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This document contains an overview of the WWF Net wor k6s Standards
and Programme Management (PPMS). These standards are the product of many inputs, field
tests, discussions, debates and subsequent revisions. This document has been approved by
the WWF Results Based Management Group on behalf of the WWF Network.

It will continue to be revised and improved over time. Click here to download the latest version
of this document from OneWWEF, the WWF Intranet or here to download it from the WWF
website. Please address any comments to Will Beale (wbeale @wwf.org.uk).
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Introduction

WWEF and our partners atackling large, complex, and urgent environmental problems where the
stakes are high. People around the world ammting on us; they trust us, they work alongside us,
and they are giving us significant resources to act effectively to btuldii@ in which people live

in harmony with naturedence ve need processes and ways of working that help us to develop
optimalstrategies andssess thenpact of our actions the WWF Standards.

What are the WWF Standards and what is Results Based Management?

The full set ol WWF Network Standardsaterials consists of the Program8tandards,
Operations Standards, aR&P Standard¢Public Sector Partnershipdhese standards have
all been in place since 2005 and they are updated periodically.

This document provides an overview of the Project and Programme Management Stat&tards (
known as the PPMS, the Programme Standards, or simply WWF Standhelsjandards of
practice for designing, implementing and monitoring conservatiojectsandprogrammesn the
WWF Network? In an increasingly complex and changing environntiesse good practices are
meant to help conservation projects analyse their context, describe theedongsion and key
assumptionsgngage stakeholdedegvelop effectivestrategiesplan for sustainabilitymeasure

their successand adaptshare, ath learn over timeThat is, theyare to help projectgractie

adaptive managemeint order to make them moedfective andefficient and ultimately deliver
sustainable impact. The standards also provide guidance on when and how to responsibly exit /
trangtion from projects

More broadly, from an organizational perspective these standards are a key foundation

s u p presultsbaséd managemént ( R BitMin WWF. Efforts towards RBM provide a
framework for WWF Network (and partner) collaboration in project design, the tracking of
programme delivery and impact, and the development of a performance and learning culture.
Three key foundations of RBM arefthed as th&VWF Programme Standards (PPMBg
Global Conservation Prograne (GCPMonitoring and Reporting systemiiich includes

the definition and measurement@ftical Contribution¥, andInsight(a knowledge and
information management systeéhatalso automatesiuch of the data collection and analysis
required by the network for monitoring and reportifig)e processes, systems, skills and
culture in each WWF office should be developed to support sound fbagltid management
(seeWWF-UK Programne Management Manuak an example).

1 PSP was formerly known as GAA (Government and Aid Agency)

2 Projects are the basic units of conservation work. A prografameistinct from a portfolio of projects) is a

group of jointlymanaged, interdependent projects which together aim to achieve a common vision. In the
interest of simplicity, this document wusessintehe term

these standards of practice are designed to apply equally welltdbBtb ns er vati ondé i n WWF me

of programmatic work, so these standards should be applialll fxpjects, programmeByractices, High Impact
Initiatives, policy work aml campaigns that are managed by Conservation/ Programmes deparTiments
standards can also be used to support offices.

® ResultsBased Management (RBNY amanagemerstrategy or approach by which an organization ensures
that its processes, products and services contribute to the achievement of clearly stated resulisageebults
management provides a coherent framework for strategic planning and manelggmgroving learning and
accountability.

§
€


http://www.panda.org/standards

WWF Standards of Conservation Project and Programme Management

WWF recognizes that we have a responsibility to be accountathentws, to communities
and partners that we work withnd for the social effects of our wrhese standards
promote good practice in accountabiliyd transparendy hr oughout a .proj ect ¢

Where do the Programme Standards come from?

These standards are rooted in a long histogdaptivemanagement in WWF, across other
conservation organizations, and in other disciplines. They are not meant to be a rigid set of
standards that every project must blindly follow, but rather a set of good practices that conservatior
practitionerscan use. ThEMP (ConservatioMeasuredartne s hi p) 6 Op provide8t an d
an important foundation for the WWF Program8tandardsand the Open Standards and WWF
Standards continue to inform each other.

Purpose of this Overview document

The purpose of this oveew is to provide a comprehensive yet succinct introduction to the
fundamental steps and practices embodied in the WWF Standards. It has been written to be
accessible to a broad audience of different kinds of conservation practitioners. This overview
is not meant to be a detaildbw-to guide for implementing these standards; comprehensive
guidelines in the form of companion documeants also available (see below).

This document outlines these standards of practice in a series stEfige(see Figurg):

1. Definewh o wi | | be involved on the project tea
geographic or thematic scope, your vision of what you hope to achisdthe context in
which you intend to work including threats and opportusjaed whoarethe key
stakeholdersvith whom you will you engage.

2. Designyour action plan (including goals, objectivestategiesand theory of change
monitoring plan andoperational plariincluding sustainability and exit consideratians)

3. Implement your workplanswvhile ensuring sufficienfunding capacityand partners.

4. Analyzeyour data, results and assumptions, and operational and financial performance
& Adapt yourworkplans as necessary based on your findings.

5. Sharelessons, formal communication products, feedback and evaluations, and a
performance and learning culture with key external and internal audiences.

For each step, the document provides a brief description of the standards of practice (sub
steps) and thexpected outputs for each practice (see Annex 2). Numbers denote steps and
substeps, and diamond bulle& ) denote outputs. Of course, not all standards or outputs are
appropriate under atlonditions and for all projects, so you should adapt as negessa
Furthermore, some types of initiatives suclésbal Pratices, High Impact Initiativeand
Ecoregion Action Programmes (EAPSs) have unique characteristics that merit additional or
more specific standards and guidance tigst within these general ones. All technical terms
are underlined the first time(s) they are used and then defined in the glossary. Hot links to
extensive additional guidance materials for steps and for key tools are provided throughout
the document;red notes contain the web reference as well. This body of guidance material
will continueto evolveover time

* Conservation Initiative on Human Rights Framework (2009)
&http://lwww.worldwildlife.org/pages/governance
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What other Standards materials tools,and support are available?

The Programme Standards materials include:

9 This overview document.

1 More detdied guidance, tools, additional reference materials, and examples of application
for each sub step.

1 Templates for key process outputs such as (Internal) project proposals, budgeting,
technical reports and evaluations.

In addition, a bespoke software tgMiradi) is available that has been designed for use by
WWEF and other conservation organizations. Miradi walks you through the steps of the WWF
Programme Standards and can help you to produce key outputs such as conceptual models,
results chains, actiodgns, monitoring plans ett.all the elements of a strategic pl&#WF

has a license for all staff teseMiradi. i click here forMiradi download instructions and

access code

Capacity support famplementation of the WWF Programme Standards and Results Based
Management more broadly is coordinatedhm/Results Based Management grolipe

PPMS capacity building siteas details. In addition, each WWEF office should have a

Proga mme Standards &échampiond and a number of
introduction to the WWF Programme Standards,and Miradi, and help teams to use them. An
experienced PPMS coach can help you navigate the methods and design a tailored process

that is appropriate for your projeot programme.

Finally thelnsight CPM (Conservation Project Managemeiaifabase provides a platform
via which project teams can share their work and learn from each other.

Figurel. WWVF6s Conservation Project/ Programme Cycl e
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What if primary donors require other standards/ tools to be followed?

Some primary donors (external funding sources) ss&SPsand some foundations have

their own standards. The differences compared to the WWF Standards may be small (for
example, differences in terminology or in format of templates) but sometimes they are more
significant (for example, different conceptual expeotst in terms of design and

monitoring). WWF policy is to encourage primary donors to accept the WWF Standards
approaches and formats as far as possible, and as a result of efforts by WWF and CMP, many
donors are familiar with the WWF Standards and the @gEn Standards.

