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FOREWORD  

 

The Land Trust Collaboration Tool Kit was developed and is supported by New England Forestry 
Foundation.  This Tool Kit represents ideas, documents, and knowledge gained through the 
collective work of the many land trusts operating throughout New England, and of the many 
individuals and organizations working to accelerate land conservation in our region.  Version 1.0 is 
designed as an introductory product to encourage and inform collaborative land conservation 
projects throughout the region. This is an evolutionary process, and we invite your feedback and 
contributions. 

In 2006, Keith Ross first presented a new model of land trust collaboration, Aggregation, to several 
land trusts in Western Massachusetts to engage their interest.  Later he gathered this group of land 
trusts to pilot a new application of conservation project aggregation.  The concept grew out the 
recognition that New England’s forests face grave threats due to development and fragmentation of 
land ownership described in a Harvard Forest report titled, Wildlands and Woodlands: A Vision for 
the Forests of Massachusetts (“W+W”)i.   The report presented a bold idea to “add approximately 1.5 
million acres to the state's existing protected land base of one million acres, to reach a target of 2.5 
million acres,” an area equal to half of the land within the borders of the Commonwealth of 
Massachusetts.  

The New England Natural Resources Council teamed with the report’s authors and Keith Ross to 
further develop this Aggregation strategy.  

The Jessie B. Cox Foundation provided essential support to New England Forestry Foundation for 
the Heart of New England Campaign, including development of the Tool Kit. 

 

Robert Perschel 
New England Forestry Foundation 
PO Box 1346 
32 Foster Street 
Littleton, MA 01460 
(978) 952-6856 
rperschel@newenglandforestry.org 
  

http://harvardforest.fas.harvard.edu/sites/harvardforest.fas.harvard.edu/files/publications/pdfs/HF_WandW.pdf
http://harvardforest.fas.harvard.edu/sites/harvardforest.fas.harvard.edu/files/publications/pdfs/HF_WandW.pdf
mailto:rperschel@newenglandforestry.org
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INTRODUCTION 

 

New England’s landscape has undergone dramatic transformations since European settlement.  The 
vast forests were cleared for agriculture, and when those farms were abandoned the forests grew 
back.  Despite 400 years of European settlement and population growth, the forested area of New 
England expanded significantly through the 20th Century.  This trend is again reversing and for the 
first time in over a century the forested area is in decline from decades of sprawl development, new 
threats from invasive exotic species, and impacts from a changing climate.  At the same time, the 
pattern of ownership is fragmenting into small holdings with negative consequences for forest 
management and stability of ownership. This in turn is having negative impacts on wildlife habitat, 
water quality and opportunities for future economic uses.ii  

An alternative future has been articulated for New England’s forests in Wildlands and Woodlands – 
A Vision for the New England Landscapeiii.  Combining perspectives from science, public policy and 
citizen organizing, the Vision sets a goal of conserving forest cover over 70% of the land area of 
New England.  Conservation easements are a key tool in this strategy.  Learn more at 
http://www.wildlandsandwoodlands.org/ 

Achieving the Wildlands and Woodlands Vision will require a dramatic acceleration in the pace of 
forest conservation.  The authors state frankly that, “It will require working with thousands of 
willing private landowners who are interested in securing the future of their land through 
conservation easements and other approaches.”iv Land Trust Collaboration is an important strategy 
for achieving this acceleration. 

In response to this vision, New England Forestry Foundation developed and tested a new concept in 
land conservation – New England Aggregation.  This new strategy sought to establish collaborations 
among multiple land-protection organizations in a region, and encourage them to combine 
easements on many small parcels into one large stand-alone land-protection project.   The goal was 
to accelerate the pace and scale of land conservation by encouraging collaboration among land 
trusts; educating private landowners on the benefits of sustainable forest management, protecting 
significant large blocks of land and realizing various efficiencies through collaboration. 
 
The pilot aggregation project provided a platform for learning that has informed subsequent land 
trust collaboration efforts now underway in Maine, Massachusetts and Connecticut.  These 
collaborations have provided the experience base and program innovations at New England 
Forestry Foundation that led to the development of the Land Trust Collaboration Tool Kit 1.0.   

