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In North America 

alone 53 species of 

freshwater fish have 

gone extinct since 

the start of the 20th 

century – a rate of 

extinction which is 

at least 877 times 

the natural rate for 

freshwater fish

Freshwater covers just 0.8% of Earth’s surface, yet is 

home to 12% of all known species (Mittermeier et al., 

2010). However, freshwater ecosystems are not only 

hotspots for biodiversity, but also for endangerment. 

Based on a sample of 449 populations, the global 

population of species dependent on freshwater habitats 

is estimated to have fallen by 81% between 1970 and 

2012 (WWF 2016).

The IUCN Red List of Threatened Species (the Red 

List) is the globally recognised tool for assessing 

the risk of species’ extinction. Of the species 

comprehensively assessed through the Red List, 

approximately one third are under immediate threat of 

Present Situation

What is happening to  
freshwater species?

extinction (IUCN, 2017), and freshwater fish are one of 

the most threatened vertebrate groups. 

For example, in North America alone 53 species of 

freshwater fish have gone extinct since the start of the 

20th century – a rate of extinction which is at least 877 

times the natural rate for freshwater fish (Burkhead, 

2010). Many of the same developments which drove 

these North American extinctions are now playing out 

in tropical basins where freshwater fish diversity and 

endemism are much higher (e.g. see Winemiller et al., 

2016). For example, in 2013, the Asian Development 

Bank rated more than 80% of Asia’s rivers as ‘in poor 

health’ due to dams and pollution (Asian Development 

Bank, 2013). We need concerted and targeted action 

to ensure that threatened freshwater species in Asia 

and elsewhere do not follow this alarming trajectory. 

Shoal is an exciting new initiative aimed at 

engaging a wide range of organisations to grow 

and develop interest and funding for freshwater 

species conservation, particularly fish. This is a 

group of species in urgent need of more attention 

and action. Effective conservation of freshwater fish 

can maintain and improve the functioning of whole 

freshwater ecosystems – reaping benefits for other 

species, habitats and people.

We are seeking to engage a diverse community 

from across the profit and non-profit sectors to be 

part of this innovative new partnership that will 

change the face of freshwater fish conservation.This 

idea has initially been driven by conservationists 

for conservation purposes but, critically, has 

received input and guidance from a wide range of 

stakeholders throughout its development and will be 

shaped and owned by its partners.  

Shoal is designed to be a true partnership from the 

outset, including and going beyond funding. This 

partnership will identify and support exemplary 

freshwater fish conservation projects, as well as 

enabling the exchange of skills and knowledge and 

the building of capacity and awareness. We will 

nurture mutual respect, collaborative projects and 

joint funding to enable conservation action in the 

most critical places for freshwater fish and their 

habitats.

To do this, we need organisations and individuals 

to join this effort – to donate funding, capacity and 

expertise. This document provides more detail 

on the rationale for Shoal and proposals for its 

structure and function.

Shoal
A solution for one of nature conservation’s most 

immediate challenges
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Driving decline: why are 
freshwater species in so much 
trouble?

The drivers of decline for freshwater biodiversity are 

of course complex and varied, but are intimately and 

intricately tied to the human engineering of freshwater 

environments and their associated transition from 

natural habitats to industrial waterways. This has seen 

freshwater systems pushed further and further away 

from the natural conditions in which species evolved, 

disrupting their ecological functioning, often at great 

biological, social and economic cost. Key current threats 

to freshwater species include those boxed below.

The cumulative impact of such diverse threats, combined 

with gaps in knowledge and increasingly pronounced 

shifts in global and local climates, explains why 

freshwater species are so imperilled. 

In 2013, 

the Asian 

Development 

Bank rated more 

than 80% of 

Asia’s rivers as 

‘in poor health’ 

due to dams and 

pollution

DAMMING AND 
FRAGMENTATION 

A principal threat to riverine 

ecosystems is large-scale 

damming spurred by a need to 

store water, irrigate drylands, and 

generate hydroelectric power. 

