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IFAW Open Standards — Background
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OVERVIEW AND OBJECTIVES

Summary

The IFAW Open Standards for the Practice of Conservation
(Open Standards) is a planning and adaptive management
framework that has been adapted by IFAW, and used by
conservation and development organizations around the
world. In this introductory lesson, you will explore the
history and creation of the Open Standards as well as key
components of good project planning and management.

By the end of this lesson you will be able to:

/Name the five main steps of the Open Standards cycle.

......................................................................................
.....................................................................................

......................................................................................

/Identify differences and similarities between previous
IFAW planning and IFAW Open Standards.



Activity 1.0.1: Introductions

Prepare answers to the three questions about yourself,
as given to you by the instructors. Rotate in pairs for
brief, introductory conversations.

Group discussion

Activity 1.0.2: Steps of the Open Standards

Work in your teams to put the steps of the Open Standards in order.

Overview of the Open Standards

The Open Standards bring together common concepts, approaches, and
terminology in project design, management, and monitoring in order to help
practitioners around the world improve their work. In particular, these standards
are meant to provide the steps and general guidance necessary for successful
implementation of conservation, animal welfare, and development projects.

The Open Standards were developed when a community of practitioners and
organizations came together as the Conservation Measures Partnership
(CMP), wanting to make the most of their extensive experience gained in
designing, implementing and appraising their projects. As a result, they
developed the adaptive management project planning cycle called the Open
Standards for the Practice of Conservation. Often referred to as simply “Open
Standards” and referenced throughout this book as the IFAW Open Standards,
this planning cycle continues to evolve as organizations adopt and adapt

the Open Standards, learning and sharing their experiences with each other.

The text for the Overview of the Open Standards borrows heavily from introductory text to the Open Standards
for Conservation, Version 2.0, available at www.conservationmeasures.org.

IFAW OPEN STANDARDS — BACKGROUND © IFAW 2016
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The Open Standards clearly outline what is needed to achieve quality project
management, and provide a transparent basis for a consistent and standard-
ized approach to external evaluation of projects. However, these standards are
less a recipe that must be followed exactly and more a framework or guidance
for conservation and animal welfare action.

Many member organizations within the CMP have worked hard to operation-
alize the Open Standards, and their efforts have been a driving force behind
the standards becoming a common and accepted practice within the global
conservation and development communities. Member organizations have been

Box 1.0.1: Miradi Adaptive
Management Software

Miradi, which means “project” in
Swahili, is a continuously evolving

adapting the standards to their unique contexts and needs
\ for a variety of projects and programs around the world.

Moreover, the Conservation Coaches Network (CCNet)
and its regional franchises are increasingly serving as a
mechanism to promote and refine the Open Standards
globally. This wide-scale application of the Open Standards

software program that helps project
teams implement Open Standards.
Miradi guides users through a
series of steps to conduct analysis,
and helps teams capture their work
by providing a way to document

the outcomes and outputs of their
project planning process. CMP
representatives and Sitka Technol-
ogy Group are leading the ongoing
development of Miradi.

If you haven’t yet downloaded your
copy of the Miradi software, contact
Helpstar@ifaw.org

has provided CMP with helpful feedback and suggestions
for improvement—much of which is reflected in Version
3.0 of the Open Standards, released in 2013.

The Open Standards have also served as the framework
for the development of the Miradi Adaptive Manage-
ment Software Program (Box 1.0.1). Most of the figures
throughout these guides were generated with Miradi. The
software walks practitioners through several steps of the
Open Standards, and you will use Miradi for many of the
assignments in this guide.

Steps in the Open Standards

The Open Standards are designed to provide practitioners

) with the step-by-step guidance needed for the success-
ful implementation of conservation, development, and

© IFAW 2016

animal welfare projects.
The Open Standards involve five steps that comprise the project management
cycle (Figure 1.0.1):
1: CON
are working.

what you will achieve in the context of where you

both your and

both your and

your data to evaluate the effectiveness of your activities.
your results to your project to maximize impact.

your results with key external and internal
audiences to promote

These main steps and the planning tools that support them have been
adapted to IFAW’s needs and, as such, all future references to the
Open Standards for this workbook will be called the IFAW Open Standards.

CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS



1. Conceptualize

Define planning purpose
and project team

Define scope, vision, targets
Identify critical threats

Analyze the conservation
situation
5. Capture and
Share Learning
Document learning 2. Plan Actions
Share learning a;1d Monitoring

Create learning ® Develop goals,

env R conservation strategies, assumptions,
Measures and objectives
Partnership » Develop monitoring plan
open © Develop operational plan
Standards
4. Analyze, Use, Adapt 3. Implement Actions
Prepare data for analysis and Monitoring
Analyze results Develop work plan and timeline
Adapt strategic plan Develop and refine budget

Implement plans

Figure 1.0.1: CMP Open Standards Project Management Cycle Version 3.0

Although CMP and this guide present the IFAW Open Standards as a sequential
series of steps, the entire process is rarely applied in a linear fashion from start
to finish. Instead the steps are a rough approximation of the more complex
series of back-and-forth movements that a project goes through. Moreover, the
IFAW Open Standards are not meant to be a rigid set of standards that every
project must blindly follow, but rather a set of best practices that practitioners
can use to make their work more effective and efficient. You will be working
through each of these steps as you go through the development and planning
of an IFAW project.

IFAW OPEN STANDARDS — BACKGROUND © IFAW 2016
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The IFAW Open Standards

IFAW recognized the need for a more rigorous and effective system of
planning, and after a 2-year piloting and testing phase chose to adopt the
Open Standards to meet IFAW’s needs. We created the IFAW Open Standards
for a number of practical and institutional reasons:

o |t offers a results-based, adaptive management approach to project
monitoring and evaluation (PME).

o |t is a rigorously tested industry standard adopted by NGOs, funders,
and government agencies around the world (3.0 version).

