective 

action and promote sustainable natural resource management through improved 

coordination, enforcement, compliance, and conflict resolution.179 However, this group may 

also bear the costs of enforcing the rules.  

Strengthening Conditions 

Several barriers can get in the way of this condition, including: 

● Legislation that can limit the scope of authority of community-based groups; 

● Failure to transfer rights from governments to communities to manage or enforce; 

and 

● Potential conflicts between community members if not equipped with appropriate 

skills to mediate/ manage conflict. 

The strengthening factors below can help overcome these barriers. Systems or processes 

designed and built with stakeholders or enforcing partners in mind are critical to 

supporting this condition.  
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Effective management bodies and devolution programs that transfer management 

responsibility such as building on existing commitments and implementing co-

management. Rights over the resource are needed to provide groups with the incentives to 

conserve and even invest in the resources and the ability to stop members or outsiders 

from breaking the rules.186 New Zealand passed legislation establishing community-based 

natural resource management frameworks that allow the community to co-develop a 

resource management plan with government agencies. This model often leads to both 

more effective management and more equitable development goals for local communities. 

  

Power Dynamics and Rule Enforcement — A Double-Edged Sword 

In collective action efforts it is often the most resource-rich member that bears the cost of 

implementation. While this can accelerate collective action, it can also create negative feedback for less 

resource-rich members. Examples of resource-rich members driving collective action include large 

landowners initiating the Pithuwa irrigation system in Nepal because their lands are located near the tail 

of the system.180 In Mexico, the Indian caciques (rich Indians acting as patrons) assume leadership for 

managing common lands.181 And in Imperial China, dominant lineages select the forest manager and set 

and enforce rules for access and use.182  

A negative example is from Mali where absentee herd owners with outside economic opportunities 

created a major stumbling block on the way toward pastoral institution-building for sustainable 

rangeland management. This was a result of the great Sahelian droughts in the 1970s when pastoralists 

were forced to sell their livestock to wealthier town-dwellers such as traders and civil servants. Absentee 

herd owners favor open access rangelands so that their herds can graze anywhere. They may even use 

their political influence to prevent pastoral associations receiving legally defensible land rights.183 

A positive example is from Japan, where visible deforestation made villagers aware of the risks of 

overuse and enabled them to develop and enforce stricter rules for conservation on their own to save 

their forests and commons from the same fate. Local management sought fairness by using a lottery 

system to grant access to parcels, requiring frequent rotations of use, and scrupulous attention to 

bookkeeping to keep track of contributions and exchanges. A household had to earn its eligibility 

through some period of established residence in the village, and casual drifters were ignored.184 When 

uniform quotas are used in strongly inegalitarian agrarian societies, the economic elite typically behave 

as patrons towards marginalized people. Equal treatment of the marginalized is then part of an informal 

insurance mechanism whereby wealthy people socially protect their clients in return for benefits in 

other sectors of social life.185 
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Simplify messages and decisions that are 

more actionable than complex ones. Simple 

messages can break through information 

overload and the number of decisions we all 

make on a daily basis. Decision aids like rules 

of thumb, checklists, and mnemonics are 

various strategies to help us deal with this 

complexity, making it easier to make good 

decisions.189 Examples include messages 

such as: “reduce, reuse, recycle” for waste 

reduction and diversion and “Slow the flow, 

save H2O” for water conservation. 

Increased behavioral observability and 

accountability. Observability is not just 

about curbing undesired behaviors (e.g., 

photo captures for toll violations), but also 

about promoting good behaviors. Easily 

visible positive behavior allows us to signal 

values and receive praise and recognition, 

which we can amplify by making the behavior 

more noticeable by others or by increasing 

the level of social reward (e.g., through 

greater public recognition). 

People can easily share feedback and 

ideas so that the enforcement strategies can 

be adaptive to the needs of the community. 

This is especially important at the early 

stages of collective action and depends on 

how well outcomes are monitored (See 

Monitoring Section).  