  

http://www.wildlandsandwoodlands.org/sites/default/files/Wildlands%20and%20Woodlands%20New%20England.pdf
http://www.wildlandsandwoodlands.org/sites/default/files/Wildlands%20and%20Woodlands%20New%20England.pdf
http://www.wildlandsandwoodlands.org/
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As envisioned by New England Forestry Foundation, Land Trust Collaboration has several key 
components: 

1. Partnerships among several conservation organizations, public agencies and other 
stakeholders across a defined landscape 

2. Coordinated action to raise acquisition funds  
3. Techniques to manage and complete multiple  easements, with the potential for reducing 

transaction costs 
4. Sustained relationships with forest landowners to encourage and support good forest 

stewardship 
5. Capacity building for land trusts to ensure the perpetual stewardship of conservation 

easements 

Land Trust Collaboration has several distinct advantages over traditional conservation 
partnerships: 

1. Conservation is accelerated. 
2. Competition for funds is coordinated. 
3. Easement and transaction documents are shared and standardized, ensuring they are in 

most current accepted legal form and easier to steward. 
4. Relationships with landowners are expanded and sustained. 
5. Stewardship programs are strengthened and funded. 

 

Why would land trusts take on such a complex approach to land conservation?  The threats to New 
England’s forests are growing more severe – sprawling development fragments holdings and makes 
management inefficient or impractical, sprawl exacerbates the invasion of non-native vegetation, 
insects and pathogens degrading wildlife habitat, and climate change will cause more severe 
weather, and ultimately change the distribution and variety of species in the forest.   

The benefits of forest conservation include healthy watersheds that provide clean water for human 
use and the preservation of aquatic ecosystems, with forests that clean the air and store carbon 
thereby mitigating air pollution and slowing climate change.  And, forests provide jobs in the 
management and use of wood fiber and other forest products, plus outdoor recreational 
opportunities and the context for New England’s vibrant tourism industry 

Now is the time. After a century of re-growth, forest cover is beginning to decline across New 
England. We have a chance to shift the pattern, to change the course, to shake things up, to do more 
and do it better. By joining forces, combining resource, sharing information and thinking 
differently, we may win in ways and at a pace we never dreamed of. 
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INTENDED AUDIENCE FOR THE LAND TRUST COLLABORATION 
TOOL KIT 

 

The Land Trust Collaboration Tool Kit is intended for use by land trusts and their partners, 
public agencies and philanthropic investors.   It will be most useful to those organizations that have 
already determined that it would be advantageous to work in partnership to enhance land 
conservation efforts across a defined landscape.  The tools are designed to help accelerate the pace 
and quality of conservation of forests where harvesting is an important management tool, and 
wildlands where natural processes are dominant, but may be adapted to conserve other types of 
resources such as farmland, wildlife habitat, watersheds, riparian or recreational corridors. 

Land trusts that need capacity building should first look to partner with their neighboring land 
trusts, state coalition or network, and the Land Trust Alliance to strengthen their organizations.  
Similarly, emerging and maturing Regional Conservation Partnerships (RCPs) may find support and 
resources through Highstead and its Regional Conservation Partnership Network. However, land 
trusts and RCPs that already have solid governance as well as project experience and a commitment 
to high quality land stewardship will find this Land Trust Collaboration Tool Kit offers practical 
help in accelerating the pace of land conservation through collaboration, and a catalyst for 
developing new types of tools. 

This Tool Kit provides the user with a wide array of resources to help forge strong collaborations, 
identify critical resources in a region, secure funding to support an ambitious conservation strategy, 
develop systems for managing a high volume of transactions, reach and engage landowners in 
sustained partnerships, and ensure effective stewardship in perpetuity. 

The authors believe strongly that Land Trust Collaboration provides a model for increasing the 
quality as well as the pace of conservation across New England, a forested region that is of global 
significance.  As with any bold new idea, the Tool Kit will evolve as experience is gained and lessons 
are learned.  This Toolkit is intended to evolve as well.  Your comments and case studies are 
welcome and necessary to improve and advance the Land Trust Collaboration strategy, and to help 
collaborative all across the Northeast that are eager to have a bigger impact conserving our forests.  
Please contact us with your suggestions! 

Stephen Thor Johnson 
Sage Advisors 
Stephen.Sage.Advisors@gmail.com 
 
Jacqueline Perry O'Connor 
New England Forestry Foundation 
Joconnor@newenglandforestry.org 
 
Keith Ross 
Land Vest 
kross@landvest.com 
 

mailto:Stephen.Sage.Advisors@gmail.com
mailto:Joconnor@newenglandforestry.org
mailto:kross@landvest.com
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WHAT IS IN THE LAND TRUST COLLABORATION TOOL KIT? 

 

Strategies and tools for Forming  Effective Land Trust Collaborations. 

