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Background

Local groups with a strong interest in land conservation in Hawaii have met over the last two
years to discuss ways to increase their effectiveness and enhance their sustainability through
collaboration. In January 2009, a group of nine land trusts began a more focused look at what
collaboration might include, and how they might find a way to work together effectively.

The land trusts participating in this collaboration effort were Ala Wai Watershed Assn.,, Halawa
Valley Land Trust, Hawaii Island Land Trusf, Ike Aina, Kauai Public Land Trust, Maui Coastal
Land Trust Molokai Land Trust, North Shore Land Trust, and Oahu Land Trust. The Hawaii -
offices of Trust for Public Land and The Nature Conservancy also participated in key
discussions. Pacific Island Lands Institute was a partner in and fiscal sponsor of the project.

For the first half of 2009, the groups held three gatherings, with at least one person from each
group (and often up to three) participating in several days of discussions about collaboration
and conservation. (See appendix for more complete description of the meeting discussions.) In
January 2010, key leaders from each group participated in a meeting to determine their interest
in merging or continuing with some level of collaboration. The result was an agreement among
four land trusts (HILT, KPLT, MCLT, and OLT) to more actively pursue the option of merger —
to understand what each group brought to the merger, how it might impact conservaﬂon, and
what a merged organization might look like.

Task forces were created to explore specific details of merger. The task forces focused on:
Assets and Infrastructure (including staffing), Governance (including organizational culture),
and Finance and Fundraising. A steering committee made up of the presidents from each land
trust board provided oversight to the work. Ad hoc groups were created to address more
directly the issues of culture and land projects. In addition, the executive directors met for a full
day to push through details and bring greater clarity to key issues about staffing and structure.
Marc Smiley, a consultant hired to help coordinate the process, organized this information and
added some details to fill missing data and perspectives.

‘This Decision Book is a culmination of work by the task forces, the executive directors and the
consultant. It is intended to help the decision-making process for each land trust as it considers
the proposition of merging.

Information in this book is organized into four sections:

B An organizational profile for each land trust provides information about the inner workings
of each group and the land it has protected to date.

®  An comparison chart organizes the most critical information for each group into a format for
cross-organizational reference

m A critical issues section identifies the critical issues that have emerged in the comparisons.

m A merger plan defines the key elements of a combined organization, including areas of
governance, staffing, budget and fundraising.
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Making Good on the Promise of Perpetuity

For more than two decades, local land trusts have been working to protect some of Hawaii’s’
most important natural and cultural treasures. These groups have engaged volunteers,
motivated major donors, hired professional staff, and actively worked with local, state, and
national partners to preserve the heritage that is uniquely Hawaiian,

Hard work and great intentions have done great things, but unfortunately too much has been
lost. Development far outpaces conservation, and some of the places most important to the
people of Hawaii are lost forever. Nothing on the horizon suggests conservation will ever catch

up.

Working harder to protect the best of Hawaii is no longer enough - it’s time to look at how we
can work smarter. This exploration of merger is an effort to take a major strategic step toward
more comprehensive conservation, more permanent profection, and more engaged and.

- committed communities. '

The theory behind the merger is simple: combine the strength of four land conservation groul‘)s
to bring greater efficiency to our efforts. But perhaps more importantly, this is an opportunity to
raise the profile of conservation to another level, and attract people who care about
conservation but have not yet been motivated to support small local land trusts,

The merger opportunity involves several key elements:

m Create a single organization that can centralize administrative functions, efficiently deploy
professional conservation and stewardship staff, and bring economies of scale to work
statewide. ‘

8  Attract high-profile community leaders to build strategic relationships and attract
significant funding in support of conservation.

" Maintain strong local conservation groups as part of a more organized and capable
statewide organization. Help these local leaders bring greater support to their local
conservation projects, while elevating the most important state-wide conservation projects
to an entirely new pool of funding.’ '

B Invest in organizational capacity building in a way that establishes strong support among
donors at every level, and encourages their commitment to annual, capital and planned
giving.

This Decision Book is the synthesis of information-gathering efforts over the last five months. It
intends to develop a credible proposal for how a statewide land trust can do more to protect
land in Hawaii, while maintaining the core values of lokahi, ponio, and akamai. 1t does not
attempt to answer every question about what a statewide land trust should look like. It does try
to make a credible case that a statewide land trust has at least as much potential to protect the
best places in Hawaii as the current, decentralized approach.
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As you read this document and consider what is best for the conservation needs of this state,
keep in mind the important long-range investment that this effort intends. Ask this question,
and see how you answer: ‘

Ten years from now (and beyond), which decision will have been the best one: placing our energy and
efforts into making our local land trusts as effective as they can be, or organizing those local efforts

around a statewide conservancy that attempts to reach higher and farther than local efforts could?