Damming leads to the diversion 

and containment of rivers which 

fragments species populations, 

restricts their migration, and 

alters environmental conditions, 

with impacts transmitted 

downstream to estuarine and 

marine species too (Liermann et 

al., 2012). Other infrastructure 

projects also channelize rivers, 

disconnecting them from their 

floodplains. 

OVEREXPLOITATION 

Inland fisheries are coming 

under increasing pressure as a 

result of population growth and 

increased commercial trade. 

Overuse, particularly of large, 

high value species is a key 

driver of fish population decline 

and extinction (Dudgeon, 

2012). The use of destructive 

fishing methods such as 

electric, dynamite and poison 

fishing also pose serious 

threats to freshwater health. 

WATER ABSTRACTION 

Water abstraction globally 

has tripled in the past 50 

years and results in the loss 

and alteration of habitats 

downstream (WWAP 2009). 

Wetlands and lakes shrink 

or disappear entirely, whilst 

many major rivers, e.g. the 

Nile, Yellow and Colorado, 

no longer reach their deltas. 

As water security concerns 

intensify, this is likely to be 

an increasing challenge. 

Meanwhile allocation of 

water for the needs of 

freshwater biodiversity is rarely 

considered.

HABITAT CHANGE AND 
DEGRADATION 

Freshwater ecosystem health is 

dependant not only on activities 

(e.g. sand mining) on or in 

the water body itself but also 

across the watershed. Changes 

in land use alter the amount 

and quality of water reaching 

freshwater bodies, as well as 

sediment levels and the supply 

of key nutrients. Having been 

viewed as unproductive, many 

wetland ecosystems have 

also been directly converted 

for agriculture and industry: 

since 1900, 64% -71% of all 

wetland habitats have been lost 

(Davidson, 2014). 

POLLUTION 

The cost of proper waste 

disposal has been externalised 

onto many of the world’s 

waterways, and absorbed 

by the species which inhabit 

them. Contamination of water 

bodies is being caused by 

an ever-increasing number 

of pollutants, the impact of 

which is accentuated through 

transmission of pollution 

across watersheds (Dudgeon, 

2012). This is estimated to be 

the second most prevalent 

driver of extinction for 

freshwater species assessed 

on the IUCN Red List.

INVASIVE SPECIES

The introduction of invasive 

animal and plant species, both 

intentional and accidental, 

has also caused significant 

changes to freshwater 

systems. Invasives contribute 

to declines in abundance of 

native species and are also 

one of the principal drivers 

of current extinctions in 

freshwater environments. 
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What conservation action is 
being taken?

Given the scale and pace of biodiversity loss in these 

ecosystems, one might expect a highly developed 

global conservation effort. However, the world’s 

freshwater ecosystems are under-inventoried and their 

protection receives a disproportionately low level of 

funding and attention. 

Over the past decade, there has been a greater 

recognition of the role of freshwater environments 

as examples of ‘natural capital’, with green and blue 

infrastructure often proving to be more cost-effective 

than further engineering interventions in providing 

many of the services upon which our societies depend. 

Planning paradigms such as “Integrated Water 

Resource Management’’ have begun to place a value on 

the ecological functionality of freshwater environments. 

A number of major NGOs including WWF and The 

Nature Conservancy undertake important work on 

large-scale river basin planning in partnership with local 

and national governments, which is slowly changing 

planning approaches for the better.

However, at the site or species-specific scale, there 

has been a dearth of conservation action. This can 

be problematic for freshwater species given that 

many freshwater environments are localised, with the 

evolution of species with small geographic ranges, 

often confined to a single lake or drainage basin (i.e. 

endemic species) (Dudgeon & Strayer, 2010). Whilst 

some taxonomic groups such as waterbirds, river 

dolphins, crocodiles, turtles and salmonids have 

received conservation attention, for the majority of 

freshwater species there have been very few targeted 

interventions. 