Where the WWF Standards are not acceptable to the primary donor you should respond to the
primary donords standards, but be aware of
alternatives or gaps when compared to the WWF Standards.tiésteand address gaps
wherever possible. For example, try to monitor outcomes and impacts even if this is not
expected by the donor.

Overarching Guidance

Using the WWF Programme Standards to improve the practice of conservation is part
science, part artt requires some skill and experience to take these very orderly and
structured principles and artfully apply them to +eakld situations. However, any team will
benefit from trying to follow them and, over time and with practice, they will become more
skilled in both the art and the science of applying the Standards.

As you read through this document, keep in ntivedfollowingguidelines and tips

U Work with key organizational directives (e.g. Globabnservation Programm)y Global
priority-setting is an essential precursor to these standards and should be completed
before they are usedn the case of WWF, th&lobal Conservation Programme provides
an overall WWF Network contexofr muc h of WaertOTheGERhasy o r k
been developed through a priority setting process and comprises dahashaficand
driver-basedGlobal PracticesBy harnessing the collective@ritical Contributionsof the
Network and partners, the Practices aim to achéVéF 6Gdobal Goals and Outcoes
Priority places Ecoregion Action ProgrammeBAPS) andpriority speciedhave also
been defined. Click herfler an overview of th&CP, Practice Strategiepriority places
andpriority speciesYou should also consider the relationship and contribution of the
projecttoyourofficés strategic direction.

U This procesoftentakes place within a broader contektWWF projects almost always
involve collaboratiorwith combinations of multiple partners and associates, including
governments, integovernmental agencies, NGOs, civil stgjeorporate partners, and
other WWF projects You shouldknow about and take into account other appropriate
planning, implementation and monitoring work that could affect your pradfect.
particular consider the potential relationship and contribution of your project to important
external agendas such as the UN Sustainable Development Gaaihouldcheck from
time to time throughout the life of your project on the links to, relation with, ardtsff
on/from these other key entities.

U Adapt your approach, since each project is different in potentially significant wiays
The steps described in this document generally apply to all conservation projects but
shoul d be adj ust e deds. dachmmagett teanashduld gorntmja levelt 6 s
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of detail commensurate with the levels of complexity and investment in the project. Also,
some project teams may find that certain s
teams will adapt these basiteps as necessa($ee Table 1 for more details on what is
recommended and what is compulsory for different types of project).

These standards apply to proje@sd organisationof all scales and typeis These
standards are intended to apply to projects and programmes of all spatial and temporal
scales ranging from small shdirted projectgo large programmes that may stretch
across ecoregions, landscapes, or even globadly decades. In additidghese standards
are meant to apply both sitebasedorojects focusing@n a specific geographical area

and policy work and thematic issues such as markets and climate dégughy they

can and should be used for campaigns, Practice strategies, witegiss, and
organizational development projec®ick here forexamples of how to use the standards
for different types of projects

Application of the standards is not intended to be a strongly linear proeédthough

the project cycle presents these standards in a linear, numbered sequence, most project
teams will not go through this process in a digystep fashion. Insteaglou should feel
comfortable changing the order of the steps, hopping around from step to step, combining
steps, and revisiting earlier steps at any time in the process.

Start anywhere in thecycle that is appropriate to the status of the projedany

projects that will benefit from these standards are already in operalibaugh the
standard are set out as they gtit be applied to a new project, they can also be apialied
an existing project, addressing any identified gaps by introducing thamglesactices.
This too is a form of adaptive management, @odld demonstrate learning.

These standards are meant to be used iterative¥jour projectteam is not expected to
produce perfect outputs the first time you go through each step in teetgrygle.

|l ndeed, project teams that try to achieve |
paral ysis. o |l nstead, the idea is to go qui
own best judgment, devel ofpi rdsrtafitt eoruattpiuotnsé so

design, and then refine your work over time as you go through successive iterations and
are better able to draw on inputs from other stakeholders.

These standards represeabnfi i d e A duigk read of the standards may prove
ovewhelming at first with a seeminglyastnumber of issues to consider and things to
do. But thesestandards are meant to provide a comprehensive view of what good looks
like in project design, management, monitoring and learning, as applietiversity of
approaches and interventions. While all projects should aim to meet (or surpass) these
standards, it is important to acknowledge that it may not always be feagibla variety

of reason$ to address each and every component of the sdmda

These standards will change over timél'he current version of these standasdsot

meant to be the last word in how to do effective conservation. Insteatatitardsim

to capture the prevailing wisdom on what it takes to do conservatiommgst a variety

of conditions. Your experiences and feedback will help improve these standards over
time. Please also click here to download ldtest version of this document
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U Aim for both sustainabilty and magnification of result$ Most conservation projects
andcertainly any larger conservation programme should be designed with the aim of
achieving lasting andustainableesults. Our uppermost goal should be, for example, to
reverse threats or achieve a sustainable population level of a key sp&itse$where
relevant) improving / maintaining human wellbeing/e shouldthen move on to other
issues and needlsn effect, to exit that particulgproject eithebecause it is successful or
because we have enlisted one or more strategic partners who will carry that project
forward. To that end, these standards aim to promote and help develop strategies that will
supportnterventions hat del i ver sustained ifgacts bey
through engaging strategic partners, developing sources of sustainable financing
delivering social benefijsSimilarly, these standards are also designed to help promote
magnificationof t he projectds i mpacts acr-oss a | ar
project learning and enabling project teams to levenader, everglobal institutional
change.

U These standards seek to clearly define and consistently erseimologyi The technical
terms in this document were carefully selected, underlined when first used, consistently
used thereafter, and defined in the glossary at the dicll.l@re for the fulNetwork
Standard terminologgocumentThe selection of specific terms for a given concept and
the definitions for these terms are based on current usage of words by the WWF Network,
other conservation organizations, andrplers in other disciplines.

However, dferent donorspffices, projecs, and even individualoftenhave their own
preferred set of term8Vhilst it is preferableto use the standard terms to eéxent
possiblejt is evenmore importanthat you areclear about the concepts under discussion,
andthat the members of your project team, and the peuighewvhomyou work, have a
clearand commorefinition of whatever terms you choose to use.

Essential Elementsand O Compul sory Output s

The way you appleach step, including which tools you decide to appil,vary between
projecs, butpractitioners oftemeeda short descriptiondaf he O6essenti al el eme
does good look likegnd a summary of the key outputs that they are expecteddogaro

Thistable briefly explains the elements that should be present in a projeistdpatying
good practices as defined in the WWF Standards. Click here for a more dgtaitedractice
self assessmeiool (Step 5.3}hat can be used to support an assessment or audit of the
quality of practice

Table 1. Essential Elements of PPMS

E'F‘,',fﬂ'\g')zNT(Step'  NASTF RSAONALIIAZY 2F &AGNRY3I | LILX AOF
SCOPE and VISION A clearly articulated scope (geographic and thematic). Partlersugh their involvement,
1.2) share a vision of the desired outcoraad how this will be sustained.

A clear justification of what they want to conserve (biodiversity targetsdf tie footprint
TARGETS (1.3) element/ threat they wish to reduce and how that relates to biodiversity. And if appropria
how this would rinpact human wellbing (HWB targetdisaggregatedby social group
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CONTEXT ANALYS
(1.4)

A clear and comprehensive understanding of the context (including the political, social,
economic, climate, environmental and institutional systems) affecting its targets. The proj
has prioritised the most impdant threats/ factors to address. Stakeholders have been
identified in relation to context.