© The use of common terminology promotes communication and
shared learning.

©The inclusion of human wellbeing aligns with IFAW’s commitment to
working with people and communities.

o |t allows for customization that meets IFAW’s unique approach to animal
welfare and conservation.

oIt is aligned with robust communities of practice including the Conservation
Measures Partnership and the Conservation Coaches Network.

|t provides for a rigorous monitoring and evaluation framework required
to secure restricted funding opportunities.

Using the IFAW Open Standards will allow staff to develop specific adaptive
management, project planning, and monitoring and evaluation skills that will
support the implementation of impactful, successful, and funded projects.

B¢ Presentation 1.0.1: Background on the Open Standards

Notes:

14 © IFAW 2016 CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS



Activity 1.0.3: Adapting and Learning

Working in pairs, follow directions to improve the activity or object which
you’ve been given.

Group discussion

What is Adaptive Management?

The IFAW Open Standards is an adaptive management approach and process
that helps project teams systematically plan their projects, determine if their
projects are on track, why they are on track or not, and what adjustments they
need to make. Adaptive management is the integration of design, management,
and monitoring to systematically test assumptions in order to adapt and learn.

To be successful a project must be based on both sound project assumptions
(theory) and good implementation. Consequently, as shown in Figure 1.0.2,
projects may also fail for several reasons. For example, project teams are
often not explicit about the assumptions behind the strategies they choose
and when their projects do not produce desired results the conclusion is often
that the project team did not do a good job implementing strategies. Howev-
er, a project team can do an excellent job implementing project activities but
projects may not succeed due to theory failure. An adaptive management
approach helps teams plan their projects so they can trace their success and

failures back to poor theory, poor implementation, or a combination of the two.

SUCCESS!
Accurate Used > Well-implemented Leads to Desired
assumptions to design project results
Y FAILURE

Inaccurate Used Well-implemented Does not Desired
assumptions to design project lead to results

OGRAM .URE
Accurate Used Poorly-implemented Does not Desired
assumptions to design project lead to results
Inaccurate Used Poorly-implemented | Does not Desired
assumptions to design project lead to results

Source: Margoluis and Salafsky (1998)

Figure 1.0.2. Necessary Ingredients for Project Success

IFAW OPEN STANDARDS — BACKGROUND
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The adaptive management process proposed by the IFAW Open Standards is
designed to help teams and managers develop accurate assumptions that
support a well-implemented project leading to desired results. Teams and man-
agers plan, revisit, and continually improve their work, and there is emphasis on
learning from both success and setbacks. The primary aim is to improve conser-
vation and animal welfare projects on the ground, but donors and other external
audiences are also interested in seeing project learning and adaptation.

Adaptive management requires that project teams explicitly identify the as-
sumptions under which they are operating and then systematically test each
assumption to see if it holds in their project context. This explicit and system-
atic testing of assumptions is the key facet that helps project teams uncover
why they have project successes and setbacks.

IFAW Open Standards Adaptive Management Principles

Conservation and animal welfare projects take place in complex systems
influenced by biological, political, social, economic, and cultural factors.
Practitioners operating within these complex systems must make important
project and program decisions, yet they often have limited information and
must operate in the face of uncertainty. Adaptive management supports these
challenges by providing a method for making more informed decisions about
strategies, testing their effectiveness, and improving them through ongoing
learning and adaptation. Generally, adaptive management can be described by
looking at its three components:

INC IPTIONS are about systematically trying different actions to
achieve a desired outcome. It is not a random trial-and-error process. Assump-
tion testing involves:

Thinking about the situation at your project site.

Identifying what is occurring at your site and what actions might be
used to reduce problems, overcome challenges, or take advantage
of opportunities.

3: Outlining the assumptions about how you believe your actions will
help you achieve your goals and objectives.

4: Implementing these actions and monitor the actual results to see
how they compare to the ones predicted by your assumptions.

The key is to develop an understanding of not only which actions work and do
not work, but also why they work or do not work.

© IFAW 2016 CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS
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Consider Situation Identify Actions Document Assumptions Monitor Results

Figure 1.0.3 Testing Assumptions

Adaptation is about taking action to improve your project based on the results
of your monitoring. If your project actions did not achieve the expected results,
it is because:

© The assumptions were wrong.

© The actions were poorly executed.

© The conditions at the project site have changed.
© The monitoring was faulty.

© Some combination of these problems.

Adaptation involves changing your assumptions and your interventions to
respond to the new information obtained through monitoring efforts.

> >

Consider New Change Assumptions Revise Actions
Information

Figure 1.0.4 Adaptation

IFAW OPEN STANDARDS — BACKGROUND © IFAW 2016 17
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Learning is about systematically documenting your team’s planning and
implementation processes and the results you have achieved. This
documentation will help your team avoid making the same mistakes in the
future. Furthermore, sharing these lessons will enable those in the broader
conservation and animal welfare communities to benefit from your
experiences. Other practitioners are eager to learn from your successes
and failures so that they can design and manage better projects and avoid
some of the perils you may have encountered.

Figure 1.0.5 Learning

By using the IFAW Open Standards, project staff at all levels can have:

© Greater confidence that they are addressing the right conservation
or animal welfare problems.

® An ability to adaptively manage their project.
© Mechanisms to share with others what works and what does not work.

© More effective tools to communicate to investors and constituents that
they are improving the way they manage projects, applying what they
learn within their teams as well as from others.