Remarkably, there is no international conservation NGO 

dedicated to conserving the species that live within 

freshwater ecosystems. Whilst the Ramsar Convention 

has drawn the attention of Government’s around the 

world to the value of wetland habitats (not lakes or rivers), 

49% of the freshwater sites listed under the Convention 

do not have management plans and there is no certainty 

on whether they are being managed effectively for 

freshwater species (Finlayson et al., 2018).

Freshwater conservation receives just 3.2% of grant 

funding from European environmental foundations 

(Cracknell et al., 2016) and an analysis by Synchronicity 

Earth of more than USD 450 million of freshwater 

conservation funding (a small amount given the scale of 

the problem) from 2012-2015 showed that only 6.6% 

went towards projects which specifically targeted the 

conservation of one or a subset of freshwater species. 

This concurs with findings of other major funding 

analyses which highlight that biodiversity itself is a very 

peripheral focus of most water-related conservation. 

The bottom line is that not enough (and in many cases 

nothing at all) is currently being done to prevent the 

extinction of freshwater species. 

The Proposition

The potential support for freshwater fish conservation both 

from individuals and businesses is potentially higher than 

for many other conservation issues. For example, 2,500 

species of ornamental fish (60% of which are of freshwater 

origin) are traded in 125 countries at a retail value of more 

than USD 10 billion (Dey, 2016). In the UK alone fish-

keepers spend over GBP 400 million per year, and the 

keeping of home aquaria is a truly global hobby. Public 

aquaria are also growing in popularity, and already provide 

significant levels of conservation funding and action, yet 

they harbour further potential, particularly for freshwater 

species.

Meanwhile, there are an estimated 50 million recreational 

anglers in the USA (Statista, 2017), where fishing is more 

popular than tennis, golf or even hiking and second only 

to running and jogging as the most popular outdoor 

recreational activity. These anglers, like owners of home 

aquaria, hold the potential, not just to generate revenue to 

support conservation projects, but to be local conservation 

champions for freshwater species. Commercial fishery 

businesses are also already significantly involved with river 

and fish conservation and this has often been beneficial for 

commercial fish species. However, this approach hasn’t 

largely targeted the most threatened fish species or other 

freshwater species at risk of extinction. 

In short, there is a huge potential network of stakeholders 

who are fascinated by fish, spend time by rivers, care 

for their own aquaria or are involved in freshwater fish 

businesses who could play a key role in ensuring that the 

species we love and rely on continue to thrive in the wild. 

The proposed partnership will bring together all these 

actors to increase funding and action for the conservation 

of freshwater fish and their habitats. This will be a 

formidable platform for escalated freshwater species 

action. A new structure will be created to build and facilitate 

this partnership to effectively and efficiently direct funding 

and other resources to the most critical interventions 

required to prevent freshwater species extinctions. We 

want to ensure each member of the partnership is valued 

and can participate in the effort to conserve freshwater 

biodiversity. We need funding, of course, but we also need 

skills, knowledge and experience. 

Coordinating with other 
initiatives

There are several IUCN groups and other initiatives 

that are focused on freshwater biodiversity and habitat 

conservation; for example, the IUCN Species Survival 

Commission (SSC) Freshwater Fish Specialist Group, 

the IUCN SSC Freshwater Conservation Subcommittee, 

the Sustainable Water Future Programme’s Freshwater 

Biodiversity Working Group, the Freshwater Biodiversity 

Observation Network and the newly developing Alliance 

for Freshwater Life - but all of these are challenged 

by a lack of funding to support the large numbers of 

important projects that they could implement. Hence, 

the objective of Shoal should not be to duplicate 

the work of those existing groups, but instead bring 

capacity and fundraising power to help support the 

species conservation work of those groups, and in 

particular the IUCN SSC Freshwater Fish Specialist 

Group. 

We will place freshwater fish at the forefront of Shoal 

– providing a strong and simple message that these 

species need our help. In conserving fish, we will in turn 

be conserving other freshwater species and their habitats 

– all this we would look to record and monitor. We believe 

this initiative can be catalytic for freshwater species 

conservation.