STAKEHOLDER
ANALYSIS AND
ENGAGEMENT (1.4

A clear and comprehensive understanding of stakeholders affecting, or affected by, the
project. Project has either def&d, or is taking, strategic steps to engdgg stakeholders.g.
in planning, monitoring, learning. Stakeholders have regataess tgrojectinformation and
as appropriateare aware otomplaintsprocedures and feedback mechanisms.

CHANGE (2.1)

BENEFICIARIBSID i 2 AGKAY GKS ONRI RSN Wail 1 SK @adnecedsapo enyapidglLI>
INDIGENOUS O0SYSTAOALFINRSE 2N GKS Wil NBSG LI 8ddil difiererzes i
PEOPLE (1.4) are understood, as are the relationships theseialgroups and the natural resource base.
THEORY OF A clear and sound framework for how strategies will leadatod sustaingdesired results,

specifying all key assumptions and relationships of cause and @Restilts Chains arekay
tool). Roject activities are necessary and sufficient to deliver project Objectives and. Goal

OPTIMAL
STRATEGIES (2.1)

Prioritisedthe selected strategies that are optimal in terms of economic/ technical feasibili
affordability, sustainability WWFvalue add likely impact on biodiversity, livelihoods or
footprint, climate resiliencestc

GOALS AND
OBJECTIVES (2.1)

ArticulatedSMART goals and objectives that describe the desiredtkngimpacts and
outcomes (both short and loaggrm) of the project.

MONITORING &
EVALUATION (2.2,

An M&E plan with indicators for all goals and objectives that are linked to the sequence ¢
results determined by the project logic;

MANAGEMENT (4)

5.3)
DATA ANALYSIS | Collects data against indicators defined in monitoring plan; regularly reviews progress in
AND ADAPTIVE relation to goals and objectives, checks key assumptions, captures lessor&lagid actions

where necessary

Formally reflects and identifies learning and lessons from planning and implementation w

LEARNING & stakeholders. Learning is communicated with key internal and external audiences; projec

SHARING (5) carries outperiodic independent evaluations and review exercises and has a culture that
encourages good learningccountability and adaptive management practices

RISK Fully assessed the risks to achieving its objectives and goals, anthigrtesures to mitigate

MANAGEMENT them. (To address this, some projects also consider 'key external assumptions' that need

(2.3) hold true).

SUSTAINABILITY &
EXIT TRANSITION
STRATEGY (2.3)

A strategy to support both sustainability of project results and an eventuabgX¥WF from
some or all activitiesStrategy has been developed and communicated with key stakeholdf
it includes exit criteria and indicators that are monitored.

HUMAN
RESOURCES/
CAPACITY (2.3, 3.3

The human resources (staff and skills), support systems (HR, finance, IT, etc), and govel
structures needed for the successful implementation of all activities; capacity gaps are fill
a timely mannerincludingthose of stakeholderthat are keyto sustaining results

STRATEGIC
PARTNERSHIPS
(3.4)

Influences and collaborates with key strategic partnerg.government, public institutios,
private sectorlocal communitiesto develop a shared vision and common objectiv@&scures
commitments and actions from partners that will contribute to delivering and sustaining tt
project@ goals. WWF and partner/s are able to have open and regular dialogue on progre

WORKPLANS AND
BUDGETS (3.1)

Detailed workplanspecific tasks linked to project goals, objectives and strategies/ activitie
clear budget identifying the financial resources over the lifetime of the project necessary |
implement all activities; budget includes necessary provisions for salari@slication,
training,communicationsand M&E costfor during and after the project M&E costs of a
project should normally range fromB0% (up to 30% for pilot projects)

FUNDING and

SUPPORT (3.3)

Secured funding for the project that is consistent wite scale of ambition identified in the
project budget. Levels of supgdare adequateo accomplishand sustairii K S LIMing S |

What is compulsory? Expectations of Different Sized Projects
Projects vary enormously in their size, scope and complé¥ityle all projects should apply
the WWF Standards, arnlde essential elemendbownaboveshould be present in any project,
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what

t hose

p r wilbvary. Asessch ibid usebutk ddine the eudputs that should

normally be expecteith relationto the financial value of the proje®ote in particular that
certain templates are availalflea the hyperlinkspand should be used to capttine essence

of your project design, plans, argports.T h e

components

of a

can be summarized as being the products from Steps 1 and 2 of the projelotloyl€or a
systematic listing of PPMS outputs, gemnex 1

Components of a Strategic Plan: ppducts from Steps 1 and 2
- Scope Vision, Targets
- Analysis of Context and Stakeholdetgpically including conceptual model and prioritized threats)
- Action Plan (goals, objectives, strategies and theory of chaegdts chairjs

- Monitoring Plan

- Operational Plafincluding sustainability/ exit considerations, as well as financial and capacity plans)

In general, the higher budget and/or higher risk projects, the greater the expectation that the tean

show evidence that they are applying each PPMS step and prgdeiexpected outputs.

Table 2 Expected core outputs and formats

WWEF Proposal/
Strategic Plan

Report (R3) and Notes

Forward financial plan

(approx. every 2-3
years)

Project
(U100-250k p.a.)

Proposal (simple i
15 pages)

Technical Report (TPR)

Quarterly Financial

Report (R3) and Notes

Periodic
evaluation, usually
internal

Small Project
(<0100k p.a.)

Simple Concept,

Technical Report (TPR)

Workplan and
Budget (B3)

Quarterly Financial

Report (R3) and Notes

Not required

Type/ Output Strategic Plans Reports Evaluations Notes

Large Project WWE Concept Technical Report (TPR) | Periodic Where compulsory
or Programme | (recommended as | Quarterly Financial independent PSP (or other donor)
(>U250k p.a.) a first stage plan) Evaluation formats are required,

apply the relevant PSP
standards. In such
cases, the PPMS
formats are not
expected, but try to
address any gaps
compared to the
PPMS e.g. include
results chains, and
monitor outcomes and
impacts even if this is
not expected by the
donor.

Campaign
Strategy

Communications
Strateqgy

As above, defined
by investment

Click here for further
guidance

Office (NO or
PO)

Office strateqic
plans

Notes:

i Officestypically define Concept/ Proposal review processes and individuab$igimits in relation to
these limits. Click here for examplesaafhcept and proposal review checklists

1 For a very small oneff project, say less tham0,000in value,a simple listing of tasks required and
outputs expected may be more appropriladen a ConceptAlternatively the Concept note can still be
applied but the content could be simplified.

1 Some variatiorin the budget thresholdgill be apropriate- to keep communication simple

Strate
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General Practices
There are three main overarching practices that apply to most or all of the steps in these
standards. Instead of listing them for each step, they are described here.

0.1 Involve Stakeholders and be Accountable to them

In conductinga project, it is impaotantto define andat every stepinvolveand be accountable
to the appropriate internal and exterstdkeholdersYou will need to identifyjkey
stakeholders independentinddetermine with them what roles they might playl@sign
implementatiorandmonitoring Your strategy to ensure their participation shoulddyeurel
this in yourstrategic plarfclick here forbasic guidance on stakeholder analysis
Implementing this strategy effectively will hetp create a sense of ownership of the project
beyond WWHFduring implementatiomand ultimately, after the initial project endst will also
help you to better understand the o j impatsdbsth positive and negative

WWF is committed to findingequitable solutions for people and the environmenthasd
agreed social policies groverty and conservatipmdigenous peoplesiuman rightand
gender.You should ensure that both you and your teegrfamiliar with these policies, and
convey their potentidamplications for the project to all partners and primary stakeholders.
Ensuring that gur project adheres to these policies (see Box 1 below) will help WWF avoid
engaging in unethical activities.