Locally Designed Controls 

Prevent the Tragedy of the 

Commons in a Small-scale Fishing 

Community in Mexico 

Access controls play a central role in a 

group’s ability to manage its common pool 

resources.187 The Seri Community in the 

Gulf of California of northwest Mexico were 

granted full rights by the Mexican 

government to manage a mollusk fishery of 

sea pen shells, a delicacy that brings high 

prices in international markets. Scope rules 

specify harvesting locations and maximum 

allowable catch to the commercial fishing 

fleet. The Seri monitor the health of fish in 

prohibited sites (and thus potential illegal 

activity) through annual assessments of the 

fisheries by non-fishing members of the Seri 

community. The discovery of smaller size 

classes or fewer sea pens triggers 

punishments including verbal shaming of 

Seri fishers who helped break any rule, and 

loss of equipment and expulsion for 

violators from commercial fisheries. Without 

scope rules, Seri crew members would likely 

find few incentives to regulate outsiders’ 

fishing effort, and overfishing would 

eventually take place as fishing pressure 

increased. The Seri have been able to 

sustain relatively constant rates of fishing 

effort over time, while other open access 

and ecologically similar fishing areas 

(outside Seri control) have not been able to 

do the same. 188 
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Making it Visible and Easy with Recycling Bins 

In Peru, no matter how recycling was framed, residents did not want to keep recyclables in their house 

because of the space it took and the fear that it would attract pests. Also, the separation of recyclables 

from general waste was generally associated with unofficial workers that residents stigmatized as 

‘scavengers.’ For these reasons, simply providing residents with recycling bins was much more effective 

than any kind of messaging, be it information on environmental or social benefits, social comparisons, 

social sanctions, rule and regulation concerns, and reminders. This intervention made recycling more 

materially convenient, reducing the time and effort required to perform the target behavior.190  

Locally led Forest Management Accelerates Regeneration 

Forest commons are common spaces used by many diverse users, yet the boundaries of the resource, 

the identity of the user group, and property rights to benefits from the resource are usually well defined. 

The International Forestry Resources and Institutions Research Program looked at 152 cases from 9 

countries of local enforcement of forest management practices including size of forests, collective action 

around forests (with a focus on improvement activities), user group size, and dependence on forests. 

Higher levels of local enforcement were strongly associated with increases in forest regeneration and 

decrease in likelihood of degradation. Yet, for local enforcement, larger forest areas are more difficult to 

monitor and are likely to experience more degradation than smaller forests. Similarly, when local 

enforcement is robust, even commercial forests and those used for firewood by communities benefit 

with regeneration yet degrade when enforcement is low.191 While local enforcement is effective, 

networks of enforcers can be supportive in large areas.  

 

A Community-based Co-management Model for Small-Scale Fisheries 

Fish Forever staff, together with the local government and community, agree on a set of rules that 

fishing households will follow in exchange for being allowed to fish. These usually include agreements 

around staying out of no-take zones, using the right gear, being registered and licensed, and 

participating in meetings. The implementation team also helps form a management body that makes 

sure plans are executed fairly and effectively. Once these rules are formalized, the implementation team 

and the local government work together to make sure everyone is aware of them and they are enforced. 

They also establish ways to make sure the behaviors are observable and create ways by which fishers 

can show others they are doing the right thing. Local officials are asked to make public displays of 

commitment, and the rest of the community is also pulled in through festivals, school visits and other 

celebrations. This signals to the fishers that everyone is behind this shift towards more sustainable 

fishing. Eventually, this becomes the new norm, and the community becomes self-enforcing. 192  
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CONDITION 10:  

Monitoring of Resource Use Occurs 

Monitoring of resource use occurs and those that monitor it are held accountable by 

resource users (including enforcement, accountability from the community, visibility, and 

external support).  

Overview 

Natural resources are more likely to be conserved 

when resource users have acted collectively to 

organize monitoring and enforcement 

activities.193 If we don’t monitor progress towards 

collective action we can’t know if it’s working. 

Monitoring includes observations, tracking, and 

recording (often publicly) the progress and 

compliance towards desired outcomes. Benefits 

of monitoring include ensuring rules are followed, 

while at the same time establishing new norms 

and allowing communities to adjust as 

transformation occurs — both of which can be 

explicitly looked at when developing a monitoring 

approach. While monitoring regulations often 

requires long-term commitment to monitoring 

and enforcement, social influence and a focus on 

social norms (e.g., public displays of commitment) 

can lead to self-enforcement.   

To be successful, key types of monitoring include: 

1) adoption of the desired change by the target 

audience, 2) visibility of the action(s) or changes 

from the rules to the target audience, 3) changes 

in expected outcome of the rules (e.g., ecosystem 

function, resource protection, quality of life), 4) 

social indicators, and 5) equity and inclusion.   