The world’s freshwater 

ecosystems are 

under-inventoried 

and receive a 

disproportionately low 

level of funding and 

attention
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Building a partnership to 
benefit all stakeholders

The multi-sectoral approach across the globe will 

emphasise the engagement, capacity-building and 

long-term sustainability of the initiative with the following 

significant benefits for the various stakeholders involved:

PRIVATE SECTOR COMPANIES 

• Protect the wild stocks of the species upon which 

the industry depends.

• Provision of sustainability credentials. Consumers 

are increasingly interested in the supply chain which 

precedes their purchase. Being a partner of Shoal will 

demonstrate a company’s active role in conservation and 

its commitment to fulfilling its environmental and social 

governance responsibilities. 

• Contribution towards meeting industry standards 

and global targets such as the Sustainable 

Development Goals (SDGs).

AQUARIA AND ZOOS

• Provide an opportunity to further educate and 

engage visitors in freshwater species conservation. 

• Provide financial and technical support for 

conservation projects implemented on the ground in 

focal regions in collaboration with local partners.

• Enhance opportunities for better coordination of 

freshwater species conservation programmes between 

member aquaria and zoos.

ANGLERS 

• Provide an opportunity to actively contribute and 

engage with the conservation of freshwater fish around 

the world.

• Raise public awareness of the positive contribution 

angling can make towards conservation of freshwater 

fish. 

• Engage a significant group of stakeholders who 

can become mobilised more broadly on freshwater 

conservation issues, helping to elevate their public profile 

and influence policymakers. 

HOBBYISTS

• Ensure the sustainability of their hobby through 

support of best practices for conservation and 

management of wild populations of fish species used 

in aquaria.

• Better connect hobbyists to conservation initiatives 

on the ground, enhancing understanding of the threats to 

freshwater species and raising a broader constituency of 

support for conservation. 

• Offer a simple mechanism by which hobbyists can 

contribute towards fish conservation projects. 

IUCN SSC FRESHWATER FISH SPECIALIST 
GROUP (FFSG) AND OTHER INTERESTED IUCN 
SPECIALIST GROUPS AND SUB-COMMITTEES 

• Provide opportunities to implement the conservation 

priorities and plans identified and developed by the FFSG 

for individual species.

• Bring wider attention to the crisis facing freshwater 

species, benefitting the FFSG but also groups who work 

on other freshwater taxa. 

• Generate revenue to contribute to core costs, 

assessments and conservation planning that will drive 

conservation action.

CONSERVATION ORGANISATIONS AND 
AGENCIES

• Increase funding for projects conserving freshwater 

species. 

• Connect and better inform, from a species 

perspective, the work of conservation NGOs working at 

the policy level on freshwater ecosystem conservation. 

• Build the conservation capacity of local 

organisations, connecting them to technical expertise 

and identifying mechanisms through which they can 

increase impact. 

LOCAL COMMUNITIES 

• Provide support for local conservation projects that 

offer direct and tangible benefits to local communities.

• Support species conservation programmes which 

ensure the protection of local fish which underpin food 

security (Phillips et al., 2002). In the Mekong basin alone, 

55 million people rely on freshwater fish for food and 

income (Baran et al.,2007). 

• Raise further attention to the key challenges which 
not only threaten freshwater species but also impose 
significant costs on the communities who rely upon these 
same environments.

Angling can make a 

positive contribution 

to the conservation 

of freshwater 

fish, engaging a 

significant group of 

stakeholders who 

can help to influence 

policymakers
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Conservation Action Requiring Support

Example Projects 

Despite the lack of funding and action, there are viable 

interventions which can conserve freshwater fish at 

the site or species specific level. Whilst some threats 

to freshwater ecosystems, such as dam construction, 

water abstraction and wetland drainage, require policy 

and management interventions, other threats such 

as point source pollution, overexploitation, invasive 

species and habitat modification can be tackled 

at the local level, which is where the value of this 

partnership’s support will be greatest.. 