It is importantthat your stakeholder analysis does not consider local communities as a
homogenous group. For example there may be differemte®én memand women, young
and old,ethnic groups etdn the use and management resourcesraddcisionmaking.You
should pay particular attention to indigenous and/or marginalized people who might be
significantly affected by the project but oftenvidittle voice Converselyyou should also
considempowerfd individuals and organizationsho, irrespective of being affectedre by
definition influential.

Similarly you will need to formalise some or your partnerships and work to cultivate them
throughout the life of the project, hence maintaining positive and supportive relationships

Box 1. The Key Elements of Accountability

Participation: key stakeholders and beneficiaries are involved in the design, implementation and
decision making of the work of the project.

Transparency: people affected by the project have timely access to relevant information in an
accessible format, in order that they can hold the project to account.

Feedback: project has defined appropriate and accessible systems to enable the people affected
by the project to provide feedback.

Evaluation and Learning: the project is accountable for its performance in delivering the goals of
the project. The project is committed to improving the quality of its work through learning and
adaptive management. Lessons learned are shared with partners, peers and donors.

Adapted from PPA Accountability Briefing Paper and Oxfam, Action Aid and Tear Funds guidance on accountability.
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0.2 Embrace Learning and Share Knowledge

Teams need to be prepared to embrace learning, recognise and admit mistakes, identify
successes, and work to understand why some actions succeeded while others did not. Clearly
an organizational learning culture will help foster a safetearsparent learning environment,

and hence suitable riglking. Creating this culture requires work and commitment throughout
the organization.

It is critical to documenkey decisiongnd the reasons for them, and share theatherelevant
stakeholdes. Not only does this give you the opportunity to analyze why things worked or did
not work, but it also serves as a basis for others to understand the logic of your choices and
provides the basic ingredients for sound knowledge management. By embeacmigd and
sharing information, you will open the door to bring in lessons from the outside to be
incorporated where appropriata.line with this thinking, some practitioners prefer to engage
with Step 5 (Share) of the PPMS before they start Steps 2 @»efine and Design).

Knowledge management approaches within and between the Global Practices pkeyide a
opportunity to share experienc&elated to this, you should register gheject on the Insight
CPMdatabase, and periodically share outputs lknowledge on ik database

0.3 Consider the Changing Climate

Climate changes armavoidable for the foreseeable futusengingbrings new challenges
and compl exities f orThagobal aweragenteampariiMre deschedi s s i o
1.1deg Cabove preindustrial state and is on track towptds3.0 deg C by 210Rssociated
changes are already occurringhe frequency and intensity ektreme weather, slow onset
events, seasonality, and the timing and volume of precipitation. These irapaptedicted to
increase exponentially withvery degree of temperature rigend eological and human

impacts may be profoundiVhilstthere is still uncertainty about the extent and speed at which
climate change will impact biodiversjtgnd the thresHds of climate change above which
ecosystemsan no longefunction in their current fornrthis is no reason for inactiowe need

to actively monitor and plan for change and uncertainfluence adaptation planning around
the world,and reduce global GHG emissions.

HenceWWF r equi res i ts pr oby®westiaslytplaningfe clifmadd | mat e
change throughout thadaptive managemeaycle. This is important not just to pserveour
pastconservation efforts that may now be in jeopaliy,alsoto protect oufuture

investmens. We recommend doing this by embracing the following four elements:

1. Understanding and responding to existing and future climate change impacts ata risks
ecaystems and human wellbejrajongside other conventional threats;

2. Developing and implementing considered (ideally lowregret)adaptatioractions which
do not erode options for responding to future climate change and which avoid contributing
to greemouse gagGHG) emissions; andhaladaptation.

3. Taking an integrated approach to adaptation, contributing to nature conservation and fair,
equitable and sustainable development

4. 6Learning by doingd through r;adaptatiomisamrmoni t
ongoing process.

The earlier that such an approach can be integrated into planning theCietkemerefor
climate adaptation guidelinés help you include climate adaptation in your tetgéc plan.
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Box 2 People and Conservation - WWF Social Principles and Policies

Many of the places where WWF works are also home to rural commun
and indigenous peoples whose livelihoods and cultures are closely
dependent on the natural environmdiite interaction between people ant
their environment is critical for sustainable developmentstleees®f our
work can strongly depend on the degree to which conservation contribt
not only to the preservation of biodiversity and ecosystems butaalso
equitable and sustainable development options for people.

WWEF has developefive principles and aset of social policieso guide the
inclusion of social development considerations in our programmes, pro
andpolicies. These principles and poésiare intended to strengthen our
conservation results and ensure their sustainability into the future.
Embedding the social policies across all dimensions of our work is
essential, and a roadmap for the implementation ofStiwéal Development
Action Plan is currently under developme@tick herefor the SD4C site.

WWEF Social Principles:
1. Respect peoplebds rights in accordance with cus

2. Promote equity within the scope of our projects, programmes and policies at multiple levels, and promag
principles in policy fora and advocacy waknational and global levels;

3. Aim to enhance the natural assets of local communities, particularly the poor, and ensure that our cons
work does not harm vulnerable people;

4. Address weak governance, taking into account cultural and political ¢enttecough improvements in tenure
and income security and decisioraking procedures, devolution of environmental management and
empowerment to ensure that the rights (and access) of local people to natural resources, which are the
their livelihoods, are exercised and enforced;

5. Address the inequitable distribution of environmental costs and benefits and unsustainable production :
consumption patterns at multiple levels whenever possible by influencing local policies and practice, gl
marketsthe private sector, national, regional and global policies and processes.

WWEF Social Policies https://sites.google.com/a/wwf.panda.org/sediedelopment/bme/policies/policies

Indigenous PeoplesWWF's Statement of Principles on Indigenous Peoples and Conserfi86) updated
2009 reflects our dedication to respecting indigenous and traditional peoples' human and development rig
recognizes the importance of conserving their cultures.

Poverty and Conservationn WWF6s Pol i cy on Poverty and Commstreentv
to embrace a prpoor approach to conservation to strive to find equitable solutions for people and the envir
and making special efforts to enable local people to play a key part in crafting solutions for sustainable
development. WWF deaies poverty as encompassing physiological deprivationfgnéiment of basic needs,
lack of income, ilhealth, etc.) and social deprivation and vulnerability (lack of access to natural resources,
discrimination, lack of voice and power, gender inegsijtesc.).

Conservation Initiative on Human Rights Framework: In signing the Conservation Initiative on Human Righ
Framework (2009) WWF recognizes human rights as central to achieving effective and equitable conserva
development outcomes. Thele me wor k st ates WWFG6s commitment to
within the scope of conservation initiatives. It commits WWF to implementation measures contained in the
framework and their application across all of our relevant social pslici

Gender: WWFo6s Gender policy (2011) signifies WWFG6s
perspective in its policies, programs, and projects, as well as in its own institutional structure. The policy
recognizes that gender refers te gocially constructed roles and opportunities associated with women and n
and the differences and inequalities between women and men in access to and control over resources anc
making opportunities.