  

When Best Intentions Fail 

Often with large and complex 

problems like climate change or trash 

pollution, a gap exists between 

people’s intentions/values/attitudes 

and their actions, known as the 

intention-action gap,194 which requires 

a robust monitoring program. The 

reasons for this gap are perceptions 

around insufficient knowledge of 

actions to take and costs or time 

required to take suggested actions.195 

Strategies used to overcome the 

intention-action gap include: 1) 

making choices easier or catering to 

cognitive bias and leveraging people’s 

status quo bias (i.e., our tendency to 

stick with current options) such as 

making the desired behavior a default 

option or pre-selected behavior,196 2) 

altering the architecture of the choice 

environment to make the choice 

consistent with their existing values 

and intentions, and/or 3) influencing 

habits by shifting existing habits to 

encourage reflection on other values 

or intentions or building new habits 

where the behavior meets the target 

goals. 
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Many programs fail to include behavioral outputs as key indicators and falsely assume that 

achieving environmental outcomes will naturally lead to positive social outcomes for 

affected communities, yet often these programs can negatively affect the social welfare of 

a community. Tools such as Rare’s ‘Behavior-Centered Design’ (BCD) training 197 can 

support improved understanding of whether behavior change is occurring during 

monitoring and help in understanding why people are or are not taking the desired actions.  

For example, Rare has consistently observed that when fishers gain knowledge about 

sustainable management, realize how they need to modify their behavior and discuss 

these changes with others, they are primed to adopt new practices that foster fisheries 

Embedding Social Justice in Monitoring 

Attention to justice is increasing in monitoring and evaluation programs,198 and it is well known that 

inequities can threaten conservation outcomes.199 Due to historical injustices, some people may have 

more rights to resources than others and/or different ownership models exist. Zafra-Calvo recommends 

10 indicators of equity to be used for monitoring programs in protected areas:200 

● Cultural identity: Cultural identities of local stakeholder groups incorporated in the management of 

the protected area. 

● Statutory and customary rights: Local stakeholders groups gain or retain their rights in the 

establishment or management of the protected area.    

● Knowledge diversity: Traditional knowledge systems included in the management of the protected 

area. 

● Effective participation in decision-making: Local stakeholders groups satisfied with how decisions 

are taken. 

● Transparency: Local stakeholders groups accessing information about management and planning. 

● Access to justice: Local stakeholders groups resolving satisfactory disputes due to protected area 

establishment or/and management by existing mechanisms.   

● Accountability: Local stakeholders groups know to whom to raise concerns for solving issues 

related to management actions.   

● Free, prior and informed consent (FPIC) is obtained. 

● Benefits: Households of local stakeholder groups receiving tangible benefits from management 

actions in a way that respects culturally accepted distributional principles.  

● Burdens: Households of local stakeholder groups relieved of burdens through mitigation actions or 

comprehensive compensation of them. 
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recovery. Empowering communities to believe that they possess and can use the necessary 

knowledge, skills, decision-making authority, and resources needed to steward their 

fisheries, is key to this. To achieve this outcome, an effective outcome and monitoring 

system must be in place.   

Strengthening Conditions 

Several barriers can get in the way of this condition including availability of timely and 

consistent data, shared understanding between community data and government data 

needs, accountability to the data, time and capacity for data collection, and compliance 

costs. The strengthening factors below can help overcome these barriers.   

Use of qualitative and quantitative 

data is encouraged, which can often 

overcome the dichotomy between 

community-observed data and 

government data needs. Community 

observations and data serve as a 

“canary in the coalmine” for shifts in the 

community and storytelling among 

community members can serve as a key 

vessel for this. Aligning these types of 

data with scientific instrumentation can 

yield monitoring outcomes that are 

trusted and utilized in decision-making 

and in peer networks. Often the use of 

public data is a part of this, though it’s 

important to consider whether 

community members are comfortable 

sharing their information (e.g., 

confidentiality needs for grave sites and 

medicinal plants).  

Participatory monitoring includes 

collaboratively working with target 

actors (e.g., the community) to identify 

indicators of resource conditions that 

can be easily monitored to indicate 

Using Technology to Advance Rapid 

Data Sharing for Small Farmers 

Rare's Lands for Life program202 supports 

regenerative agriculture by supporting monitoring 

implementation of farmer practices. The latter 

occurs by collecting data on conservation practices 

being implemented (e.g., composting, cover 

cropping and reducing water use using 

agroclimatic data for informed decision making) 

and the outcomes to conservation and soil health 

so that the information can be shared among 

other farmers in places like Colombia. Extension 

agents are able to share data and content 

provided by Rare in a timely manner through 

texting, a preferred communication medium, by 

delivering remote, customized, and timely 

technical assistance, information, and services to 

increase their productivity, profitability, and 

environmental sustainability. Technology 

overcomes key challenges around timeliness of 

data, linkages to rules, and data usability by 

supporting farmers in collecting their own data 

that supports day-to-day decision-making on soil 

and water conservation. The data are easily 

accessible to individuals and can also be shared 

with neighbors to accelerate collective action in 

the region — creating a regional network of 

regenerative agriculture practitioners. 
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management effectiveness (e.g., invasive species, species indicative of over-grazing or over-

harvesting, carbon emissions reductions, etc.). The approach and factors being monitored 

should be agreed upon with the impacted community and address any imbalances in 

rights/ownership to resources, given they are an effective agent for monitoring social 

change.201 To achieve this implementers should consider including training on monitoring, 

data recording, and enforcement in their plans for the community.  

