
WORKING TOGETHER TO RESTORE 
NATURE ON SOUTH WEST FARMS



Western Australia’s unique biodiversity has been disappearing over the last 200 years. Land clearing has 
increased to meet the demands of the agriculture industry and a growing human population. The local 
natural resources can’t keep up, with farmers needing to import water and feed, and using chemical 
fertilizers to support their production.

Going against traditional European farming practices, a growing science of regenerative agriculture is 
showing that restoring the nature on farms can have a beneficial impact to not only the environment, but 
the quality and value of crops and stock animals as well as the farmer’s bottom line.

The Collective Impact Approach project aims to bring together the regenerative agriculture community 
to share knowledge and work collaboratively towards creating a cohesive approach to natural capital 
restoration in Western Australia’s South West region.

	• Four workshops and six regional roadshows.

	• Successful trial of the collective impact 
approach for an agricultural issue.

	• The creation of a shared Purpose and Vision, 
and Theory of Change and Strategic Approach 
documents.

	• Strengthening bonds and sharing ideas within 
the regenerative agriculture community.

OUTCOMES

	• Choosing a facilitator knowledgeable in 
the collective impact approach to lead the 
workshops.

	• Encouraging small group discussions and 
casual conversations helped build trust and 
interpersonal relationships.

	• Cross promoting the workshops with other 
regenerative agriculture projects helped to 
reach a broader audience.

	• Geographical distances in South West WA made 
it hard to engage with a large group of potential 
participants across all types of agricultural 
industries.

	• Learning curve for project staff and participants 
in what a ‘collective impact approach’ involves 
and how it could be applied to an agricultural 
setting.

	• Not enough time and capacity to cover all areas 
of agricultural land use, and to authentically 
engage and build trust with key stakeholders 
such as First Nations people and government 
decision-makers.

KEY LEARNINGS
WHAT WORKED?

KEY CHALLENGES

Towards trialling a collective impact approach 
to the restoration of natural capital on South 
West farms.

Organisation:  Perth NRM
Year Funded: 2022
Total project cost: $1,387,783
Funder: Lotterywest
Funder Contribution: $719,000
Region: Western Australia’s South West
Beneficiaries: General community
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KEY OUTCOMES
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INTRODUCTION



APPROACH
A collective impact approach - a community 
engagement framework and process where 
participants commit to a shared purpose to 
solve a common problem - was considered 
the best methodology for this project. For this 
approach to succeed, involvement from all 
types of stakeholders is important, as is openly 
sharing knowledge and learning together for 
a greater understanding towards a solution. 
While commonly used in the health and welfare 
sectors, it is fairly new for environmental 
management issues.

Impact Seed were contracted to facilitate the 
collective impact approach, and participants 
were sourced from existing agricultural 
networks and advertising through existing 
communication channels. The foundation 
activities for the project were four workshops, 
held over 12 months, with the group working 
through the collective impact process. 
Each workshop included at least one guest 
presentation on relevant projects and 
organisations across the state.

To facilitate the participation of a larger 
group of people unable to travel to Perth, 
farmers across the south-west region were 
engaged through additional meetings, regional 
roadshows and informal discussions, and 
workshop notes and videos were published on 
the RegenWA website.

STATISTICS
4 workshops

5 regional roadshows

2 online meetings

71 total participants including from 52 organisations

“Restoring natural capital will result in healthier ecosystems, 
more productive farms and healthier communities.”

Western Australia is an ancient landscape with 
unique plants and animals that have evolved 
to thrive in the nutrient-deficient soils. This 
biodiversity has been disappearing since European 
settlers started clearing land for agricultural 
production more than 200 years ago – one reason 
it has been declared a biodiversity hotspot.

Farmers rely on clean water, healthy soil and 
an underlying biodiversity – also called ‘natural 
capital’ - to support their production of food and 
fibre. However, these resources are being used at 
a faster rate than can be naturally replenished and 
short-term solutions are expensive. 

The science of regenerative agriculture is growing 
worldwide, showing how improving on-farm 
natural capital can improve the productivity, 
quality and value of farming products, while also 
improving the natural environment and sustaining 
wildlife. In WA, there have been many independent 
projects undertaking small-scale natural capital 
restoration, however a broader approach to 
natural capital restoration is needed to solve 
this complex problem. The past 20 years Perth 
NRM’s sustainable agriculture program has been 
supporting farmers in these efforts and knows the 
importance of learning from the experiences of 
other farmers and land managers, their challenges 
and successes, and how those can be applied to 
other situations. 

The Lotterywest grant funded the Collective 
Impact Approach (part of the broader Restoration 
Impact Framework project) - a series of workshops 
and engagement activities that brought together 
the agriculture community of Western Australia’s 
South West, to collaboratively create a roadmap for 
the future of on-farm natural capital restoration.

OPPORTUNITY
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Four formal workshops, along with other meetings 
and discussions, were held to trial the suitability 
of applying the collective impact approach to the 
restoration of natural capital in WA’s South West 
farming landscape. Forty-five individuals including 
from 31 organisations participated in the workshop 
series, including independent farmers and land 
managers. 

A range of communication activities were 
undertaken to reach new audiences and 
strengthen the engagement of existing 
participants, including:

	• A dedicated webpage, regularly updated with 
workshop notes and outputs.