Project Complaints Resolution procesgclickhergd : ref |l ect s WWF&s commit me
receiving and responding to concerns raised by stakehalthersnay be affected by WWsupported
conservation activities. Addressing complaints in a timely and effective way helps resolve conflicts, improv
mutual understanding, strengthens accountapdity provides a foundation for increased collaboration.
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1. Define

Thisfirst stepinvolvesspecifyingthe basigarameters fothe® projectin preparation for the
design work that will come in the next step
Specifically, it involveddentifying:

i Theinitial project team

1 The proeggraphit @d/ or thenascope

1 A vision statemenbf what you hope to achieve

1 Thekeystakeholders

1 Thep r o j emtextdircluding threats and opportunities

All of these elements are hilghinterlinked, and most project teams go through this as an
iterative processChangehe orcer of the substeps as your teaees fit, and revisit earlier
elements at any time. For example, you may choose to start by identifying the key
stakeholders, and consciously involve some of them in the Define process.

At the end of this step younsuld have a clear understanding of how the above elements are
connected. You may find it helpful to keep in mind the generic conceptual model below.

Figure 2. Generic Project Model Showing Scope, Targets, Threats and Drivers

(" Biodiversity Scope )

L (" Biodiversity Targets
S Diract threat ;2 Spacies \"
mplemented N /
by projuct Fae = *<

isam
i = 7 ,"'-kuts\ \\‘
Drivet Direct theeat - > !
//

Strasagy : : \ J
Derece tweat
impiemented
< by per >*

® In this documentve generally talk about t lprejéct rather thad y o prajedtsince WWF whollyowns a
project rather we seek to promote collective ownership as well as accountability to stakeholders.
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1.1 Initial Team Composition and Operations

A project is ultimately designed and implemented by a specific group of individuals who
compriseaproject team Team members typically include WWF staff as well as
representatives fromther key internal and external partn@iéck here forbasic guidance on
defining team compositioand operatior)s One of the team members is typically designated
as the project leadeAs you move through the management cyildegxample once you
have analysethe project context and stakeholdeh® composition of this teashould be
revisited andnayneed tdbechange. The key, however, is t@cognize and make use of
existing skills and experience to ensure that the

project moves forward with the best dabie

knowledge. i addition to the project team, you

may also need to identifyne or moreadvisorsto Team definition tips:

whom the core team can tufar honest feedback Do you have sufficient gender and ethnic
and counseandwho can champion your cause diversity on the team?

these may be within WWHpartners or the DES (2 UEHAT) [T EEIEEES 10 S0k

science and climate adaptation expertise?

How will you involve key stakeholders in
decision-making?

commurities withwhom you are working

Once you have identified the core project team,
you shoulddevelopacharter that outlines how the
project team will functioranda concept paper
that sketches out some initial thinking on the
project(click here foranexampleof aprojectconceptform). Specific points that this
document should address include what team members witbslodecisions willbe madea
rough timeline for project activities,w else need®te engged, informedandinvolved
and whatfinancial and staffesourcesrerequired to move through tipgoject cycle

Typical outputs for this standard practice include:
8 Selectionof initial project teamand designation of project leader.
§ Charteroutlining how the project team will function
8§ Concept paper outlining some initial thinking on the project.

1.2 Scope and Vision

Before you decide on what specific strategies and activities you will undertake, you need to
have a good understanding of what ymal your partnersope to accomplisiWorking
togetheryou must define the scope of the project that you are developing, including any
generalized ideas on strategic focus, and a vision statement of what you are working to
achieve.

A p r ogcapaldiiries broadly what a project will affect. For example, projects that are
focused on a specific place will have a geographic scopsct area Projects whose

boundary is defined by specific species, threats, opportunities or enabling conditions will
have a thematic scope. Where the scope is thematic, you will also want to consider whether
there is any specific geographic focus. You should justify your choice of scope, explaining its
relevance to wider programmes, and to internal or external fdster3able 2 for examples).

13


http://www.panda.org/standards
http://www.panda.org/standards
http://www.panda.org/standards

WWF Standards of Conservation Project and Programme Management

In addition to defining broadly whabwy will focus on and/or wherée scope should also
provide some generalized ideas on the

projectds strategic = = T €
will be refined as you progress through yol

Steps 1 ad 2 of the cycle, defining your Revisiting your scope _ A
main focus helps to clarify what you will dg¢ ~ Youmay need torevisitthepr oj ect 0's

. scope, strategic focus, targets, strategies
and, conversely, what you are less likely tc and actions as your planning advances

do, perhaps because it _iS n_Ot a typica_l and you begin implementation. Every
approach of your organization. Breaking uj project is different, so the exact

your scope into finer units also may make sequence and approach to each step

easie to determine goals, focus strategy may vary. For example:

_de\(elopment, and begin selection of 1) If the project has a geographic scope,

indicators of success you may already be able to identify
specific targets (see Step 1.3).

For example, a project with a geographic

scope may be broken down into finer units 2 ) Your organisationds
teambs) strategic direct

such as particular focal landscapes within identify preferred broad strategies (see

the overall geographic boundafgr _ Step 2.1) that will be seriously
example sulzatchments and catchments ir considered as options as you continue
the case of river basin wark the scope of through your planning process.

the projecis more thematic in nature such

as reducing C02 emissions in the UK, youi

strategic focus may specify certain sectors

(e.g. transport, homes, food, enepggduction etc.) Or projectfocused on theducation
sector in Mongolia will need to define which areas of the education $edtmus on for the
greatest impact.

It is also important at an early stage to develop a clear and comsiamstatementwhich

i dea

(
I

or
on

is adescriptionof the desired state or ultimate condition that you are working to achieve (see

Figure 2). A vision statement might include descriptions of biodiversity and/or maps of the

area and often includes links between people and nature. Whatever it consfiosldtmeet

the criteria of beingelatively general, visionary, and briek pr oj e ctaténsentvi si on s

should fit within the context oW WF 6ogerall missiorwhich hasthe three main axes &)
biodiversity conservatior) sustainableatural resource enagementand3) reduction of
pollution andenvironmentally damaging evasteful consumption. It should also fit within
thes c o p e o GlobAlGongers/ation Programnaad shouldaim toreflect the
aspirations of key stakeholdefi$ie task of developing a vision statement is often an
important way of developing consensus among your core planning team about what the
Scope of the project itn participatory and coalitioapproachessisioning is a key tool for
getting stakeholders with conflicting interestsutalerstanane anothds needs and

priorities and hence work together.

(Click here forbasic guidance on definiregope & Visioi.

Typical outputs for this standard practice include:
8 A brief description of the projectos
8 If appropriate, a map of the project area (GIS file or hand sketch).

8 A vision statement for the pject.

14
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Box 2. Climate Adaptation in relation to Scope and Targets

Does your geographic scope and targets include consideration of shifting ecosystem and species
ranges? If your strategic focus is a species, have you considered latitudinal, elevational or other

shifts due to climate change (e.g. changes in prey species range or population)? If yours is a

footprint project, will the focal threat be exacerbated by climate change? Will your viability goals be
attainable given climate projections? How mi gh
current threats and resilience of the ecosystem to climate change?

A vulnerability assessment is the basic tool used to gauge existing and potential future impacts of
climate change in different temperature scenarios. Some ideas for conducting a very basic, initial
vulnerability assessment (VA) are included in the PPMS climate adaptation guidelines. A number of
other VA methodologies are available. Please visit the climate change adaptation portal for some
example VAs.

For a new project, you may decide to begin project planning without commissioning a
comprehensive climate vulnerability assessment. Instead, you may reference existing studies that
have been carried out by credible institutions and/or peer reviewed - but note that it is easy to waste
effort based on a general climate vulnerability analysis performed by a consultant who does not have
specific social development and ecological knowledge of your area and concerns.