Constant and iterative evaluation opportunities are included through adaptive 

management and an open and transparent process.  

Changes are observable and the process for achieving change is easily visible, so that 

others will know when someone is taking the desired collective action step, and that 

everyone is expected to do the right and sustainable behavior at a community level.  

Data are usable and presented in formats, language, and mediums that facilitate its use for 

decision-making by resource users. For this factor, data should be easy to access, easily 

observable, and easily shared with key partners (e.g., elected officials), without requiring a 

data intermediary.  

Monitoring Psychosocial Factors to Reduce Poaching in Thailand 

WWF Thailand and Thailand’s Department of National Parks ran a community outreach program aimed 

at reducing poaching in and around the Kuiburi National Park. Program designers identified six 

psychosocial factors known to influence behavior: trust, public support, motivation, ethics, self-efficacy, 

and confidence. Based on these findings, they built a program to create the opportunity for the wider 

community to organize and collectively express that poaching was detrimental to their livelihoods and 

that they had the power to act against it. By 2011, poaching pressure had dropped by a factor of four 

across the park, with five of the six focal species increasing in abundance across monitoring sites. Just as 

importantly, by the conclusion of the intervention, 90.5% of the community supported wildlife recovery. 

Community members’ top reasons for the decline in poaching was park outreach rather than patrolling. 

Through the collective action of their outreach events, the program created a new norm within the 

community of poaching being seen negatively, providing a social rather than formal determent.203 
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Data access and equity. To ensure that monitoring efforts are fair and just, and they 

achieve the desired goals, the data should be credible, authentic, updated, and reliable. 

Often a critical component of this condition is to develop a science-based network to 

support third-party independence and reduce bias.   

Community-Based Patrols in Rare’s Fish Forever Program 

To cultivate the belief that people will find out if a fisher takes from the reserve area, fishers are 

encouraged to organize voluntary sea patrols. While these patrols often lack the legal authority to arrest 

those who fish in the reserve, they do observe these violations and can report them, both to authorities 

but even more importantly, to the rest of the community. This leads fishers to believe that if someone 

were to fish in the reserve, others would likely find out. Often to get over the barrier of knowledge (e.g., 

not knowing about the boundaries) visual indicators or decision aids such as buoys are placed to show 

people the boundaries of the rules.  

In the Bahamas, for instance, Rare ran a behavior change campaign from 2009 to 2010, where they also 

provided fishers with a tool to easily measure the tail size of spiny lobsters. The goal was to prevent 

fishers from harvesting immature lobsters and allow the spiny lobster population to grow. After the ‘Size 

Matters’ campaign was put in place, one of the biggest processors in the Bahamas recorded close to 

zero undersized lobster for the first time in over 40 years. 

Gender Inclusion in Monitoring 

Designing monitoring without inclusion of all demographics in mind often misses critical aspects of a 

sustainable collection action effort. For instance, women make up an estimated 47% of workers (56 

million women) in the small-scale fisheries sector and contribute to around half of the annual coastal 

fisheries catch in the Pacific — yet they are not often included when developing monitoring programs. In 

the Cook Islands, gleaning in low tide zones is mainly carried out by women, while men target pelagic 

species in deeper waters. Often in the process of establishing boundaries, rules, and monitoring 

programs implementers often leave out the importance of low-tide waters, because women are not 

often engaged in decision-making around boundaries and monitoring. Being left out of community 

decision-making and underrepresentation of women in coastal fishery activities increases poverty 

among women and worsens associated vulnerabilities such as unemployment, domestic violence, and 

food insecurity. 204 Cultural traditions, stories, and taboos can place men and women in different roles – 

and often restrict women to creeks, rivers, and lagoons versus access to the ocean for fishing. 