	• Two online Q&A meetings and five regional 
roadshows shared information about natural 
capital restoration and the collective impact 
approach project, while also recording the 
experiences and ideas of participants.

	• Newsletter articles and social media posts 
promoting the project’s progress were 
published and distributed to subscribers. 

	• 20 videos produced including workshop 
overviews and interviews with participants.

These communication items will remain available 
on the RegenWA website as educational resources.

Project progress was assessed against these five 
‘conditions’ of establishing a collective impact 
approach:

	• A common agenda: completed.

	• “A healthy resilient landscape enabling 
productive land use and stewardship.”

	• Shared measurement systems: in progress. 

	• Standard metrics for how success would be 
measured and evaluated were discussed, 
with a list drafted and presented at the third 
workshop.

OPPORTUNITY
	• Mutually reinforcing activities: in progress.  

	• An online activity planner was created to 
display the natural capital restoration activities 
across WA, and any activity gaps were also 
noted by participants. Further collaboration is 
required to confirm priority activities are not 
competing or duplications.

	• Open and continuous communication: 
completed. 

	• Each workshop’s agenda, outputs and materials 
were disseminated directly to participants, 
and published online, along with other 
communication activities.

	• Backbone support organization: completed. 

	• Perth NRM undertook this role and future 
governance structures were discussed.

A Theory of Change was created to outline the 
resources, actions and strategies required to 
change current agricultural practices towards more 
sustainable outcomes. A Strategic Approach was 
also drafted around five strategic priorities and four 
key outcomes that will support the Purpose and 
Vision developed during the project.

While the collective impact approach proved 
suitable to creating systemic change for natural 
capital restoration, some barriers were identified 
that need to be overcome before it could reach its 
full potential. These included a lack of trust and 
collaboration between agricultural, environmental 
and policy stakeholders, along with a lack of 
priority investment in natural capital and no state 
government policies supporting the large-scale 
restoration of natural capital.

Importantly, this project facilitated community 
bonding between passionate, proactive 
and likeminded peers – residing across vast 
geographical distances - to feel less isolated as 
they work toward a common goal.
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KEY CHALLENGES

Introducing any new process, especially 
where building trust between participants 
is essential, requires a confident facilitator 
to provide guidance - hiring Impact Seed to 
facilitate the collective impact approach was 
an important element to the success of this 
project.

Participants provided positive feedback 
when polled about their satisfaction with the 
workshops and project process. Eighty percent 
also recorded an increase in their knowledge 
of the collective impact approach.

In an industry where geographical distance 
can limit the development of niche 
communities, participants were appreciative 
of the opportunity to meet and share their 
experiences with a roomful of likeminded 
peers while working toward a common goal.

Getting participants to work together in 
smaller groups before sharing their results to 
the larger audience, as well as encouraging 
casual discussions during lunch and tea 
breaks, were important to ensure all voices 
were heard. Spreading the workshops out 
over a year allowed time for ideas to develop, 
promoted discussion and, importantly, built 
trust between participants and in the process.

Cross-promotion of the workshops with the 
two other Restoration Impact Framework 
projects – capacity building activities and 
natural capital accounting – provided 
additional promotional opportunities, the 
sharing of ideas and experiences with a 
broader audience, and the chance to learn 
about other natural capital projects underway.

WHAT WORKED

Regenerative agriculture and the restoration 
of natural capital is still a fairly new concept in 
Western Australia. A large part of this project is 
building awareness about why it is needed, how 
everyone is welcome to participate, and why it is 
vital that everyone works collectively toward a 
solution.

The geographical region of South West Western 
Australia is huge, with numerous ecosystems and 
diverse land uses, and vast distances between 
regional communities. Many farmers and industry 

stakeholders are also defensive of their commercial 
practices. These factors make it harder for a 
small Perth-based project team to engage new 
participants and build trust.

Given this was one of the first times a collective 
impact approach had been used in the agricultural 
sector, there was a learning curve for both project 
staff and participants. As such, more time may 
have been spent on explaining the process than 
doing the activities, which is to be expected.

The short-term nature of the grant limited the 
capacity to discuss and finalise several important 
elements required to build a robust inclusive model. 
These included:

	• Authentic First Nations engagement, with a 
diversity of voices and insight into traditional 
practices and adjusting the process to be 
more culturally inclusive such as yarning as a 
decision process.

	• A ‘backbone’ organisation to carry the project 
long-term. Most participants represented not-
for-profit organisations and farmers without the 
resources, capacity, and influence needed.

	• Finalising the shared measures, indicators and 
evaluation methods.

Restoration of nature at a ‘landscape scale’ is 
complex, detailed and a long-term commitment. 
It will require more time, more resources, and the 
correct people at the table making decisions, to 
see systemic and wide-spread change. Specifically, 
it requires the commitment of senior government 
decision-makers to fund programs and enable 
change. Only then, can the next steps in the 
collective impact approach be taken: finalising 
a strategic approach, charter, and principles of 
practice; and establishing governance and large-
scale implementation.

ADDITIONAL LINKS AND RESOURCES

Collective Impact Project:  
https://regenwa.com/collective-impact/

Natural Capital Accounting Project:  
https://www.perthnrm.com/project/measuring-on-
farm-natural-capital/
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