1. To encourage partnerships among conservation organizations and agencies across a 
defined landscape to engage in Land Trust Collaboration, the Tool Kit provides: 

a. Strategies and work plans for convening organizations of different missions and 
sizes to create a shared vision and case statement for Land Trust Collaboration. 

b. Methods for defining a Region, creating a Vision, and a Case Statement for a unified 
project from several organization's individual conservation plans and lists of 
landowner prospects, ensuring that the project has significant conservation value 
where the Land Trust Collaboration is more valuable than the sum of the parts. 

c. Model Memoranda of Understanding (MOU) to spell out the roles and 
responsibilities of the different participating organizations. 

 

Strategies and tools to support Planning and Conducting Joint Fundraising. 

2. To facilitate coordinated action to jointly raise acquisition funds, the Tool Kit provides: 
a. Guidelines and methods for conducting a shared feasibility study to assess the 

prospects for collaborative fundraising to support a Land Trust Collaboration 
project. 

b. Model MOU for raising and administering Land Trust Collaboration funds. 
c. Principles of capital campaign leadership and organization. 

 

Tools for managing Land Transactions and Project Tracking  

3. To ensure high quality transactions while gaining efficiencies in completing conservation 
easements, the Tool Kit provides: 

a. Templates for Forest Conservation Easements, where harvesting is a key 
management tool, and for forests to be managed as wildland reserves drawing on 
current best drafting practices informed by forestry and watershed science. 

b. Model RFPs for soliciting contractors to compile Baseline Documentation Reports. 
c. Uniform “Offer to Purchase” documents that incorporate the terms of the MOU and 

other due diligence characteristics. 
d. Templates for preparing project budgets for individual acquisitions including 

appropriate contributions to land trust’s Stewardship Fund. 

 

Techniques for Sustained Landowner Engagement providing information landowners need 
about options for managing their woods and ensuring they can “keep their woods.” 
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4. To promote sustained relationships with forest landowners to encourage and support good 
forest stewardship, New England Forestry Foundation provides technical assistance and 
customized outreach programs.   

a. For more information and links to tools and resources please visit our website.  

  

http://www.newenglandforestry.org/index.php/our-initiatives/heart-of-new-england
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THE LAND TRUST COLLABORATION TOOL KIT 
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FORMING EFFECTIVE LAND TRUST COLLABORATIONS 

 

Your region may already have existing partnerships of organizations working to conserve land.  
There are a number of websites that track Regional Conservation Partnerships and landscape scale 
conservation projects.  Check these sites to see if there is one in your area. 

Regional Plan Association – maintains a searchable database of regional conservation 
initiatives called Northeast Landscapesv 

 

Harvard Forest – maintains an online geographic database of Regional Conservation 
Partnershipsvi 

 

Highstead – provides support to Regional Conservation Partnerships though its RCP 
Network and website.vii  There you can find an index to individual RCP’s websites.viii 

 

If you are organizing a new partnership or expanding an existing one, here is some guidance for 
how to get started.   

 

Strategies and Work Plans for Creating a Shared Vision and Case Statement 

What is distinctive about the region you want to conserve?  
What are its defining qualities?  What are the threats to those 
qualities?  Who else cares?  Answering these questions 
honestly, through a transparent and inclusive process will 
provide a strong foundation for everything that follows.  

Wildlands and Woodlands, A Vision for the New England 
Landscape illustrates a vision for the future of the forested 
landscape, shown in Figure 1. 

The 12 Rivers Conservation Initiative has summarized their 
purposes in a one-page overviewix of the Initiative. 

Mt. Agamenticus to the Sea also developed a website that 
describes the outstanding resources in their project area and a 
strategy to conserve specific focus areas. The overview page 
highlights threats to these resources that makes this work 
compelling and time sensitive. 

 

  

FIGURE 1 - WILDLANDS & 
WOODLANDS, A VISION FOR THE 
NEW ENGLAND LANDSCAPE 

http://www.rpa.org/northeastlandscapes/welcome.html
http://www.arcgis.com/explorer/?open=76f819826e344604afbd9f037e0d3066&goback=%2Egde_4483670_member_160061095
http://www.arcgis.com/explorer/?open=76f819826e344604afbd9f037e0d3066&goback=%2Egde_4483670_member_160061095
http://www.highstead.net/conservation/index.shtml
http://www.wildlandsandwoodlands.org/node/102
file:///D:/1-EffectiveCollaborations/12RiversOnePager.pdf
http://www.mta2c.org/project_area.html
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Strategic Conservation Planning  – More than the Sum of the Parts 

After you have identified the region in which your partnership will work, it is important to develop 
a strategic conservation plan that documents the existing resources, identifies the qualities you are 
interested in protecting, and establishes priorities or geographic targets for the conservation work.   