Approaches for including women in monitoring and resource management include outreach to both 

men and women (so men do not block later actions), empowering women, and valuing women’s 

traditional fishing grounds.  
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Reducing Monitoring Costs for Climate Action 

For large-scale collective action efforts such as reducing global greenhouse gas emissions, monitoring 

can become expensive. However, as target actors act in concert and collectively signal that all actions 

must be low carbon and that their collective action will reward countries embracing this new reality, they 

might generate shared norms. By showcasing that all are expected to contribute to low carbon actions, 

the collective costs of monitoring and enforcement are reduced, making free riding less likely to be 

tolerated. If successful, and as norms become entrenched, it will become increasingly more costly for 

governments not to move to a low-carbon development pathway.205 Rare’s Climate Culture Index sets 

and tracks individual behaviors towards climate action by surveying a representative sample of 

individuals across the country about their opinions, beliefs, and preferences related to each of the seven 

highest-impact emission-reducing behaviors an individual can adopt to help reduce emissions. The 

summary data can also provide valuable insights for media and the government, and empower climate 

activists, advocates, and allies to design data-driven interventions more likely to move people along the 

journey from inaction to action—and ultimately, start building the critical mass needed to drive large-

scale change and shift our climate culture. Rare plans to run the Climate Culture Index annually to 

collect trends over time. 

https://rare.org/climate-culture-index/
https://rare.org/report/six-behaviors-policymakers-should-prioritize-to-mitigate-climate-change/
https://rare.org/report/six-behaviors-policymakers-should-prioritize-to-mitigate-climate-change/
https://climateculture.github.io/cc-index/cc-index.html
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CONDITION 11:  

Nested Governance Facilitates Aligned Decision-

making Across Scales and Stakeholders  

Nested governance is accessible, so that decisions across scales (e.g., local, regional, 

national) are aligned across scales for those impacted (e.g., households, communities, 

governments, corporations, etc.), and membership includes relevant voices such as 

government and marginalized communities and sectors. 

Overview 

Some of the most significant predictors of success for locally managed ecosystem 

protection are national-level variables, including environmental democracy, political 

stability, and voice and accountability. National and local governments are often the lead 

players in bringing about enabling conditions for successful ecosystem-based initiatives at 

the community level. Matching the mismatches with institutional innovation and 

misalignment across scales of governance is key to improving the conservation and 

sustainable use of biodiversity.206  For example, subnational (provincial) engagement and 

support are essential to scale and bridge local to national and international efforts. 

Subnational government units provide existing networks of local government leaders to 

engage in decision-making and resource allocation across larger scales.  

Critical areas where governments across all levels can focus on supporting collective action 

at the local level includes supportive rights frameworks, favorable tax and regulatory 

systems, and legitimizing and empowering local communities. To be effective for collective 

action the policies, regulations, and incentives or disincentives need to be consistent and 

supportive between all levels of governance (e.g., local, subnational, and national 

government).  

Opportunities for governments to expand collective action efforts may require them to 

adopt a different partner paradigm for government to emphasize the government’s 

supporting role, providing planning, capacity building, assessment, and other support 

services. These could include: 
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● Enterprise planning, product research, and market development through rural 

enterprise programs; 

● Capacity development through extension services and business training programs; 

● Environmental and economic monitoring and assessment, including the provision of 

mapping and data services; and 

● Taking lessons learned and applying them at the policy level to support scaling up of 

successful local models. 

Rare’s Fish Forever program discovered national policies can mitigate challenges and 

promote solutions to sustainable and effective coastal fisheries management at the local 

level. They also provide the legal and regulatory framework necessary to implement 

managed access with reserves, ensuring that communities can secure access to their 

fisheries resources, devolving fisheries management authority to a local level, and 

requiring or incentivizing participatory management. Fisheries management is also a 

political decision, and so by developing the evidence and reasoning for investing in 

improved management, policy dialogs happen and drive local, national and international 

commitments and priorities for the sector. 

Strengthening Factors 

Several barriers can get in the way of this condition, including: 

● Lack of supportive governance policies for key stakeholders; 

● Pressure from other stakeholders seeking the status quo;  

● Limited capacity and budget, weak governance, and/or political instability; 

● Loss of institutional knowledge; and 

● Unempowered local communities excluded from or opting out of decision-making. 

The strengthening factors below can help overcome these barriers. System changes 

needed to support nested governance include government support through legislation, 

funding and enforcement; broad-based participation through a general assembly or similar 

joint decision-making body; and policymakers embrace the new norm which also includes 

budget allocations, planning documents, and institutional capacity.  
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Membership and government involvement occur across scales guided by the 

boundaries established and supportive of horizontal (across departments) and vertical 

(across agencies) linkages. Rare’s Climate Culture program is supporting connectivity 

between federal policies and on the ground implementation to support policy-relevant 

collective action. The Inflation Reduction Act creates a linkage to regional solar installation, 

where national policies and funding is leveraged to support local actions. This leveraging 

tool builds from a combination of local climate action plans and Justice40 implementation, 

a federal initiative requiring the allocation of 40% of federal dollars to vulnerable 

communities. 