18 © IFAW 2016 CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS
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BB( Presentation 1.0.2: IFAW Open Standards Principles and IFAW

Notes:
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Activity 1.0.4: What is IFAW Open Standards Adaptive
Management? A Case Study

STEP 1: Work on your own to review the lesson content on IFAW Open
Standards and Adaptive Management Principles

STEP 2: Work with your table to review the case study provided and discuss
the following questions:

© Were the IFAW Open Standards adaptive management principles being
applied in this example? If so, in what ways? In what ways were they
not being applied?

©If you were running this project, what are some things you might
do differently?

© Based on what you currently know about the IFAW Open Standards,
what benefits might there be in applying this framework to the example?
Feel free to refer back to your Open Standards planning cycle.

IFAW OPEN STANDARDS — BACKGROUND © IFAW 2016 19
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IFAW'’s Previous System

IFAW’s previous approach, “Making Impact,” was an organization-wide training
program that aimed to standardize campaigning approaches by ensuring that
existing and acquired skKills, knowledge, and methodology were distributed
throughout all functions and departments.

“Training camps” were the fundamental module of the Making Impact training
program where colleagues from all over IFAW came together to develop
campaigning skills that included: team work and decision-making, problem
analysis, integrated campaigning, power analysis, developing a campaign
plan, and an introduction to evaluation.

Making Impact was successful in breaking down barriers between depart-
ments. Integrated training sessions brought people together, aligning them
on skill-sets and creating inter-departmental linkages. And for the first time,
a common project plan template was used by program staff.

Making Impact’s strength in breaking down barriers to internal communication
was also its greatest challenge. Because the program was intended to reach

a broad internal audience it was not tailored to specific individual and team skill
levels and context. Despite training, project planning and management skills
remained uneven across program staff. In the years since, staff members have
continued to use the framework and template in various ways to plan and
document their work.

CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS
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Activity 1.0.5: What’s the Same, What’s Different?

STEP 1: Work on your own to review the lesson content on previous planning
approaches at IFAW. Take out your copy of the IFAW Open Standards Case
Study Plan (CSP) and spend some time reviewing.

STEP 2: Circle all of the things that are similar to project plan components you've
had in the past. Once complete, share your findings with the broader group.

INTLSAS SNOIANTHd MVAI

STEP 3: Now go through and star anything that is unfamiliar. Once complete,
sharing findings with the broader group.

Group discussion

Notes:

IFAW OPEN STANDARDS — BACKGROUND © IFAW 2016 21



MODULE 1.1

Introduction to IFAW projects,
Miradi, Team, Project Context,
Scope, and Vision

OVERVIEW AND OBJECTIVES

Summary

The first step when initiating project planning is to think about
the context of the project and conditions that have led to
planning. Teams should also consider their vision for the
changes they would like to see, as well as the area in which
the project will be implemented and any species that may be
specifically impacted. These steps help orient planning efforts
large and small and ensure relevant, involved staff are aligned
on what the team is trying to accomplish. During these
steps, you can also start using Miradi to track your team’s
discussions and record key decisions and outputs.

By the end of this lesson you will be able to:

/Identify what constitutes an IFAW project

......................................................................................

......................................................................................

/Identify project description and purpose will planning
your project

\/Work with your project team to discuss project context
and vision, and to define scope

......................................................................................

/Use Miradi to capture planning discussions and outputs

© IFAW 2016



MODULE

DIFFERENT TYPES OF IFAW PROJECTS
AND REQUIREMENTS

B¢ Presentation 1.1.1: IFAW Open Standards
Planning Requirements

Notes:

What is an IFAW Project?

A project is a set of actions aligned along a common focus that are
undertaken by a defined group of practitioners—including managers,
researchers, community members, or other stakeholders—to achieve
defined goals and objectives.

Multiple projects roll up into a program which similarly aligns them along
a common focus, such as an overarching strategy or theory of change,
which is a comprehensive description and illustration of how and why a
desired change is expected to happen in a particular context. At IFAW,
“project” can also be used in place of the term “campaign”.

Expectations for Different Sizes or Types of Projects

Projects at IFAW vary tremendously in their size, scope, and context.

As a result, not every project will require the exact same components
within the project plan. While all projects will require certain essential
elements, some other elements will be optional and dependent on

project needs as well as level of funding. These requirements are relevent
to IFAW’s adoption of the Open Standards in the first year and may change
over time.

INTRODUCTION TO IFAW PROJECTS, MIRADI, TEAM, PROJECT CONTEXT, SCOPE, AND VISION © IFAW 2016
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Essential Elements

Below is a list of the essential elements of any IFAW Open Standards project
plan. While many of the items listed may be unfamiliar right now, they are
offered here as a reference as you move forward.

© Date of authorship ©Work plan and budget
® Programs involved o Contact person
* Brief background/summary ®Image from project

of project context o List of team members
® Project scope ® Animal targets
© Direct threats © Conceptual model
© Research questions and o Strategies

uncertainty o Table of objectives, indicators,

© Results chain(s) and activities

Optional Elements

Any components that are “optional” depend on the project context, the specific
planning needs, and/or the size of the project budget. As with the list of “es-
sential elements,” you will see many terms that are new, but that will become
familiar and can serve as a reference for your planning efforts later on.

Some elements depend on the context of the project and elements of the plan:
¢ HUMAN WELLBEING:

©Human wellbeing targets are needed if they are relevant to the
project context, funders, or partners.

©Human wellbeing goals are needed if they will enhance project
monitoring.

o SIMPLE THREAT RATING:A rating of threats is necessary if there are
more than two.

o ANIMAL WELFARE: Stresses should be included if they exist in the
project context.

o STRATEGY RANKING:A ranking of strategies is needed if there are
more than two.