Key Activity
CONSERVATION ACTION

The immediate priority for this initiative is to begin 

supporting direct conservation action, as this has 

consistently been identified as the key gap in funding 

and action and provides the greatest opportunity 

for change. As such, Shoal will support some of the 

best freshwater fish projects in some of the most 

underfunded and biodiverse regions. It will identify 

projects where concerted action by committed 

organisations operating on-the-ground can achieve 

tangible, scalable conservation outcomes. To be 

successful in achieving this, Shoal will also need to 

support the following enabling activities:

PROJECT PIABA works in the Brazilian Amazon, to 

support local communities who derive income from 

the sustainable harvest and trade of freshwater fish 

for home aquaria. The project aims to develop market 

pathways for the sustainable trade of ornamental 

fish from the Rio Negro, partnering with commercial 

stakeholders to develop and implement marketing 

plans to promote socially and environmentally 

beneficial aquaria. Project Piaba also work with the 

local community in Barcelos to develop Best Handling 

Practices (BHPs), carry out workshops for fishers to 

improve survival rates of fish and support information 

exchange between community groups. Not only does 

the project imbue a greater value to conserving the local 

river system and its fish species in the long-term, but by 

generating economic revenue from this activity it also 

provides sustainable alternative livelihood options to 

communities who may otherwise turn to cattle ranching 

or logging for their livelihoods. There is significant 

potential to duplicate this project in other river basins 

where income can be derived from the sustainable 

trade of freshwater fish and where significant benefits 

could be provided to local communities. 

Enabling activities
CONSERVATION PLANNING

To effectively conserve species, we must understand 

their population trends, ecology and assess their risk of 

extinction. We must identify the most important species, 

the threats to them, the places for action and develop 

comprehensive plans for their long-term protection. 

Whilst the focus of this initiative is not on research, we 

recognise the importance of thorough planning and 

assessment, and therefore will look to provide support 

to the knowledge systems which are the foundation 

for effective conservation action, particularly the IUCN 

Freshwater Fish Specialist Group. 

CAPACITY DEVELOPMENT

Given the relatively low number of organisations 

working on freshwater fish conservation and the 

opportunity to work closely with experts in freshwater 

fish management (for example from aquaria and 

zoos), Shoal will work towards building the capacity 

of implementing organisations and encouraging more 

groups to work on conserving freshwater species. 

AWARENESS

To maximise the opportunity, Shoal will need to 

encourage those interested in freshwater species to 

take an active role in their conservation and to join 

the partnership. Through its partners, it is also hoped 

it will contribute to raising public awareness of the 

plight of freshwater species and the need to support 

conservation action to conserve them.

LIVING RIVER ASSOCIATION works on the 

Mekong and Mun rivers in Northern Thailand to 

support communities in establishing and managing 

‘Fish Conservation Zones’ (FCZs) – community 

managed freshwater protected areas. These FCZs 

have been demonstrated to be effective in supporting 

both species conservation and improvements in 

human wellbeing (Baird and Flaherty, 2005). By 

identifying key life-stage habitats, and portioning 

off sections of river where fishing is prohibited or 

managed, fish conservation zones can reduce 

pressures from overfishing or the application of 

destructive fishing techniques. In the Mekong 

basin, ‘Living Rivers’ have applied this management 

technique to target the conservation of highly 

threatened fish species such as the Mekong Giant 

Catfish (Critically Endangered) and Julien’s Golden 

Carp (Endangered). One project was successful 

in preventing the use of dynamite fishing in a 

transboundary FCZ between Thailand and Lao PDR 

which experts believe is a key spawning ground for the 

Mekong Giant Catfish.

Fish Conservation 

Zones have been 

demonstrated 

to be effective in 

supporting both 

species conservation 

and improvements in 

human wellbeing
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Shoal’s Strategy 

PRINCIPAL OBJECTIVES: 

• to increase funding to effective freshwater fish 

conservation projects,

• to raise awareness of the need for more and better 

freshwater conservation action, 

• develop capacity of actors to implement impactful 

freshwater fish conservation work. 