The Land Trust Alliance provides an 
on-line resource with links to many 
examples of strategic conservation 
plans, and has also published a 
comprehensive curriculum on 
Strategic Conservation Planning.  It is 
available for purchase here.   

For an expedited approach, see A 
Strategic Conservation Plan for the 
MassConn Sustainable Forest 
Partnership, which used a workshop 
approach to rapidly generate a plan. 

The result is a strategic conservation 
plan and focus areas, generally 
illustrated with a map of the region.  
Here are some examples: 

The” 12 Rivers Conservation 
Initiative Regional Conservation 
Plan”x and its companion poster 
“Focus Areas and Corridors Map” are 
excellent examples of how a science 
based conservation plan can be 
developed with specific focus areas, yet  illustrated to the public in a way that minimizes anxiety 
that someone else is making judgments about “my land.” 

Litchfield Hills Greenprint Collaborative – provides an  on-line archive of maps of parcels and 
resources in the region it serves.  

 

Spell out Roles and Responsibilities 

An effective partnership relies on clear understanding among the members about roles and 
responsibilities. It is essential to maintaining the trust, equity and accountability throughout the 
project.  Land Trust Alliance Standards and Practices requires that partnership agreements be in 
writing, and for good reason.xi   

Agreements range from the very comprehensive and formal, such as the Northern Sierra 
Partnership “Charter”xii, to more informal sets of principles used by the 12 Rivers Conservation 

FIGURE 2- 12 RIVERS CONSERVATION INITIATIVE – FOCUS 
AREAS AND CORRIDORS MAP 

http://www.landtrustalliance.org/conservation/strategic-conservation
http://iweb.lta.org/Purchase/ProductDetail.aspx?Product_code=CURR_STRATEGIC
file:///D:/1-EffectiveCollaborations/Final_MassConn_SCP_09.30.13.pdf
file:///D:/1-EffectiveCollaborations/Final_MassConn_SCP_09.30.13.pdf
file:///D:/1-EffectiveCollaborations/Final_MassConn_SCP_09.30.13.pdf
file:///D:/1-EffectiveCollaborations/Final_MassConn_SCP_09.30.13.pdf
file:///D:/1-EffectiveCollaborations/12Rivers_publicmapcentered%20%5bConverted%5d.jpg
http://www.litchfieldgreenprint.org/maps/map-archive/
file:///D:/1-EffectiveCollaborations/NORTHERN%20SIERRA%20PARTNERSHIP%20Charter%20FINAL%20(00049920-16).DOC
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Initiative “Cooperative Agreement”xiii (available on request, see endnote for details).  If you choose 
the latter approach, you will likely need to add additional agreements to deal with joint fundraising, 
project funding, etc.  

New England Forestry Foundation uses a detailed Memorandum of Understandingxiv when 
collaborating with other land trusts to raise funds and conserve land. 

Whatever organizational documents you decide best fit your partnership, communicating with the 
public can be challenging.  Organizations are rightfully concerned about maintaining their own 
identity, or brand, while enjoying the benefits that collaboration can offer.  The Litchfield 
Greenprint Collaborative provides a lot of information on its website “Who We Are”.xv 

 

Negotiating and Documenting the Fundraising Agreement 

If the document that establishes the collaboration does not spell out how each of the partners will 
participate in fundraising, and how funds will be allocated to accomplish the purposes of the 
collaborative, you will need a fundraising agreement to document these mutual commitments. The 
12 Rivers Initiative developed a “Guidance Document for Collaborative Fundraisingxvi” for just 
these purposes. 

 

Selecting a Fiscal Agent  

Choosing a fiscal agent to hold and be responsible for disbursing the jointly raised funds is a critical 
step.  The organization must be willing, and it is appropriate to compensate them for the job they 
are undertaking – bookkeeping and accounting, financial audit and reporting, and being 
accountable to all the other partners, as well as the state and Internal Revenue Service!  The fiscal 
agent contract, or Memorandum of Understanding, is critical to ensuring that all the partners 
understand how the funds will be managed and can trust that they will be properly accounted for. 
Those duties may be described in the organizational document as in the Northern Sierra 
Partnership “Charter”,xvii or more specifically as in the 12 Rivers Initiative “Fiscal Entity 
Agreement”.xviii 

 

  

file:///D:/1-EffectiveCollaborations/NEFF-MOU.docx
http://www.litchfieldgreenprint.org/who-we-are/
file:///D:/1-EffectiveCollaborations/NORTHERN%20SIERRA%20PARTNERSHIP%20Charter%20FINAL%20(00049920-16).DOC
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PLANNING AND CONDUCTING JOINT FUNDRAISING 

 

It’s never too early to involve a fundraising professional in the collaboration process.  Our 
experiences indicate that fundraising has far too often been the “neglected step-sister” of land 
conservation.  The scenario often unfolds like this:  A project shapes up to be big and bold, the 
conservation expertise involved is unmatched, the enthusiasm is off the charts and the deals are 
ready to be done – except -- we haven’t identified how to raise the money!   