Hawaii Land Trust Merger Decision Book —~ Appendix

Meetings So Far

We have had four meetings so far as a group, starting in January 2009 and concluding in
November 2009. Here's a quick recap of the meetings so far.

January, 2009

Our meeting was hosted by The Nature Conservancy, and gave us all a chance to explore
collaboration. Kelvin Taketa gave us some insights on the financial challenges for nonprofits
statewide and nationally. The group agreed to pursue specific collaboration projects
immediately, including organizing a regular statewide meeting, developing Hawaii-specific
standards and practices, finding a way to share staffing or “back office” functions, and
improving communication among land trusts. '

March 2009

Our meeting in Maui at the Iao Nature Center focused on specific collaboration projects, with
work plans established to define what would get done during the interim months. A tour of the
Waihe’e property protected by Maui Coastal Land Trust was part of the meeting. In addition a
brainstorming session identified all the possible benefits of collaboration, and the basic
framework of a vision for conservation in Hawaii.

Participating in the retreat were: Karen A Mai, Daniel Nahooppii, Mike Katz, Stephanie Amick,

- Paul Carson, Paulo Fujishiro, Ben Kaikala, Jennifer Luck, Bill Chase, Dale Bonar, Helen Nielsen,
Butch Haase, Collette Machado, Halona Kaopuiki, Ricky Cooke, Cynthia Rezentes, Elizabeth
Reilly, Lea Hong, Kawika Burges, John Bay, Marc Smiley

June 2009

A tour of the Mokio parcel protected by the Molokai Land Trust started the third meeting on a
very positive note. The group checked-in on collaboration projects, and evaluated their success.
The group agreed that meaningful collaboration was difficult because every group already had
a full agenda. The group pushed deeper toward potential for merger. Consensus emerged that
a merger was a good idea for at least some of the groups. The group agreed to go back to their
boards and work with them to see how their trust might be involved. A Steering Coﬁzmittee;
was set up to support follow-thiough and raise money toward next steps.

Karen Ah Mai, Daniel Nahooppii, Mike Katz, Stephanie Amick, Paul Carson,

Paulo Fujishiro, Ben Kaikala, Jennifer Luck, Bill Chase, Dale Bonar, Helen Nielsen, Butch Haase, '
Collette Machado, Halona Kaopuiki, Rici Cooke, Cynthia Rezentes, Elizabeth Reilly, Lea Hong,
Kawika Burges, Marc Smiley, Doug Cole, Blake McElheny

November 2009

The Steering Committee met in November to check in ot interest and assess funding. Several
trusts remain interested in exploring merger. Others shared their preference for independence
and collaboration. The group talked through what a merged organization rmght look Ilke, and
prepared for the meeting this month on Oahu.
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January 2010

Board and staff members from the eight land trusts in Hawaii met at Camp Erdman on the
North Shore of Qahu to make a fundamental decision about which groups are interested in
actively pursuing merger, and which groups are interested in remaining independent and
collaborating with others. At this meeting, four groups expressed their desire to actively pursue .
a merger path: Hawaii Island Land Trust, Kauai Public Land Trust, Maui Coastal Land Trust,
and Oahu Land Trust. The other six groups (North Shore Land Trust, Molokai Land Trust,
Halawa Valley Land Trust, Ala Wai Watershed Assn., Ike Aina, and Pacific Island Lands
Institute) expressed their support of the merger, and their interest in collaborating and
connecting with the merged organization while remaining independent groups.

The groups agreeing to take the next steps toward merger did so with two ideas in mind:

1. They would take this step with every intention of finding a way to make it successful. This
isn’t a process of understanding what merger would look like. Itis a process to find a way
to make a merger work.

2. There is no commitment to merge until the details can be worked out and a scenario can be
created that gives confidence to each board. At that point (and only at that point), the
groups will make a binding agreement and move forward with a merger.

The merger group identified three task forces and a set of issues that they could pursue to help
them complete their due diligence expectations. The collaboration group identified ways that
they could support the merger process and stay connected to the conservation work happening
within the merged organization.




Suggested Collaboration Agreement

. We commit to making agreed-upon contribution to the collaborative venture,
both asking for, and respecting the contributions of other participants. .

We commit to sharing responsibility for defining and meeting the collaborative
challenge on a day-to-day basis '

We commit to sharing risks associated with the venture in a equitable fashion.

We commit to sharing the rewards associated with the venture in an equitable
fashion. '

Pré-nuptual

We commit to a productive conclusion to the collaborative venture for all
participants. This conclusion may be anything from full merger to shaking of
hands and parting ways with full retention of our current organizational
structures. We will respect and keep confidential any details about the other
organizations that we were given as a result of our collaborative venture. The
goal is to complete the process as respectful friends, whether as married partners
or distant acquaintances. '

S:\Resources\Mergen\Collaboration prenuptial.doc  09/30/12
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