OPERATIONAL OBJECTIVES:

• to build an effective partnership for freshwater fish 

conservation across key stakeholder sectors in both 

the profit and non-profit worlds, and

• to support the IUCN SSC Freshwater Fish 

Specialist Group (and other key groups) so they 

can provide comprehensive scientific knowledge 

and prioritisation on which Shoal can build the most 

cost-effective and highest impact conservation 

programmes. 

Organisational Model
Two models are proposed: a temporary (short term) 

and a permanent institutional setup. 

THE TEMPORARY MODEL

In order to establish the initiative and test the 

proposition, a temporary organisational model will be 

set up. Initially a group of scoping partners will establish 

Shoal hosted under an existing charitable organisation 

– Synchronicity Earth (a charity registered in England 

& Wales, registration no. 1132786). The purposes of 

Shoal are closely aligned with the aims and objectives 

of Synchronicity Earth and the initiative will be managed 

within the governance and operational structure of the 

charity, with oversight from the board of trustees. The 

scoping partners will initially be responsible for funding 

Shoal and leading and managing the day-to-day 

operations until it is deemed necessary to establish a 

stand-alone organisation. 

The model will function with three bodies: 

• Scoping Partners: This body will comprise a 

limited number of founding organisations, representing 

the various sector actors, that will assume responsibility 

for funding, leading and oversight of the new 

organisation.

Proposed Scoping Partners will be expected to 

actively support the initial phases by committing to at 

least one of the following: promoting, representing, 

funding and/or leading the development and 

operations of the organisation, it being understood 

that each scoping partner will need to seek approval 

from their own boards for a significant level of 

participation and support. 

Synchronicity Earth has agreed to host the initial start-

up phase. Meanwhile the IUCN SSC Freshwater Fish 

Specialist Group (FFSG) will initially act as the science 

and conservation advisor to the Scoping Partners. 

Eventually, the FFSG will be more heavily integrated 

into the partnership (and possibly integrated as part of 

the management team) to ensure its sustainability as a 

key advisor. 

• Secretariat/Management team: This body 

will include (eventually) a team of paid staff that will 

be responsible for the day-to-day running of the 

organisation,within the operational and governance 

framework of Synchronicity Earth, led by a CEO and 

team hosted by one or more of the Scoping Partners 

and/or IUCN FFSG. 

• Partnership Members: Parties from the private 

sector, hobbyists, conservation agencies and local 

communities can become partners. This body will 

provide the important expertise and assistance for 

outreach, expertise and project implementation. 

THE PERMANENT MODEL

The exact construct for the Permanent Model will 
be decided if and when the Scoping Partners feel it 
is necessary to establish a new, independent, self-
sustaining organisational model. At this stage, it is 
anticipated that the Permanent Model would be based 
on a typical organisational setup with a board, staff 
and implementing partners. 

Project Funding
The principal objective is to raise support for 

conservation action. The primary function of Shoal will 
be to identify, prioritise and deliver funding support 
to projects undertaking freshwater fish conservation 
activities, drawing on the expertise of the IUCN SSC 
Freshwater Fish Specialist Group for identification of 
priorities. 

The full process of developing the funding strategy and 
decision-making process (fund management) will be 
developed in the scoping phase. 

Initially a limited number of projects will be supported 
that:

• widely support the interests of the partners;

• align with the priorities of the IUCN SSC 
Freshwater Fish Specialist Group;

• are in important areas for freshwater biodiversity; 

• demonstrate the scope and ambitions of the 
partners;

• are well-prepared and have existing capacity for 
immediate and effective implementation, and

• provide excellent communication opportunities 
during the “campaign” phase.

EARLY CONSIDERATIONS FOR   
PROJECT SUPPORT

• Southeast Asia is highlighted as a key area of need 
for freshwater fish conservation. 