© IFAW 2016 CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS
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Some elements depend on whether or not the program is species-based.
The two elements listed below are only required if the program is focused
on a particular species:

o VIABILITY ASSESSMENT
o TARGET GOALS

Some elements depend on the size of the project budget. The two elements
listed below are only required if the project budget is greater than $250,000
in one fiscal year:

m T
o B
cC=
T v
23
M m
Z0
mq

o PLAN FOR MONITORING AND EVALUATION: This comprehensive
monitoring plan must be developed with a monitoring expert and will
involve research and sampling designs for key animal, habitat, social,
or ecological indicators.

o DATA ANALYSIS AND ADAPTIVE MANAGEMENT PLAN: Data analysis
must be done in collaboration with a monitoring and evaluation expert,
and the plan for adaptive management should demonstrate how the
results of monitoring efforts will be used to systematically learn and
adapt project planning and implementation efforts.

It’s important to note that in developing the “essential elements” of your
IFAW Open Standards plan, you will be laying a foundation for project
monitoring, regardless of the size of your budget. All project teams are
encouraged to collect data, monitor, and evaluate their projects, even if it is
not mandated based on the size of the project budget. All project teams are
also encouraged to develop their plans with the support of monitoring experts
but it will not be required until future years. Even without formal plans for
monitoring and evaluation, projects with smaller budgets will benefit from work
plan and activity monitoring, which is explored and explained later in the guide.

INTRODUCTION TO IFAW PROJECTS, MIRADI, TEAM, PROJECT CONTEXT, SCOPE, AND VISION © IFAW 2016 25
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Project Planning Requirements Summary

Below is a table that summarizes the required elements of an IFAW Open
Standards project plan. These requirements may change over time, but are
relevant to the first year of IFAW’s adoption of the Open Standards. Mandatory
and optional requirements are based on the size of the project budget:

TYPE ANNUAL BUDGET MANDATORY OPTIONAL EXAMPLE
Large >250K USD Essential and . Amboseli Landscape;
project Optional Elements China Demand Reduction
(as relevant)
Plan for M&E
Medium | 50-250k USD Essential and Plan for M&E Playa del Carmen Dog and
Project Optional Elements Cat Project; PWTT Trainings;
(as relevant) End Canadian Seal Hunt
Small <50K USD Essential Plan for M&E US Big Cats; Blijf van
Project Elements Optional min Dier; EU Wildlife Trade
Elements Policy; Fox Hunt; Pangolin
(as relevant).

INTRODUCTION TO MIRADI

In the pre-work, you were exposed to the basic functioning of Miradi and were
able to navigate some key components of the software. Now it’s time to apply
some of those skills to your project! Throughout the project planning process,
you will be using Miradi to record key elements and outputs as you go through
the remaining activities. Let’s get started...

Activity 1.1.1: Introduction to Miradi — Project Summary

STEP 1: Open up the software program Miradi (Follow instructor lead).

STEP 2: Create a new project from scratch and name your file using a title that
works for you, then Miradi will take you to Project Summary.

STEP 3: In “Project Summary”, fill out “Project Name” and “Project Effective Date”.

STEP 4: Review the other aspects of the Project Summary to get a sense for where
you are going. We will be revisiting this and other tabs throughout this lesson.
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CORE PROJECT TEAM

The first step in planning is to be clear about who is on your project team.
Initially, you may start with a small core team to launch the planning process.
These team members should have important skills and a solid knowledge of
the context within which the project will take place. Over time, you will likely
grow the team to include others with specialized knowledge and/or skills, or
with access to resources and contacts that will be necessary for you to suc-
cessfully implement your project.

Who is on your team is an important decision and will impact the direction of
your project. The members of your team will influence various factors including:
roles and responsibilities, expertise, work planning, understanding of context,
as well as levels and types of investment.
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1. Determining core team

Your core team is comprised of the individuals most responsible for managing
and implementing a project. To determine the core team, bring together the
people who are charged with initiating or managing an existing project, or first
begin by drafting on your own. Then, brainstorm all of the people who will have
significant influence over the project and their role, whether as an expert,
project manager, key implementer, or decision maker. This is your core team.

2. Highlight key expertise and roles

Where possible, work with the team to identify the roles and responsibilities of
key members. If critical decisions can be anticipated in the short term or on-
going basis, highlight those individuals that will serve as key decision makers,
and what they will be responsible for deciding.

3. Missing expertise

As you go through the project planning effort, think about whether you have the
right expertise, knowledge, and insights on your core team. Think about how you
might engage or find missing expertise to ensure your project is a success.
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Activity 1.1.2: Core Team
STEP 1: Review lesson content on Core Team

STEP 2: Using the recommended steps and the IFAW CSP as a guide, brain-
storm all of the people who you believe are on your team and what skills they
bring. Work with other team members to develop this list if they are available.

STEP 3: Use the “Miradi Project Summary: Team” tab to fill out relevant
information about your team. “Create Member” for each new team member.

Notes:
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PROJECT DESCRIPTION AND CONTEXT

You and your team have likely discussed the conditions under which you are
planning and different aspects of the project, even before planning has offi-
cially begun. Ensuring everyone on the team has a common understanding of
the planning conditions and context is an important initial planning step, and
helpful to document as it allows someone reading your project plan to under-
stand, at a high level, why the project is being undertaken. This information is
what forms your project description and context, which is a general overview
of the internal and external conditions under which the project is occurring. In
drafting your project description and context you may want to review some of
the following questions with your team.