Collaborative fundraising presents a definitive opportunity to change the paradigm of how we raise 
money for land conservation.  Opportunities abound during the very process of collaboration to 
inform and involve potential funders – foundations, government representatives and individuals – 
early and often.  We’re convinced that securing a spot for a fundraising representative at the table 
in the early stages of exploring a Land Trust Collaboration has important benefits: 

 brings a fundraising perspective to early discussions 

 identifies and engages potential funders who may willing to underwrite/fund the operation 

of collaboration itself 

 informs and accelerates the process 

 identifies and mitigates fears of joint fundraising concerns – early on  

Coordination and fundraising involved in undertaking a collaborative campaign will have 
associated costs that need to be discussed and budgeted early in the process.   

 

Getting Started 

As is the case in every capital campaign, there is no one-size-fits- all soup- to- nuts guide.  We’ve 
included two documents to provide the general framework of the collaborative fundraising 
campaign process:   Suggested Guidelines for Collaborative Fundraising Campaigns and Capital 
Campaigns in a Nutshell. 

We’ve also included brief summaries in this Tool Kit to give a basic view of what to expect and plan 
for in collaborative fundraising.  It may also be helpful to investigate the informative documents 
available on line to help guide your collaborative campaign.  Once collaborators have convened and 
begun to discuss their specific needs, more detailed, tailored documents should be drafted to 
further guide the groups’ efforts.  

 

The Campaign Jumpstart Program 

Collaborations often find they are unable to secure the funds they need to launch their campaign 
and this can seriously slow the group’s momentum and enthusiasm.  NEFF’s “Campaign Jumpstart 
Program” was designed to overcome these obstacles.   It provides hands on, in person and tailored 
campaign guidance to assist collaborations in getting their fundraising in motion in a timely fashion.   

file:///D:/2-JointFundraising/1%20-%20HNE%20-%20Campaigns%20and%20Fundraising%20-%20Suggested%20Guidelines%20for%20Collaborative%20Fundraising%20Campaigns.docx
file:///D:/2-JointFundraising/HNE%20-%20Fundraising%20and%20Campaigns%20-%20The%20Capital%20Campaign%20in%20a%20Nutshell.ppt
file:///D:/2-JointFundraising/HNE%20-%20Fundraising%20and%20Campaigns%20-%20The%20Capital%20Campaign%20in%20a%20Nutshell.ppt


 

 
NEW ENGLAND FORESTRY FOUNDATION  |  HEART OF NEW ENGLAND INITIATIVE  |  LAND TRUST COLLABORATION TOOLKIT 1.0 

 
13 

 

The Campaign Jumpstart Program consultant will tailor the services to fit the unique needs of the 
initiative.  The basic process for any campaign is as follows: 

 Identify scope of project, fundraising goal 

 Prepare campaign budget 

 Test project/preliminary case with select individuals 

 Organize leadership and advance gift (s) based on above 

 Keep public relations and outreach to a minimum 

 Prepare additional collateral materials (gift table, timeline, tools etc.) 

 Train campaign cabinet 

 Identify, review and rate prospects 

 Develop  longer range campaign plan 

 Maintain fundraising momentum 

We’re happy to assist any land trusts or collaborations who may be interested in this kind of help.  
Contact Joconnor@newenglandforestry.org to discuss this option further. 

 

It’s All About Leadership 

Big, bold, beautiful campaigns have one common element – exemplary leaders.  The model that 
we’ve seen work best time and again is the selection of a campaign Chair with high standing in the 
community (local or regional) who can step in early to provide not only their expertise but their 
leading financial commitment to the project.  Ideally, a campaign should try to secure this 
leadership and an advance gift (one of if not the largest gifts) as early as possible in the project to 
provide confidence and momentum for moving forward.  The ideal Chair of the campaign should be 
capable and comfortable of recruiting others to join him/her to guide and support the campaign.  
Peer to peer solicitation of gifts by volunteer leaders is often far more successful than a staff 
solicitation during a campaign.  Sometimes the “architects” of the collaboration will also take a role 
on a campaign fundraising cabinet.  Ideally members of the campaign fundraising “cabinet” should 
be made up of individuals who can and will make a financial commitment to the project or those 
who can provide entrée to others who can give. 