• The work under this initiative must complement 
and link to the bigger picture, particularly larger policy 
work. 

• Funding should be prioritised to on-the-ground 
fish conservation projects; initially projects which have 
a high chance of success where quick gains can be 
demonstrated so these initial projects can be used to 
raise awareness and further support. 

• Projects supported should include those that can 
be scaled-up/replicated/used as models. 

• Project support should be medium to long-term, 
including for monitoring and reporting. It will be 
important to document and communicate learning 
from projects supported, to help build a body of 
evidence of effectiveness. 

• To be effective, particularly in the early years, the 
initiative will need to help develop and identify key 
grantees and projects rather than select from cold, 
open calls for funding. 

Building The Funding And The 
Partnership – The Campaign
Awareness and engagement in the fish and freshwater 
sector is currently very low. The early stages of the 
organisation will therefore need to be focused heavily 
on marketing, and the building of a campaign. 

The aim of this campaign will be to:

• Raise initial funding (both for organisational 
development and for project support)

• Begin the process of building up the membership 
and engagement on a key set of targets (to be 
identified in the scoping phase)

It is expected that the campaign will last for at least 
two years and will steadily increase in its scope and 
outreach as the membership increases. The campaign 
will use the capacity, scope and outreach of the 
private sector partners, starting with the Scoping 
Partner members.

VISION: 

Freshwater fish flourishing  

in nature. 

MISSION 

To identify, scale-up and 

effectively fund projects for 

freshwater fish conservation 

through creating a new, 

dynamic partnership between 

non-profit and for-profit 

organisations. 

VISION

MISSION
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Building the funding and the 
partnership – the campaign 

Awareness and engagement in the fish and freshwater 

sector is currently very low. The early stages of the 

organisation will therefore need to be focused heavily on 

marketing, and the building of a campaign. 

The aim of this campaign will be to:

• Raise initial funding (both for organisational 

development and for project support)

• Begin the process of building up the membership 

and engagement on a key set of targets (to be identified 

in the scoping phase)

It is expected that the campaign will last for at least two 

years and will steadily increase in its scope and outreach 

as the membership increases. The campaign will use 

the capacity, scope and outreach of the private sector 

partners, starting with the Scoping Partner members.

Implementation Phases (2018-2020)

Phase Objective Key Elements

SET-UP Enrol Scoping Partners Agree on the concept

  Initiate the Pre-Launch Create founding partnership

  Hire first staff Develop plan for pre-launch 

   Understand immediate capacity needs

   Map out stakeholders and key initiatives

PRE-LAUNCH Prepare early stage  Design a campaign 

(SCOPING PHASE)       enrolment strategy      (including branding and materials)

  Prepare campaign Identify scope of the potential first members

  Prepare partnership parameters Fundraise for the campaign

   Identify pilot projects

FUND AND MEMBERSHIP Establish a mechanism for  Examine alternative structures for the

BASE CREATION      receiving funds      Shoal including creating    

 Establish mechanism for      a separate organisation

       funds dispersal  Identify processes for distributing funds

LAUNCH AND CAMPAIGN Raise awareness Initiate first stage enrolment of projects, 

  Align partners and build membership      partners and supporters

  Engage initial donors Raise further funds for the campaign

  Pilot projects supported Create conservation strategy and launch   

        initial projects

ENROLMENT/EXPANSION Enrol further projects Establish engagement and marketing plan

  Enrol further supporters Initiate that plan

Item Notes Cost (US$)

STAFF POSITIONS  

LEADER Preferably in Europe.  $90,000

  Leads development in consultation        

  with Scoping Partners. 

  Cost includes overheads.

BUSINESS SECTOR  Secondment from business In kind

MARKETING EXPERTISE Secondment from business In kind

  and partner NGOs  

CONSULTANTS  

Design + printing  $10,000

Meetings  $10,000

Hosting costs  In kind

Travel  $10,000

TOTAL   $120,000

Funding 
PRE-LAUNCH (SCOPING)  
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