Enable broad based participation through a general assembly or similar joint 

decision-making body and incorporate accountability mechanisms such as elections.208    

Reliance on strong individual leadership and establishment of mechanisms for 

leadership transition. Cultivating and actively supporting committed leaders and 

‘champions’ at national and local levels — and connecting them — provides short and long-

term support, inspiration, and continuity. This can include alignment between 

implementers and policy staff and training for champions to elevate messages to parts of 

the organization that are not readily accessible.  

An example includes Rare funded and trained Local Campaign Managers to support 

facilitation, engagement, and support sharing best practices across geographies where 

Rare works. The capacities built in these campaign managers — strategic planning, 

behavioral interventions, effective communication, skills transference (“train the trainer”), 

fisher engagement and mobilization, and managed access with reserves design, 

governance and administration — also served to strengthen their institutions. 

“Good governance” in Small-Scale Fisheries Management 

At most Fish Forever sites, the gap between existing and required capacity for effective management 

was sizeable and stemmed from symptoms of weak governance such as: inconsistent, conflicting, 

obsolete, or poorly communicated policies; lack of leadership, motivation, expertise, skills and funding at 

management agencies; and unempowered local communities excluded from or opting out of decision-

making. Nesting effective fisheries management in a “good governance” system (one that promotes 

participation, inclusion, equity, accountability, and transparency) became a central component of Fish 

Forever’s operating model.207 



Roadmap for Collective Action  |  74 

Inclusion of marginalized or under-represented sectors of society.209 Devolution of 

some decision-making authority from higher to lower governance levels so that progress 

isn't slowed by bureaucracy. Convening, consolidating, synthesizing, and delivering 

stakeholder inputs for government review and consideration can support this. 

Tenure security driven by communities and initiatives that demonstrate their effectiveness 

as land managers (e.g., local government recognition, national policies and legislation, and 

advocacy through organizing)210  is especially important for collective action undertaken on 

larger systems and scales (e.g., regional and national scales). Lands and waters with long 

histories of governance by Indigenous Peoples and local communities (most often 

Bridging Local and National Policies in Mozambique 

When Fish Forever began in Mozambique, they hoped to shift local policy and initially engaged the 

community and the local government. They later realized they neglected the central government who 

had the final say in approving MA-R plans. Fish Forever strategically engaged policymakers at all levels of 

government and identified political champions (i.e., key influencers) who could provide government 

leadership. Rare staff in Mozambique pivoted to address nested governance by: 

● Aligning local-central government policies and conducting a policy evaluation of MA plan and 

processes, to address gaps. 

● Engaging the Ministry of Environment to expose to the same messages as at the local level with site 

visits, workshops, and seminars. 

● Drafting or providing comments on new and/or existing policies and regulations to enable 

community rights-based management (by invitation). 

● Formalizing customary law and marine tenure by incorporating them into governance frameworks 

at local, regional and national levels, and legalizing them through appropriate legislation. 

● Convening, consolidating, synthesizing and delivering stakeholder inputs for government review 

and consideration. 

● Connecting government officials with site-level work through official field visits and learning 

exchanges. 

Fish Forever elevated the importance of coastal fisheries by working bottom up and top down through 

multiple levels of government. Developing lateral and vertical policy diffusion processes allowed 

messages to resonate across political contexts, providing a key narrative that effective coastal fisheries 

management is essential to ensuring food security, rural development, resilient communities and 

sustainable natural resource protection. 
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communal) have been well protected and sustainably managed over time.211 Indigenous 

and local community governed lands and waters see less loss of intact forest, more carbon 

storage potential, and greater provision of essential ecosystem services than government-

run protected areas.212 

 

 

  

Bi-directional Policy and Community-based Fisheries Management 

Fish Forever partners and works closely with local, subnational, and national governments to help 

advance and sustain these coastal nations’ vision. The policy work creates an enabling environment that 

promotes widespread adoption and community-based approaches and small-scale fishers’ access to 

and sustainable use of coastal fisheries. Fish Forever’s policy and government engagement work leads 

to establishing legal pathways for communities to secure access rights and implement managed access 

and reserves by working with governments to secure priority and preference for coastal communities in 

their access and sustainable use of resources. The policy work also emphasizes the need to work with 

local government leaders, being the closest to both the resource and the constituents, in elevating the 

issues of coastal fisheries and implementing relevant solution.213 Developing lateral and vertical policy 

processes allow messages to resonate across political contexts.214 
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CONDITION 12:  

Scaling is Technically, Economically, Socially and 

Culturally Feasible and Desirable 

Opportunities exist for scaling benefitting from the other conditions and include 

quantitative scaling, functional scaling, organizational scaling, and/or political scaling. 