These fundraising leaders set the standard and pace for giving and it is wise if possible to involve 
prospects for campaign leadership in the processes of the collaboration as early as possible.  Their 
active engagement can accelerate their understanding and enthusiasm for the project and pave the 
way for accepting a more meaningful role in driving the campaign to the finish line. Find samples of 
job descriptions/charters here for Campaign Cabinet, Campaign Director and Campaign Chair. 

There are always bumps big and small along the way but experienced leadership can keep the focus 
on raising funds and always moving forward.    

mailto:Joconnor@newenglandforestry.org
file:///D:/2-JointFundraising/1%20-%20HNE%20-%20Campaigns%20and%20Fundraising%20-%20Campaign%20Cabinet.docx
file:///D:/2-JointFundraising/1%20-%20HNE%20-%20Campaigns%20and%20Fundraising%20-%20Sample%20Campaign%20Director%20Job%20Description.docx
file:///D:/2-JointFundraising/1%20-%20HNE%20-%20Campaigns%20and%20Fundraising%20-%20Campaign%20Cabinet%20Chair.docx
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Feasibility Studies 

Conducting a feasibility study helps an organization determine whether they are ready and able to 
conduct a campaign and answers many of the other questions you have about moving forward with 
a major undertaking.  Feasibility studies are not infallible but they can be enormously useful in 
getting started on the right track. There are many fine firms throughout New England that can offer 
help in this area.  Here are some but not all of the reasons you should consider conducting 
feasibility study: 

 To identify leadership for the campaign;  

 To determine your best audiences for support; 

 To determine how the community feels about your objectives and your organization(s) 

 To find out what other big fundraising projects are going on so that you can time your 

project for success 

 To determine the best structure and scope for your campaign  

 To assess where the best sources for funding may be – government, foundation, individual 

The process a feasibility study employs depends upon your specific project profile and your 
campaign consultant or individual conducting the study.  The basic process involves: 

 Compiling a “test” case or capital initiative describing the project in brief 

 Identification of 40-50 individuals to be interviewed 

 An introduction letter advising interviewees that you would like their assistance 

 An in-person meeting covering key questions prepared by the interviewer 

 Compilation of the results and a suggested framework for the campaign if all systems are go 

 Suggested financial goal for the campaign 

 

A feasibility study will require a brief preliminary case statement designed to give an overview of 
the project.  This brief and broad document allows for input from others and allows for changes as 
you progress.  You don’t want advance or lead donors to think that your project is already a done 
deal and you only need their money!  Find a way to help donors be part of crafting your vision and 
they are likely to give at a higher level and help you find others to do the same.  Fundraising during 
campaigns like all fundraising should be a process of engagement and relationship building. Click 
on the following documents for further guidance:  Sample Summary of Capital Initiative for 
Feasibility Testing.  

 

Creating and Making the Case for Support 

Many projects evolve after initial conception and we suggest not investing in expensive, glossy 
brochures or videos etc. until the collaboration feels confident of the scope and size of the 
undertaking.  Also, if the scale of a collaborative project is large and costly, it’s likely any capital 
campaign will need to be phased in which almost guarantees there will be changes to the project 
along the way.    Our experiences have shown that high quality word processed documents for 
feasibility testing or early phase fundraising easily suffice and allow solicitors to engage the 

file:///D:/2-JointFundraising/1%20-%20HNE%20-%20Campaigns%20and%20Fundraising%20-%20Sample%20Summary%20of%20Capital%20Initiative%20for%20Feasibility%20Testing.docx
file:///D:/2-JointFundraising/1%20-%20HNE%20-%20Campaigns%20and%20Fundraising%20-%20Sample%20Summary%20of%20Capital%20Initiative%20for%20Feasibility%20Testing.docx
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prospect in a way that welcomes their input.  See this document for additional information: Key 
Elements of a Case Statement. 

There are thousands of examples of extraordinary case statements on the internet.  We encourage 
you to browse around to check out what others have done.  Printing and production of brochures 
can be costly.  Again we advise waiting until you feel your campaign team members really need that 
final product to close the gifts. 

See Other Useful Resources in addition to this general guide.   