Once your project has identified its conservation targets, including human wellbeing targets where
appropriate, you should review their vulnerability. You can use participatory planning tools such as
ecological drawings to consider how your target groups are already vulnerable to climate variability,
and then examine vulnerabilities to future climate change risks and uncertainty. You need to
consider how people are, and will be vulnerable too, as this will help you to prepare for how people
will respond to climate change. Vulnerability should be reviewed during the lifetime of the
programme (for example as part of your M&E) as it is dynamic and changes in relation to climate,
other drivers and over time.

1.3 Targets

Identifying Target(s) is typically the next step. Targets define more precisely what the project
ultimatelywants to affect in a positive mannéltsuallythey are related to biodiversibyt in

some caselsumanwellbeingtargetsmay be definedAssociated goalshouldbe set that

relateto both types of targets (even if WWF is not the primary actor for all the actions
required to meet the goals).

Projects with a geographic scope generally select a limited number dfcsfggets (often
known asconservatioror biodiversity targets) a combination of specific species and/or
habitats (ecological systems) that are chosen to represent the full suite of biodiversity in the
project area. In theoriyand hopefully in practiei conservation of the selected targets will
ensure the conservation of all native biodiversity within the project site. Mostlpsee
projects can be well defined by eight or fewer vadlbsen biodiversity targetdut this is not

a hard and fasute. Selection of biodiversity targets typically benefits from expert input and
from the analysis of spatial data.

Many projectsespecially those working with mulsiectoral groupsyill combine a focus on
biodiversity targets witlhesponsibilities for aiman welbeing.As defined by the Millennium
Ecosystem Assessment, human wellbeing includes: necessary material for a good life, health,
good social relations, security, and freedom and choice. Human wellbeing targets focus on
those components of human leling affected by the status of biodiversity targets via
ecosystem services.
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Conservation
target

Ecosystem

services

It is important that all projects are ableetxplain the link between their scope and

biodiversity (via threat/ footprint reduction/ sustainable) udete, however, thatat all

projects will need to define detailed conservation targets. For examgplepibject is part of

a larger programme, nigets and goals may have already been defined at a broader or higher
scale, in which case you could refer to them in your planmitiger than creating new targets.
Alternatively projects with a thertia threatbased

scopemay have one general target ladukl

"biodiversity" or "sea turtles(for a bycatcHocused

prgect). In these cases, the extent to which the Tips on Targets _

targets are tracked would be at the a distrstion T Targets are often finer unitsof

the Scope.
e . 1 The desired condition of each
Where specific targets are defineduyshould next target should be defined
determi ne t he curhénand 1 Usually goals, and associated L
desired future condition of each targebr indicators of success, are
biodiversity targets, a viability assessmshould be developed in relation to targets.

if\ i i i Targets also help to define the
conductedspecifyng key ecological attributes B oot of the

(KEAs) for each target. These KEAs are aspects of  ¢oniextual analysis needed

the targetdos bi ol ogyuld h gachanging climate, refugia | r
lead to the loss of that target over time. For exampl and habitat connectivity will be

the KEA for salmon might be the population size of increasinaly important

salmon returning to a river to spawn.

Where humanvellbeing targets are definetthey

should belifferentiated by gender and /or social gragrelevant to contextheteammay

also want to define key attributes. Yahould make sure that these attributes are clearly
dependent upon the status of bediversitytarget(s) and/or the ecosystem services they
provide. For example, a conservatteam would probably not have human wellbeing goals
related to reducing HIV infection or decreasing cholesterol levels, even though these might
be important for human health. It may, however, have human wellbeing goals related to
access to food sourcesdagise the conserved biological targets are improving crop
pollination services.

Typical outputs for the target step include:

8§ Selection of a limited number of conservation or biodiversity targetstf@project,
including a brief explanation of why thewere chosen.

Links identified to other programme targets and/or to generalized nature targets

For thematically oriented scopes and where humasellbeingtargetsare set, an
explanation of the links teecosystem services and biodivergitia footprint or
threat reduction, or people related strategies)

8 A (generally tabular) description of the current and future desired condition of etaniget
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Table 3. Examples of Project Scopes and their links to Biodiversity Targets

Type of Scope

Example

Links to biodiversity

Geographic Virunga National Park - the different The link to biodiversity is direct.
scope ecosystems and the biodiversity
contained within the park boundaries.
Geographic Yangtze River Basin - within this, the The link to biodiversity is direct.
scope with programme identifies priority Note that different actions will take place at

strategic focus

landscapes of high conservation value.

different scales.

Thematic scope
with geographic
focus

Tiger NI - wild tigers, focusing on 13

|l andscapes that th
experts have identified as offering the
best chance of growing the population.

The link to biodiversity is direct.

lllegal logging (EU) -- Timber produced
and/ or imported illegally into the EU,
with a focus on imports that affect
WWE priority ecosystems.

The project should identify ecosystems (and
perhaps key species) that are being affected.
These may be divided into those within and
outside the EU.

Palm Oil (Malaysia) -- High
conservation value habitats/species in
Malaysia that are liable to be affected
by Palm Oil production. (Note this
would have a clear relationship to
some wider WWF programmes i Heart
of Borneo Initiative and the Market
Transformation Initiative).

The project should identify specific habitats
and species that are affected by palm oil
production in Malaysia.

N.B. Some practitioners would argue that
those specific habitats and species represent
the scope; however the project team has
already decided to focus on palm oil since
they é6knowbé this is a
important to include this in the description of
scope.

Thematic and
geographic scope
with strategic
focus

UK Climate Programme: -- C02
emissions in the UK, focusing on
emissions due to transport, homes,
food, and energy production.

The footprint issue is clear (CO2 emissions).
The link to biodiversity, perhaps better
expressed as Onatur al
direct but very broad (the global climate
regime).

Thematic scope
with geographic
focus (more
complex)

Canada Fisheries -- Seafood
consumed in Canada and/ or produced
within Canadian Oceans, with a focus
on consumption that affects key fish
species and ecosystems as defined by
WWFés GPF. The sco
distinct parts:

1 Canadian seafood production (wild

caught fish)
9 Canadian seafood production
(aquaculture)

9 Global seafood production that is
consumed in Canada (wild caught
fish).

1 Global seafood production that is
consumed in Canada (aquaculture).

Mirroring the scope, the project should identify
the relationships between the scope and
biodiversity targets such as:

a) Key fish species in Canadian Oceans

b) Ecosystems and non fish species in
Canadian Oceans

c) Key fish species in oceans globally
d) Ecosystems and non fish species globally

Related to this, the project should identify its
relationship to major WWF programmes such
as the Smart Fishing Initiative, Coastal East
Africa Initiative, Coral Triangle Initiative etc.

Again, some practitioners would argue that
the above four areas represent the scope.

However the team has defined its boundary
as 6Seafood consumed |
produced within Canadi
a more practical scope from which to plan.
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Box 3. Clarifying socially beneficial results and human wellbeing targets

Conservation teams often work on important social issues that have benefits beyond
biodiversity (e.qg., building capacity for good governance or promoting alternative livelihoods).
In such cases, the conservation strategy provides social benefits. These benefits, however,
are not equivalent to human wellbeing targets; they are benefits that are derived from a
strategy that is done in service of conservation.

For example, a project team may implement an eco-certification strategy to improve forest
conservation.Part of the | ogic of the strategy is
implement certified practices and improve forest conservation. The increased income is a
direct (and necessary) result of that strategy, and is one that benefits humans.