Overview 

Scaling collective action efforts is largely contingent on the success in achieving the above 

enabling conditions. Effective scaling can have broad and positive repercussions for 

ecosystem protection and productivity and for closing the social equity gaps. 

Types of scaling include: 215 

● Quantitative scaling, in the form of an increased membership base, geographic 

spread, and replication of the initiative’s organizational model or management 

methods.   

● Functional scaling, which results in an expanded scope or portfolio of activities or 

benefits. 

● Organizational scaling, which brings greater internal capacity, financial 

independence, and staff development. 

● Political scaling, which manifests in greater policy influence and more effective 

network building.  

Beyond simple growth in an organization’s membership, quantitative scaling also 

encompasses the replication of an organization’s management methods or organizational 

model by outside groups. Success is a powerful message that similar groups in other 

communities are anxious to hear. The demand for a viable route toward resource security, 

greater income, and a way out of the political marginalization experienced by many 

communities has meant that successful groups are often sought out as exemplars, 

mentors, and advisors by many outside groups. This mode of organic scaling is thus 

personal and well-supported by local demand, which accounts for its effectiveness. 
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Strengthening Factors 

A number of barriers can get in the way of this condition including regression to former 

behaviors; limited time and capacity; movement away from culturally inclusive practices; 

lack of data at sites without intervention; and decoupling between local scales and larger 

ecological and industrial systems (e.g., industrial agriculture).  

The strengthening factors below can help overcome these barriers. Systemic changes that 

can be seen as successful outcomes from this condition include replication of models by 

outside groups, high-level commitments, unlocking meaningful financing opportunities at 

greater scales, and improving well-being outcomes beyond the initial goals of the collective 

action effort. Supportive tools include household surveys and monitoring and evaluation 

efforts. 

Broad adoption of solutions, proof of concept and advanced replicability based on 

strong data outcomes, and including legislation, governance, capacity building and 

sustained financial investment. This can include inter-country comparisons to identify 

which activities are successful in which areas, and what underlying conditions may be 

affecting progress. 

Concurrently optimize the level of governance and necessary ecological scale at 

which impact and scale would be greatest. Institutional fit assesses whether a form of 

collective action at a local level matches the larger ecological system within which it is 

subsumed. For instance, a community-level institutional arrangement to manage a forest 

may be surrounded by a concession area for resource exploitation under a different set of 

Consistent Training for Scalability: Fish Forever’s toolkit 

Rare’s Fish Forever toolkit allowed for faster onboarding and consistency for local implementers to help 

scale the program. It included Rare’s Pride Curriculum, Fish Forever’s curriculum and E-courses, fisheries 

landscape and goal setting tools, managed access with reserves design strategies, and adaptive fisheries 

assessment and management plans. Design forums and community workshops included collaborative 

work to define the goals of managed access areas with reserves and identify priority species and 

habitats; map the municipal zones relevant to managed access with reserves; determine the designated 

boundaries of the communities’ managed access with reserves; and allocate fishing rights and 

responsibilities within managed access with reserves. 



Roadmap for Collective Action  |  78 

rules and goals, requiring inclusion and integration with these systems.216 For Fish Forever, 

identifying the appropriate geographic coverage to scale the managed access area with 

reserves was important to ensure stakeholder buy-in and participation.  

Blended capital supports sufficient financial, operational and political resources. This 

includes creative financial mechanisms such as ones that blend philanthropy, government 

appropriation, public finance and private capital to match the need for building proof 

points and ultimately strengthen the capacities of both government and local communities 

and reduce risks for private investors. 

Ability to influence institutional agendas, aligned to larger policy anchors, and 

including established laws, public policies, and/or a regulatory body that will continue to 

manage the problem, with a local anchor to continue to advocate for the solution. Rare’s 

Fish Forever program uses metrics that other partners can easily use and that are aligned 

to the United Nations’ Sustainable Development Goals (SDGs), including contributions 

towards several SDGs such as 1: No poverty; 2: No hunger; 5: Gender equality; 8: Decent 

work and economic growth; 12: Responsible consumption and production; 13: Climate 

Action, 14: Life below water, 16: Peace, Justice, and Strong Institutions, and 17: 

Partnerships. 

Coalition is sought out as exemplars, mentors, and advisors by many outside groups. 

Success is a powerful message that similar groups in other communities are anxious to 

hear. However, this requires sufficient resources and capacity.  

Recognize and reward innovation as recognition of a group’s accomplishments can bring 

significant ancillary benefits, such as a higher national and international profile, and with 

this, greater access to important government, business, and funding contacts.  