First, it can be helpful to review the conditions within IFAW that impact your
team’s planning efforts. Key questions may include:

Are there any key decisions that have already been made about the
project? If so, what are they and how do they influence the project and
planning process?

What types of resources, both financial and technical (staff) are
available for this project?

What is our overall direction?

Are there specific priorities to consider?

Is there potential for integration of other IFAW programs?

What are the key time frames for project/program planning?

What opportunities exist for fundraising and IFAW branding efforts?

It is can also be helpful to review materials about external conditions, which
may include the history and experiences of people, the history of the local
environment, and previous or current activities by other organizations or stake-
holders. There are often materials or resources that can be shared prior to
project planning that will allow team members to enter the planning process
with a shared understanding of certain issues and conditions. The content of
these materials and resources should be objective and may include:

® Data collected from the project site and related reports.
» Journal articles relevant to conditions within the project.
Articles or reports documenting the history and experiences of people.

Articles or reports documenting the history and status of the local
environment.

Information about previous or current activities by other organizations
or stakeholders.

INTRODUCTION TO IFAW PROJECTS, MIRADI, TEAM, PROJECT CONTEXT, SCOPE, AND VISION
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Later on in the planning process you will be spending significant time exploring
the external project context, impacted habitats and species, in detail. Right
now, you are just exploring previous project conditions generally to help your
team start the planning process from a similar point of understanding.

If this is the first time you are planning for your project, writing a project de-
scription and context may take more time than if you are engaging in ongoing
planning and implementation. Especially if it is a new project for the team, you
may find that it is easier to write your project description after you have com-
pleted other steps in the IFAW Open Standards. This is a step you may easily
come back to and update later, before finalizing your plan.

Activity 1.1.3: Planning Context

STEP 1: Work on your own to review lesson content on planning description
and context and any pre-reading assigned to your project.

STEP 2: Work with your team members to discuss and record the planning
context using the list of key questions in the lesson content to guide your
discussion as well as any relevant pre-work.

STEP 3: Record any key relevant decisions or discussions in “Miradi:
Project Summary”.

Notes:

VISION

Before projects can be planned in detail it is helpful to get your team aligned
on what the project is working to accomplish. In IFAW Open Standards this is
the project vision, which is the desired state or ultimate condition that the
project is working to achieve.

Vision is typically expressed as a vision statement, which is a clear and brief
summary of the vision articulated by project team members and their part-
ners. Defining a vision enables the core project team members to discuss and
agree on what the broad purpose of their project will be. However, what’'s most
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important about visioning is the discussion that occurs between team mem-
bers. The statement is just an output of this conversation.

For most conservation projects, the vision will describe the desired state of
the biodiversity or resources in the project area, although it will often reference
stakeholder interests as well. A vision for an animal welfare project might
describe positive aspects of animals’ care or their welfare in target areas or
communities. Your project’s vision should guide your project team and help you
communicate what you are trying to accomplish to outside stakeholders.

Although this sounds like a relatively easy task, many teams struggle to agree
on a clear, focused, and concise vision. To guide your thinking there are some
criteria that can be used to define a good vision statement:

— Broadly defined to encompass a wide range
of potential project activities

— Inspirational in outlining the desired change in the state
of the animals or habitats the project aims to protect or conserve.

— Simple and succinct so that all project participants can
remember it

If you are part of a multi-sectoral team, then you may find it challenging to draft
a shared vision statement. For example, if there are members of your project
team (including partners) who believe that the ultimate vision of the proj-

ect should not be biodiversity conservation or improving animal welfare, but
instead other aims such as “improving human wellbeing” or “conserving open
space,” then agreeing on a vision becomes a much more difficult exercise.
This is especially challenging if realizing different visions ultimately requires
implementing different (and potentially conflicting) strategies. If necessary you
can go through a much more formal process of developing a vision statement
that might include:

Soliciting unique submissions from individuals on paper.

Crafting a draft proposal based on the submissions, attempting
to include elements of the major ideas in the submissions.

Vetting the draft with the larger group.
Redrafting the vision statement.
Securing final approval by the group.

While a vision statement is a meaningful component of a project plan, it is
more important for a team to have a productive discussion about their vision
rather than spend many hours creating a perfectly articulated vision statement
together. Many teams find it helpful to take a bit of time to agree on key phras-
es or words related to their vision, and then allow one team member or two to
later draft the full statement and share it back with the team for review and
finalizing. This latter step can easily be done remotely.

INTRODUCTION TO IFAW PROJECTS, MIRADI, TEAM, PROJECT CONTEXT, SCOPE, AND VISION
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Activity 1.1.4: Visioning for Your Project

STEP 1: Use your whiteboard paddle to answer the two questions given by the
instructor.

STEP 2: Brainstorm various words or phrases you think capture the essence
of your vision.

STEP 3: Discus key elements of the vision that are important.

STEP 4: Determine some key words or phrases that should be included in
the vision.

STEP 5: Put any key insights and elements into the Vision text box under the
“Scope” tab in Miradi.

Notes:
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Activity 1.1.5: What is Scope?
Guess what the instructor is drawing on the flipcharts.

Group discussion.

Notes:

SCOPE

Defining your project scope is also an important first step in the planning process,
and defines the broad parameters of the project. A clear scope sets the rough
boundaries for what the project will attempt to do, and can be defined as either

a thematic scope, or a thematic scope with geographic focus.

A thematic scope includes efforts to address specific species, animal welfare,
or conservation threats. Thematic scope can also operate under some broad
geographic boundary, which means that the focus is on a problem or species
in a certain area. When the scope is also confined by geographic location, it is
a thematic scope with geographic focus.