In contrast, human wellbeing targets represent the interests of people within a region that will
be enhanced as a result of the conservation of an ecosystem, habitat, or species and its
associated ecosystem services. Human wellbeing targets should be informed by social
analysis (see 1.4) and may differ according to the different needs and relationships with
natural resources of the various social groups within a community / region. Some examples of
ecosystem services linking biodiversity and human wellbeing targets are below.

For more detailed guidance on human wellbeing targets compared to socially beneficial
results, including a consideration of trade-offs, unintended consequences, and feedback

loops, go to: http://cmpopenstandards.org/search/human+wellbeing

Threat Biodiversity Ecosystem Human Wellbeing
Target Service Target
Industrial pollution and/ | River tributary Provision of fresh Access to sufficient
or over abstraction of water clean water
water
Cutting of mangroves Mangroves Flood regulation Personal safety/
for fuelwood (tidal) security from
disasters
(Local) air pollution Forests, Lakes Cultural services Access to clean air
(aesthetic and and water, mental
recreational) and emotional
wellbeing
Poaching Rhinos, tigers Cultural services Livelihoods through
(aesthetic and income from
recreational) tourism
Sedimentation and Coral reefs Provision of fish Sufficient nutritious
pollution (due to food
agriculture)
Overcapacity of fishing | Whitefish Provision of fish Sufficient food and
fleets adequate
livelihoods in the
medium/ long term
Clear-cutting for timber | Forests Climate regulation All benefits
associated with a
stable climate
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1.4 Context (Threats and Drivers) and Stakeholders

Overview:

This standard asks you to describe your current understapidingp r oj ect ©s cont e x

including the biological environment and the social, economic, political, and institutional
systems. This involves carrying out a thorough situation asaysl stakeholder analysis,

from which you will be better positioned to design effective strategies and activities. The
systems of cause and effect that you need to analyse are often complex, so before you start
this substep you should think carefully abt how you will go about the process and which
tools you will use. You should address the three areas described below, but your approach
may well be integrated and iterative rather than linear. The challenge here is to make your
logic explicit without spnding too much time on trying to develop a perfect model of reality.
A conceptual model is commonly used by teams to help develop and represent their thinking;
generally this is developed from right to left (identify threats, rate/ prioritise the threats,
identify drivers).

Identify and prioritise the key factors (threats) affecting thetargetsi Situation Analysis

A situation analysis involves identifying and understanding thdd@grsaffectingthe

scope and targets, includidgect threatsdrivers(indirect threatandopportunities)and

enabling conditions (click here fbasic guidance on situation analysia generalt is good
practice to involve key stakeholders in this proc&ébgse factorsan range in scale from

local to globalwithin this analysis, it is important to prioritize the various factors that affect
your targets so that you can concentrate your activities where they are most needed. In
particular, you should try to determine whiofthedirect threats areritical threatg the

ones that are most important to address. There are a number of tools that can be used to help
in this prioritization procesk the most common tool involves rating each threat on criteria
such as scopseverity, andrreversibility and then combining these individual ratings to
produce an overall ranking of the threat for each target and the project as a whole (click here
for basic guidance on threat rankjng

Define key stakeholders

Each factor can typically be linked to one or mstiakeholder$ those individuals, groups,

or institutions that have an interestan will be affected bythep r o | srateage® sYou

need to consider both powerful and influential stakeholders, as well as those that might be
disadvantaged or marginalized (click herelddasic guidance on stakeholder analgsid on
beneficiary accountabili)y Disadvantaged groups need to be considered not only in terms of
how their actions affect project targets, but also in terms of how psijateges may impact
them, so that where possible, measuare incorporated into project design that create
benefits for these groups or at a minimum mitigate negative impacts from the.pAgeaiu
review stakeholders, also keep in mind which stakeholders could become important strategic
partners that youauld involve in action planning.

Clarify the relationships between factors- Conceptual Model

As part of your situation analysis, you should describe the relationships between targets,
direct threats, indirect threats, opportunities, and stakeholders.d@scription can be in text
form and/ or in &onceptual modehl diagrammatic illustration of these relationships (see
Figures 3 & 4 for generic and actual examples). A good model shows quite clearly the
situation in whichthe project will take place rad illustrates the caussnd effect relationships
that you and your team assume eXxinadlssarewi t h
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also the result of a team effort and are as simple as possible while still including all necessary
detail. It is ato important to field test the model with key stakeholders and partners both

inside and outside the project team to make sure that the model reflects their understanding of
the situatior(click here forbasicguidance orconceptual mode)s

Typical outputs for this standapalactice include:

8§ An analysis and prioritisation of the critical direct threats/ factors affectitige
targets.

8 An analysis of key driversindirect threats and opportunities and an explanation
that shows the causand-effect relationships among factors (e.g. conceptual model)

8§ An analysis é key stakeholdersincluding an initial strategy forhow youwill
involve and be accountable to them (e.g. beneficiaries, partners)

Box 4. Context and Stakeholders: think carefully about the process and tools you will use
1) How much do you know already?

How you go about this step needs to be tailored to your project. A situation analysis can involve anything
from a cursory review of existing information and a relatively brief discussion with key informants to an in-
depth analysis of documents and a more lengthy process of consultation.

For example, a project team that is just beginning to work in a site will generally need to dedicate several
months to their situation analysis before planning their project interventions. By contrast a team that has
been working in a place for several years on forest management may already have a good idea about the
current condition of the forests and the threats affecting them.

2) Consider who to involve and when

Recognise that there is a close and dynamic relationship between a situation analysis and stakeholder
analysis. Who you choose to involve in your situation analysis (and when) will affect the time it takes,
stakeholder ownership of the analysis, and the content of the analysis itself. When identifying communities
as stakeholders, recognise that there are differences (e.g gender, age ethnicity, socio-economic wellbeing,
religion etc) within groups. Meanwhile if your project is focused on policy change, think about how the
policy may have an impact at the local level and find ways of accessing representatives of these groups.
Where deep systems change is required, extensive multi-stakeholder engagement may be necessary to
build a shared understanding of the situation and hence develop effective strategies.

3) Usetools to help manage complexity and dynamic change

There are many possible tools and analytical methods. To support your analysis and manage your

information, use of a conceptual model is recommended but not compulsory. Conceptual models help you

to organise and communicate the information from your situation analysis, allowing you to articulate and

make explicit assumptions about cause and effect relationships. They can help you to reduce the effects of

complexity by helping you (and others) to understand it.

I n addition to the oO0root cause analysisd type of conce
models to show the relationship between factors and help identify strategies, for example a commaodity

value chain diagram, a global/regional trade map, or a policy decision process flowchart.

Scenario planning may be another helpful tool.

4) Include different disciplines and analyse multiple levels as necessary

You should integrate perspectives from social sciences, policy, economics and the natural sciences. You
may also need to look at issues at a range of levels, from local through to subnational, national and
international. At a local scale, you may explore such issues as livelihood needs and concerns of local
people and institutions. At a national or international level, you may analyze the relationship of local issues
with such major drivers as national debt, trade policies, government or private investments, and poverty
reduction strategies.

5) Consider climate change

As part of this step you may decide to carry out a vulnerability assessment. The PPMS climate adaptation
quidelines provide guidance on this, and suggest a way to identify and include the components of climate
change in your conceptual model and threat ranking. This makes it easier to prioritize climate impacts and
to see how climate may exacerbate existing and future threats.
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Figure 3. Example of a Conceptual Model
Coloured boxes in direct threats are priority rankings (red indicates highest priority).