 

 

  

file:///D:/2-JointFundraising/1-%20HNE%20-%20%20Campaigns%20%20and%20Fundraising%20-%20%20Key%20Elements%20of%20a%20Case%20Statement.docx
file:///D:/2-JointFundraising/1-%20HNE%20-%20%20Campaigns%20%20and%20Fundraising%20-%20%20Key%20Elements%20of%20a%20Case%20Statement.docx
file:///D:/2-JointFundraising/HNE%20-%20Campaigns%20and%20Fundraising.%20Other%20Useful%20Resources.docx
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LAND TRANSACTIONS AND PROJECT TRACKING 

 

Managing collaborative land conservation projects is a complex task that involves elements of 
project selection, review of due diligence and closing documents, approval of disbursement of joint 
funds, and reporting to public and private funders.  There is an evolving set of best practices and 
tools to facilitate this.  Most of the tools have been developed to assure high quality transactions 
and sustainable stewardship on a project by project basis.  This component of the Tool Kit will 
evolve as new practices and tools become available. 

Sharing project opportunities among the partnership members may uncover similarities of 
conservation values to be conserved, projects in close proximity to one another, or other 
characteristics that lend themselves to joint proposals to funders that individual projects may not 
qualify for.  This is a key part of the collaboration that will test the partners convictions on trust and 
at the same time stimulate their creative abilities to achieve better conservation outcomes. 

 

Option to Purchase 

Collaborative land conservation often involves negotiating with landowners in advance of 
completing the fundraising for the project.  An Option to Purchasexix documents the terms of the 
contemplated transaction and gives the purchaser a specific time in which to complete the 
acquisition.  Having the right to purchase the desired properties or conservation easements at an 
agreed price can be helpful in the fundraising campaign. 

 

Deeds and Conservation Easements 

A standardized “deed of conveyance”  for acquisition of either fee simple or conservation easement 
interests, thoughtfully adapted and applied, is a useful tool to ensure high quality transactions.  It is 
important to be aware there are state specific requirements. 

12 Rivers Initiative has developed a template conservation easement in consultation with legal and 
conservation experts in Maine.  The Massachusetts Division of Conservation Services has published 
a Conservation Restriction Handbookxx to guide drafting of conservation easements (Conservation 
Restrictions under Massachusetts statute), and a continuously updated model Conservation 
Restrictionxxi. 

Pennsylvania Land Trust Association has developed a set of standardized conservation easement 
templates for various conservation purposes, and other useful documents for conservation 
transactions.xxii 

 

 

file:///D:/4-LandTransactions/NEFF%20Draft%20Option.docx
file:///D:/4-LandTransactions/12RiversConsEaseTemplateFINAL.doc
file:///D:/4-LandTransactions/MAconsrestrict08.pdf
file:///D:/4-LandTransactions/MA-model-cr-may08.doc
file:///D:/4-LandTransactions/MA-model-cr-may08.doc
http://conserveland.org/modelconservationeasements
http://conserveland.org/modelconservationeasements
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Baseline Documentation Reports (BDR) 

BDRs may be contracted out to spare land trust staff time, provided that there are ample 
opportunities for the stewardship staff (or volunteers) to become familiar with each property and 
the specific restrictions to be granted.  Damariscotta River Association issued a very detailed 
Request for Proposals for Conservation Easement Baseline Documentation Reportsxxiii for a set of 
properties, thereby achieving uniformity and cost savings.  

 

Project and Campaign Budgets 

This is a critical element of any conservation plan.  A budget is prepared for each individual project 
that includes all the costs:  initial property evaluation, negotiation by staff or volunteers, option 
payment (if any), due diligence, closing costs, purchase price, and a contribution to stewardship 
fund. 

The campaign budget is the sum of the project budgets, with some allowance for projects that will 
not be viable (perhaps these will be offset by great projects that arise opportunistically). 

Some partnerships have conducted a competitive solicitation among the partnership members for 
projects that meet the strategic conservation plan criteria.  The 12 Rivers Initiative conducted a 
project solicitation through a Request for Proposalsxxiv for one project from each of the partner 
land trusts to create an initial capital campaign goal.  This RFP includes a project budget that 
requires the land trust to document the bargain sale component, include due diligence and 
stewardship funds, and to identify all sources of matching funds.  It is available upon request from 
12 Rivers Collaborative. 

Calculating the amount of stewardship requests is an important step.  There are some good tools for 
this. The Minnesota Land Trust conducted a detailed financial and policy analysis and developed a 
useful stewardship cost estimation policyxxv.  Piedmont Environmental Council utilizes a cost 
calculator worksheetxxvi that embeds many of the same principles. These are two very large and 
sophisticated land trusts, but the concepts can be applied to a RCP that is developing an overall 
budget allowance. 

 

Project Selection Criteria 

Working from the strategic conservation plan, each land trust will propose projects that fit the 
criteria for the Land Trust Collaboration initiative.  Collectively, these projects will comprise the 
campaign.  Sufficient detail about each project is needed in order to ensure that all projects meet 
minimum quality standards, and that progress reports can accurately summarize the 
accomplishments of the campaign.  This is also important for identifying and matching funding 
opportunities to projects. 