A project with a thematic scope to decrease the threat of elephant poaching
for tusks makes it clear that the project team will focus only on elephants (not
rhinos or other horned or threatened species) and that it is concerned about
the poaching of elephants for tusks. In reality, there may be some fuzzy bound-
aries, but a project scope should help a team focus its efforts and provide
valuable alignment between projects and program.

If there is any doubt about the basic scope of your project, then discuss the
options with the members of your project team and see if you have at least a
general consensus. If you cannot arrive at some basic consensus, then you
need to seriously consider whether you should split into multiple projects.

Here are some examples of potential IFAW project scopes:
Dogs in targeted Bosnian communities
Illegal wildlife trade in Europe
Rescued and released elephant orphans in Zambia

Elephants in the Amboseli, Tsavo, Kilimanjaro landscape
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Activity 1.1.6: Drafting Project Scope

STEP 1: Using the lesson content as guidance and IFAW CSP as reference,
work in project teams to draft your project scope.

nen

STEP 2: Input your
scope into Miradi
in the (Scope) tab

MAPPING YOUR PROJECT

Most place-based conservation and animal welfare projects will typically focus
on a defined project area and have a geographic scope. In these cases, it can
be helpful to map out the area and include any relevant features (e.g., different
ecosystems or habitats, corridors, villages). You can use something as sophisti-
cated as mapping software or as simple as a rough hand-
drawn sketch. Not every project needs a map of their

( \ project area, and the core team can determine whether
TIP! It is not required to provide or not this would be a valuable addition to their plan.

a map for your IFAW project but it

can be helpful. If you have an existing
map or image it should be provided
in your project plan. You can also

use Google Maps to develop a rough
sketch of your project area. See
http://maps.google.com (select My

It is not always obvious where the team should draw
the project boundaries, but the choice that the project
team makes will have important consequences for the
ongoing structure and functioning of the project. This is
because you define your project by the project area you
select, rather than vice versa.

Maps, and then Create New Map). Note that in many cases, project actions may take

Even a very rough map will serve as place outside of the defined project area—for example,

a powerful visual tool. political action designed to affect a protected area in a
k J remote province would take place in a national capital.
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Activity 1.1.7: Draft Project Plan Template and Exporting
Miradi Files

Follow the instructor review of exporting reports and graphics from Miradi.

STEP 1: Open your IFAW Open Standards Project Plan template, saving it under
a relevant title name.

STEP 2: In a relevant location, create a folder for your Miradi exports/reports.

STEP 3: In Miradi, go to “View” and then “Reports”.
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STEP 4: Click on “Run Summary Report” and save the report in your
relevant folder.

STEP 5: Open your report. Using the IFAW CSP as a guide, copy and paste
relevant scope, vision, team, stakeholder outputs into your draft project plan.
Save. Take a few minutes to modify the details or make more graphically
appealing as needed.

Notes:
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MODULE 1.2
Animal and Habitat Targets,
Viability, and Goals

OVERVIEW AND OBJECTIVES

Summary

Fundamental to any planning process is figuring out what it
is you are aiming to achieve. In the IFAW Open Standards,
identifying the animal and habitat targets, as well as what we
want to achieve for those targets, are the first steps towards
articulating relevant goals.

By the end of this lesson you will be able to:

/Define animal targets for your project

......................................................................................

/ Articulate the difference between a Key Ecological
Attribute (KEA) and a target

......................................................................................

\/Use guidance material to select appropriate KEAs
for your targets

......................................................................................

.....................................................................................

......................................................................................

......................................................................................

/Distinguish between poorly and well-written goals using
best practices

......................................................................................

/Use Miradi to input targets, KEAs, and draft goals

© IFAW 2016
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INTRODUCTION TO IFAW OPEN STANDARDS
TERMINOLOGY FOR STEP ONE

Activity 1.2.1: Word Wall Match-Up: Animal/Habitat Target,
Key (Ecological) Attribute, Indicator, Goal

Take some time to review the cards on the sticky wall before getting started.
When the instructor says to start, work in your groups to match the Open
Standards vocabulary to the appropriate graphic and definition. The first team
to get them right wins!

Once one team has finished and explained, work in your teams to develop a new
example for each definition and new term. Share in plenary and get feedback.

AD0TONINYAL O1 OYLINI

Notes:

B¢ Presentation 1.2.1: IFAW Open Standards terminology
for Step One

Notes:
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ANIMAL AND HABITAT TARGETS

Introduction to Animal and Habitat Targets

Now that you are clear about your project scope and vision, it's time to think about
the important elements within that scope that you are working to conserve and
protect. This module introduces the concepts of animal and habitat targets.

Animal and Habitat Targets Defined

Conserving or protecting animals from critical threats is a complex challenge
that requires thinking about species and their health or habitat needs. Although
most teams want to tackle many species or supporting habitats, they typically
lack the staff, financial resources, and time to explicitly focus on aspects of the
system. For this reason, when planning and monitoring conservation or animal
welfare projects, it is useful to select a handful of animal or habitat targets that
reflect the needs of IFAW’s priority species, such as elephants or dogs. Doing so
helps teams focus their efforts and resources, and more easily assess whether
their strategies are effective over the long-term.

Box 1.2.1: Companion animals and the Open Standards

In traditional Open Standards language, targets are called “conservation targets” because the
organizations that created these tools were focused only on conservation of imperiled spe-
cies. At IFAW, we also focus on protecting and improving the lives of companion animals such
as dogs and cats across the globe. As such, we have modified the traditional Open Standards
language to “animal or habitat targets” to better reflect our work.

.

N Choosing animal and habitat targets is a valuable step for projects

Box 1.2.2: A note on at any scale and sets the groundwork for subsequent steps, such as
Animal Welfare and a practical and focused threats analysis, strategy development, and
the Open Standards long-term monitoring.