Figure 4. Example of a Relative Whole-Site Threat Ranking
Belowis an example of a threat rankiagplied at the level of the whole siising arelative
ranking method. This is based on a+walld rankingfor a WWF projecin atropical forest
site. Three criteria (scope, severity, amgency are used to evalt@aninedirect threats

DIRECT THREAT SCOPE | SEVERITY | URGENCY | TOTAL CLASSIFICATION
Agriculture frontier expansion 7 8 9 24
Commercial fishing 1 2 1 4
Freshwater turtle and turtle eggs over-harvesting 3 7 4 14 Medium
Hunting 8 4 7 19 High
Illegal Logging 6 5 8 19 High
Mining 2 9 5 16 Medium
Paiche (Invasive fish species) 4 6 6 16 Medium
Palm exploitation 5 3 2 10 _
Unsustainable Brazil nut management 9 1 3 13 Medium
TOTAL 45 45 45

Figure 5. Table for a Stakeholder engagement and accountability strategy

Stakeholder Roles and

Level of participation: when and how you will engage

responsibilities Inform

Consult

Involve

Partner

Empower
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2. Design
Once you have described tbeope, targetshreats and driverf®r the project, the next step is
to design the specifistrategiesou will undetake to achieve conservation.
The Design step has three sections, alllmth are tightly linkedand most project teams go
through this as an iterative process.
1 Action Planin which you sethep r o j goalsobjectivesandstrategies
1 Monitoring Planin which you will useto guidethe project and assess its effectiveness
1 Operational Pan that outlines howhe project will develop the financial, human, and
other resources needtat the project to achieve results that lager the longeerm

All your work in the Define and Designegts should be compiled in a single document
your StrategicPlan. Click here for eStrategic PlahProposatemplateand here foexample

Strateqgic Plans

2.1Action Plan: Goals, Objectives, Strategies and Assumptions

Overview

As your team moved throug8teps 1.3 and 1.4, yooerhapsbegan to identify potential
strategies. In this section you will test and clarify these strateajidsdevelo@n action fan
tha describe what you are trying toachieve,how you plan to achieve ,itand how the
resulting impacts will be sustainethe Action Plarshould include:

(a) A summary ofthegoals, objectives andtsategied activities.

(b) An explanation of why you selected these strategies.

(c) Formd descriptions of youoverarchingheory ofchange and any core assumptions.

Again these elements are closely linked and are often bedbged as an iterative process
In the case of longeerm projects, it often makes sense to develop results chains before
define yourobjectives.

Tip 7 think about the process for designing your Action Plan

For larger projects with longer-term goals, a common approach is to draft Goals first (based on
your targets and viability analysis), then identify potential strategies (informed by a conceptual
model), make the theory of change explicit (using results chains), and finally define your
objectives.

On the other hand for a smaller project, you may be able to quickly move from defining goals to
identifying some 3 year and 1 year objectives, and the necessary activities may be obvious. You
should still make the theory of change explicitly clear.

Goals andObijectives

Developing a clear idea of what you would like to accomplish is the essential first part of
puttingtogether your action plars a starting point, you may want to revisit the vision
statementor the project that you developed in Step 1.2 that descrilbes you ultimately
would like to accomplishGoalsare linked tahep r o j targetssind represent the desired
status of théargetsover the longermi they are formal statements of the ultimate impacts
you hope to achieveA good goal meets the teria of beindinked totargetsand SMART
(specific, measurable, ambitious and achievable, relevant, and time linWwedre specific
targets have been identifigtie goals come froryour analysis of thdesired future

condition of each targéh Stepl.3, based on key attribute®bjectivesarelinked to specific
threats and opportunitiésatthe project has identified and specify the desired condition of
these factors that you would like to achieve in the short and medium they are formal
staements of the outcomes necessary to atteigoals A goodobjective meets the criteria
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of beingoutcomeorientedand SMART If the project period is known, you may find it useful
to specify objectives which are to hehieved at the end of the projeetriod.Togetherthe
goals and objectives represent what you need to accomplish, and as such, become the
ultimatemeasureagainst which you will gauge the progresshafproject(click here for

basic guidance oAction Plars). You may also want to specifgtermediate resulthat as
their name impliegepresent thenilestones/ou expect to accomplish en route to achieving
your final goals and objectivésthese can be helpful edaptive mangement

Box 5 - SMART Goals and Objectives

A good goal meets the criteria of being SMART and linked to targets, while a good objective
should be SMART and outcome-oriented. SMART stands for Specific, Measurable, Achievable
and Ambitious, Relevant and Time limited.

One of the most challenging aspects is finding a good balance between achievability and
ambition, especially for Goals which are longer-term. Most practitioners are faced with the
challenge of managing differing expectations, both internal and external, with respect to whether
goals be more ambitious or tend towards being more realistic (i.e. achievable with a high degree
of certainty).

Strategy/ Activity selection

Once you have determined what you want to accomplish, you need to thinkaivoydu

will do it. Your analysis of context and stakeholdbedps indetermining the key factors
where you will intervene, and also where you will nabuYtan then determirgtrategies
theprioritizedinterventions that you and your partners will undertakesach these ends
Descriptions of thesstrategiesan range in scope from brosilategiegfor large projects)

to morespecificactivitiesused to accomplish each strategyoo@strategiesActivities meet
the criteria of beinginked, focused, feasibleandappropriate Your challenge is to select the
mostappropriate and cosfffectivestrategieghat have the highebkelihood of achiging
succesgclick here forbasic guidance oAction Plans). You may need to brainstorm a list of
potential strategies and then narrow them down via discussion withegruand key
stakeholdersr througha ranking exercis&.hesestrategiesan range in scale from local to
global, depending on the situatiolt.is also important to ensure that ystirateges
complement other privaend public sector programmasd are designed in conjunction with
and met the needs of local stakeholders.

Box 6 - Tips on selecting strategies

Apply criteria to rank strategies. You can devise a rating scale to compare potential strategies to
deliver a desired result. Commonly used criteria are effectiveness, feasibility, affordability (cost), and
sustainability.

Consi der @dadbd\Galsie/ niched To help decide whether it makes sense for WWF to
implement a particular strategy, it can be useful to carry out a simple SWOT analysis e.g. define
WWF6s particular strengths and we akandasye®enali n r el ati o
opportunity and threat if WWF delivers this strategy. Also, ask questions like:
A Who else could do this? Could they do it better?
A Is anybody doing something similar? Should we partner with them?
A What would happen if we didnét do this?

Strategies and Activities - hierarchy of terms for actions. The recommended hierarchy of terms
to describe actions (from largest to smallest) is Strategy>Activity>Task>Subtask. There can be
overlap in the use of these terms, but in general;:

i &trategyd tends to be used by | arger projects an
f 6Activitiesd are fine enough that you can assign
T 6Taskso6 define specifically what wil!/ be d
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Theessencef this stegies in making expliciand testing your overarchirigeory of change
includingthe logial sequencethat link yourstrategieto yourtargetsir y our peco@j ect 6 s
assumptionsOnce you have decided on the strategies that you will inclutthe project, a

results chains a useful tool that provides a graphical depictiothege logical sequences

(click here forbasic guidance oresults chains Results chais show the combination of all

the majorstrategies and asso@diactivitiesnecessary to achieve your objectives/geals

including those that others may need to underts&e Figure b

Box 7 - Theory of Change and the use of Results Chains

A Theory of Change is a narrative and/ or diagram that explains the underlying theory that links
what you will do (your strategy) to what you want to achieve (long-term objectives and goals). It is

often expressed in the form of a diagram such as a R
specific assumptions explicitly clear, com