An important consideration for the Project selection criteria is how the capital funds raised 
collaboratively will be allocated to projects.  In one of the pilot aggregations, numbers were drawn 
out of a hat to determine the order in which the partners would receive funds for the projects.  Each 

file:///D:/4-LandTransactions/DRA-BDR-RFP.docx
file:///D:/5-Stewardship/Cost_Estimation_Policy_MNLandTrust_appendix_11_A_15.doc
file:///D:/5-Stewardship/CostCalculator_PEC_appendix_11_A_24.pdf
file:///D:/5-Stewardship/CostCalculator_PEC_appendix_11_A_24.pdf
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partner ranked their own projects to decide which one went first, second and so forth.  Provisions 
were made for situations where urgency required individual projects advancing before others, 
provide all parties were in agreement.  In another pilot aggregation the partners together ranked all 
the submitted projects to determine the priority for funding.  That was a difficult process and 
required agreement on selection criteria between the partners to accomplish that goal. 

Litchfield Hills Greenprint Collaborative uses a Land Protection Assessment Form to document 
the purposes and resource values of a proposed project. 

 

Project Tracking Systems 

Most partnerships have used simple (or complex) spreadsheets to keep track of projects, their 
status and attributes. As Land Trust Collaboration strategies become larger, effective database 
management systems will be required. Some of the project management software currently in use 
for this purpose by partner land trusts might be modified to track projects sponsored by several 
different organizations.  Stay tuned for developments in this areas. 

 

  

file:///D:/4-LandTransactions/LHGC-Land%20Protection%20Assessment%20Form%20Final%20Draft.doc
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SUSTAINED LANDOWNER ENGAGEMENT 

New England Forestry Foundation’s “Heart of New England” initiative is re-designing the strategies 
and approaches for engaging landowners in a sustained relationship.  The focus is to support 
landowners at those points in their ownership when they must decide – harvest or not, sell or not 
(etc.).  These are the critical decision points and they occur with intervals of relative inaction lasting 
many years.  

After years of landowner outreach the forestry sector acknowledges only minimal results.  In some 
areas only 15% of harvests are conducted under the guiding hand of a consulting forester.  
Landowners still do not have a sufficient awareness of the possibilities or benefits of professional 
forest management that lead them to the best decisions for their land and family.  We suspect the 
average landowner would score as low on issues related to land conservation and accessing 
professionals from a local land trust.   

NEFF is working to raise the awareness of the hundreds of thousands of woodland owners who 
own most of the New England landscape.   The goal of our pilot project in the MassConn region of 
southern MA and northern CT is to develop a systemized approach to landowner communication: 
establishing awareness baselines, implementing innovative and effective outreach strategies, and 
measuring tangible results that can be offered for replication across the region through RCPs or 
other interested partnerships or organizations.   

Our MassConn initiative takes advantage of a partnership with the American Forest Foundation 
(AFF) and Aldo Leopold Foundation (ALF) to  apply proven tools and strategies to engage more 
landowners in conserving and managing their land. This work is based on lessons learned in the 
Driftless area of WI and Piney Woods of MS. To start we have launched an exciting new metric to 
establish baselines—a Conservation Awareness Index (CAI) survey. Designed by highly respected 
experts in the field of forestry and outreach, the CAI allows us to estimate landowner preparedness 
to make decisions about their land. Once that preparedness is understood, we will implement a 
systematic approach including a robust database, identification of barriers to action, and the use of 
innovative data mining strategies to identify prime prospects for outreach. These efforts will lead to 
more tailored communication vehicles to specific target audiences and improved results on the 
ground. We are taking advantage of pioneering work on innovative communication strategies 
coordinated by the Highstead Foundation and will use and adapt the most successful approaches 
for the MassConn pilot.  In addition, we are working to design and deploy peer to peer networks.  
We will identify and engage influential residents with whom information regarding forestry and 
conservation will be shared, and then carried into their social networks and shared with 
landowners through peer-to-peer communication. Changes in awareness over time will be 
measured with follow up CAI surveys. 

NEFF is looking forward to developing and offering a systematic proven communication approach 
that can be replicated by other Regional Conservation Partnerships, land trusts, forestry or other 
conservation interests and land trusts.  We welcome inquiries on the status of the MassConn 
project.  For more information and links to tools and resources please visit our website - 
http://www.newenglandforestry.org/index.php/our-initiatives/heart-of-new-england  

http://www.newenglandforestry.org/index.php/our-initiatives/heart-of-new-england
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