IFAW is the first animal welfare In addition, agreeing on animal or habitat targets will help teams
organization to adopt the Open set goals for their project, as each target should have a goal that is a
Standards. As such, it has re- specific, measurable, and formal statement detailing a desired impact
quired careful consideration about of a project on your target.

how and where the aspects of

animal welfare are included in Animal and habitat targets can be species or their associated habitats:

the process. In this case animal * HABITATS - These targets include habitats that characterize the
welfare is considered a character- terrestrial, aquatic, and/or marine ecosystem components that sup-
istic of the animal target we are port target species. Examples include grasslands, riparian forest, or
trying to achieve (e.g. free from wetlands.

suffering) or as a stress to the
animal target (e.g. suffering). We
will identify these in later steps.

© SPECIES - This category will include IFAW’s priority species, as well
as additional species facing critical conservation or animal welfare
) threats within the project scope.
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HOW TO DEVELOP ANIMAL OR HABITAT TARGETS

Developing and using animal or habitat targets involves identifying conser-
vation or animal welfare relevant species as well as any associated habitats
critical for the species’ survival. Because many of IFAW’s programs are species
focused (e.g. “Elephants”) choosing the priority animal targets may not be

as challenging. However, it will still be critical to also identify relevant habitat
components that are critical for those species to survive over time.

Steps for Selecting Your Target
1: List specific IFAW or priority species or animals associated with your project

2: Identify any relevant habitat components within your scope (habitat not
applicable for some projects)

3: Review your initial list of targets and “lump” or “split” targets as necessary

4: Finalize your list (no more than about 8 targets)

Step 1: List Potential Animal Targets

There is no prescribed way to develop a list of animal and habitat targets that
are critical for safeguarding species survival or improving animal welfare. At
IFAW, our priority species such as elephants, whales, or dogs, will clearly guide
the initial selection of animal targets.

Step 2: Identify any relevant habitat components

Once selected, identify any associated habitat targets that are critical for the
survival of the priority species within your scope. The number of targets to
identify depends on the size of your project site, its ecological complexity, and
amount of resources you have to evaluate and monitor impact over time. Since
most conservation and animal welfare programs are limited by resources such
as financing and human capacity, it is important to keep the overall number of
targets to a manageable level.

Begin by listing any habitat
targets critical for species f , ) ) \
survival, such as “Amboseli TIP! Working on habitat
wetlands”. Select or prioritize components may be outside of
those which. if lost. would the scope or irrelevant for some
critically threaten the survival IFAW projects, such as Wildlife

of the species over time. Trade or Companion Animals.

As such, this step can be skipped

for those projects.

. J

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS

MODULE
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SCOPE

Dogs in
First Nations
communities

TARGETS

Roaming dogs;
Confined dogs

Table 1.2.1 Example animal and habitat targets within typical IFAW scope

COMMENTS

The animal targets in this community are ex-
plicitly stated in the scope, but are split as the
strategies and threats for confined dogs may
differ from those of roaming dogs.

Elephants in
the Amboseli,
Tsavo,
Kilimanjaro
region

Elephants, Amboseli
Wetlands, Water sources
across the landscape

This project operates on the landscape scale
and will need to identify both elephants as
well as the associated habitats that are critical
for their survival.

Demand
reduction
China

Elephants

Although the target here is elephants because
the scope is specifically geared towards ivory,
this may be a special case as the project is
not likely to measure changes in elephant
populations as a result of the project.

Enhanced
wildlife trade
policy Europe

High value priority
species (including
elephants, tigers, rhinos)

This selection demonstrates that the specific
species are not as important as grouping them
to align with the scope—which addresses wild-
life trade issues more broadly. They can be split
later if necessary to further clarify strategies.

Orphan and
released
elephants in
Zambia

Orphan elephants
in captivity, Released
elephants

There are two targets here because the
strategies and threats to orphan elephants differ
from those of the released elephants.

\ Step 3: Review your initial list of targets and “lump”

NOTE: Lumping (and not or “split” targets as necessary

splitting) animal targets may
be most relevant for a pro-
gram like Wildlife Trade, where
the focus is not necessarily
species-specific, but ultimately
focused on reducing illegal
wildlife trade.

As a general rule, you will want to split an animal or habitat target
into multiple targets if they:

o Differ in where they occur or how they are behaving within
the scope of the project

o Differ in the critical, human behavior driven threats to their
animal welfare or conservation status
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Example Target Selection

Selecting animal and habitat targets is almost
always a group effort. A group of people with
broad knowledge of the region should discuss
and reach agreement on some limited combi-
nation of targets that are representative of the
region as a whole.

Figure 1.2.1 shows a simplified teaching
example from the IFAW Gorillas CSP in which
the team identified gorillas and gorilla habitat
as their targets within the geographic project
scope of the Zapata Region, Gabon. An addi-
tional example for companion animals can be
found to in the IFAW Companion Animals CSR

MODULE
1.2

S1394vV1L
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Figure 1.2.1 Targets for
IFAW Gorilla CSP

Activity 1.2.2: Selecting Animal or Habitat Targets

STEP 1: Review the lesson content on “Introduction to and Selecting your Animal or Habitat Targets”.

STEP 2: Using the target selection steps, the lesson content, and IFAW/CSR work with your project team

to brainstorm your project’s targets here:

STEP 3: Put each of your targets on green half-sheets.

STEP 4: Use the sticky wall to present your targets to the group in plenary.

Notes:

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS
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Activity 1.2.3: Targets in Miradi
STEP 1: Follow the guidance on using Miradi for graphically creating targets.