Group cohesion is balanced with technical outcomes and is required to move towards 

sustainable efforts but takes longer to achieve than typical output-based metrics. 

Community leaders and institutions can support this by facilitating social learning and the 

diffusion of innovations within the community and beyond.217 Cohesion focused metrics 

can include perceived value of the coalition by members, network density and other 

measures of network strength, measures of social capital, and trust index scores. Tools to 

help define and measure cohesion include Social Network Analysis, Perception and 

Feedback Surveys, and Social Capital Indices.    
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Completed and implemented sustainability planning, including assessing individual, 

organizational, financial and activity sustainability. Organizational planning includes 

assessing the pros/cons of a becoming newly registered legal entity, such as an NGO, CSO, 

CBO or association; merging into an existing legal entity of one of the types mentioned; 

becoming a Government or parastatal body, or merging into an existing Government office 

or institution; or staying informal. Activity planning includes reflecting on the most effective 

and least effective activities to continue operating. Financial planning includes external 

funding sources such as fundraising, grant writing or Government support; internal 

sources such as membership fees, income generating activities, in-kind contributions or 

leveraged support from coalition members; or some combination of external and internal. 

Putting these all together will inform sustainability planning.   

 

 

 

 

 

Horizontal and Vertical Scaling for Rare’s Fish Forever Program 

Key characteristics that helped Rare’s Fish Forever program scale horizontally (e.g., at the local level) and 

vertically (across geographies) have included: 

● New initiatives require sufficient financial, operational and political resources. 

● National authorities are partners from the outset for early investment, and national scaling plans 

are required. 

● Sustained investment is in shared services to ensure effective program execution, including 

training and ongoing learning and design. 

● Strategies cushion fishers against crises and shocks, through financial and market inclusion 

strategies, like the formation of savings clubs.  

● Investments in sound and sustained monitoring and evaluation. 

● Identification and focus on key themes/behaviors that the organization understands are key to 

scale, promote these, then everything needs to align. 
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Rare inspires change so people and nature thrive. 

Conservation ultimately comes down to people—their behaviors toward nature, their beliefs about its value, 

and their ability to protect it without sacrificing basic life needs. And so, conservationists must become as 

skilled in social change as in science; as committed to community-based solutions as national and 

international policymaking. 

Rare is a global leader in catalyzing behavior change to achieve enduring results. For 50 years, inspiring 

change has been woven into the fabric of our work. This is what makes us Rare. 

Learn more at rare.org and follow us at @Rare_org. 

https://rare.org/?utm_source=roadmap-collective-action&utm_medium=pdf&utm_campaign=roadmap-report-02-2024

	Roadmap for Collective Action
	Table of Contents
	Introduction
	Is it a Collective Action Problem?
	Benefits of Collective Action
	What Gets in the Way of Collective Action?
	The Role of Behavior Change in Collective Action
	Enabling Conditions Framework
	Decision Support Tool

	Partners and Audience
	Actor Roles in Collective Action
	Choosing A Collective Action Partner
	Typical Lead Partners in Collective Action
	Corporate Entities
	Government
	Donors and Funders
	NGOs


	CONDITION 1:  Resource Boundaries are Clearly Defined
	Overview
	Strengthening Factors

	CONDITION 2:  Understanding of Problem and Goals is Shared Among Stakeholders
	Overview
	Strengthening Factors
	Assessing the Level of Engagement Needed

	CONDITION 3:  Communication and Coordination is Functional, Transparent, and Inclusive
	Overview
	Strengthening Factors

	CONDITION 4:  Capacity for Action is Enabled Through Adequate Resources
	Overview
	Strengthening Factors

	CONDITION 5:  Trust and Reciprocity are Built and Strengthened
	Overview
	Strengthening Factors

	CONDITION 6:  Financial and Non-financial Incentives Motivate Engagement
	Overview
	Strengthening Factors

	CONDITION 7:  Inclusive and Culturally Relevant Processes are Built and Maintained in Every Step
	Overview
	Strengthening Factors

	Condition 8:  Rules for Resource Use are Contextualized to Local Needs and Capacity
	Overview
	Strengthening Factors

	CONDITION 9:  Management of Rules and Enforcement Centers Local Stakeholders’ Input
	Overview
	Strengthening Conditions

	CONDITION 10:  Monitoring of Resource Use Occurs
	Overview
	Strengthening Conditions

	CONDITION 11:  Nested Governance Facilitates Aligned Decision-making Across Scales and Stakeholders
	Overview
	Strengthening Factors

	CONDITION 12:  Scaling is Technically, Economically, Socially and Culturally Feasible and Desirable
	Overview
	Strengthening Factors

	Endnotes