STEP 2: Then work on your own or with your partner to graphically create
targets. If you have two people working on one project, have both team
members complete the exercise.

Notes:

. -

VIABILITY ASSESSMENT USING KEY
ECOLOGICAL ATTRIBUTES

Activity 1.2.4: What aspects of our target do we care about?

Before we get into the details of the next section, take a moment to think
about your animal or habitat targets. Review the questions below and brain-
storm some answers that are relevant for your project or context:

1: What qualities or characteristics of your animal or habitat targets do
you think would be good indicators of their conservation or welfare status?
(Size? Condition?)
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2: For each of these, do you have a sense for their current status?
If so, what is it?

3: If your project is successful, how do you hope these characteristics
will change in the future? (Increase? Improve? Maintain?)

Group Discussion

KEY ECOLOGICAL ATTRIBUTES, VIABILITY
AND INDICATORS

B¢ Presentation 1.2.2: Key Ecological Attributes, Viability,
and Indicators

Notes:

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS
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Overview of Viability Assessment using Key Ecological Attributes

A key step in managing any system is to be clear about what you are trying to
accomplish. In particular, you need to be able to assess the current status of
your targets today, define specific future goals, and measure your progress as
you move towards these goals. A useful analogy can be found in the medical
field where doctors define healthy individuals as having, among other things,
a pulse rate and blood pressure within an appropriate range for their age and
condition. If a patient is outside of the normal range, then the doctor can pre-
scribe therapy and monitor the patient’s condition over time as they hopefully
move towards a desired goal in the normal range.

This process of setting measurable goals is particularly challenging for animal
or habitat targets. Most targets are complex systems that vary naturally over
time, making it difficult to define or measure their health in a systematic and
repeatable fashion.

A viability assessment is a flexible and powerful methodology based on eco-
logical principles that helps address the challenges of defining healthy targets
and setting appropriate and measurable goals. The general purpose of con-
ducting a viability assessment is to determine how you will measure the health
of your animal or habitat targets over time. It helps you determine:

How your target is doing today.
What a “healthy” target would look like.

What status of your target you would like to see in the future as a result
of your project actions.

Viability assessment uses the best available information on the target’s biolo-
gy, ecology, or welfare status in an explicit, objective, consistent, and credible
manner. Viability assessment does not, however, require “perfect” information.
Instead it provides a way for your project team to specify—to the best of your
knowledge —what you think healthy targets will look like. We encourage you

to go through at least an initial iteration of a viability assessment. This may
require bringing in scientific experts who can help guide you toward defining
the impact you need to achieve.

Viability assessment involves identifying key ecological attributes (KEAs)
for each animal or habitat target (see Box 1.2.5 for a list of viability
assessment-related terms).

Box 1.2.4. Key Ecological Attributes (KEAs) and IFAW

Although the term “ecological” in KEA may not seem as relevant for animal welfare or companion
animal attributes, we have kept the terminology because it is aligned with Miradi and we wanted
to reduce confusion while managing the software. However, it may be valuable for those teams
working on animal welfare and/or companion animal projects to just consider KEAs as
attributes — those aspects of your animal target that are important indicators of their health.

\
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These key ecological attributes are aspects of a target’s biology, ecology or wel-
fare that if present, define a healthy target and if missing or altered, would lead
to the outright loss or extreme degradation of that target over time. For example,
a key attribute for an animal target might be some aspect of population size.

If the population size becomes reduced to a sufficient degree, then the animal
target is no longer viable. To identify key ecological attributes, it is helpful to
think of three attribute categories that often collectively determine the health of
an animal or habitat target (note: not all classes apply to all targets):

Size is a measure of the area of the target’s occurrence (for a habitat
target) or abundance of the target’s occurrence (for an animal target).

Condition is a measure of the animal welfare status, biological composi-
tion, structure or biotic interactions that characterize the target.

Landscape context is an assessment of the target’s environment
including: a) ecological processes and regimes that maintain the target
occurrence such as flooding, fire regimes and other kinds of natural
disturbance; and b) connectivity that allows species targets to access
habitats and resources or allows them to respond to environmental
change through dispersal or migration.
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Key ecological attributes are generally still too broad to measure in a cost-
effective manner, so it is important to develop indicators to assess the attribute
over time. In many cases an indicator can be the same as the attribute itself.

( )

Box 1.2.5 Important Terms for Viability Assessment

Viability - Broadly, the status or “health” of a Acceptable Range of Variation - The limits of
population of a specific plant or animal species. a target’s naturally-occurring variation that

In particular, viability indicates the ability of an constitute the minimum conditions for the
animal or habitat target to withstand or recover target’s persistence (note that persistence may
from most natural/human disturbances or animal still require human management interventions).
welfare threats, and thus to persist for many The acceptable range of variation establishes
generations or over a long period of time. the minimum criteria for identifying a target as

“conserved” or “protected”. If the attribute lies

Key Ecological Attribute (KEA) - An aspect of ) . e .
outside this range, it is a degraded attribute.

a target’s biology, ecology or animal welfare

that, if missing or negatively altered, would lead Current Status - An assessment of the current
to the loss of that target over time or a serious “health” of a target as expressed through the
degradation of the animal’s welfare. most recent measurement of an indicator for

Indicators - A unit of information measured over a KEA of the target.

time that documents changes in a specific condi- Desired Future Status - A desired measurement or

tion (here, changes in a KEA). rating of an indicator for a KEA that describes the
level of viability/integrity that the project intends to
achieve. This forms the basis for a project goal.

G y,
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Selecting KEAs

With your team, select one of your targets to assess —start with a relatively
simple and straightforward target. There is an almost infinite number of attri-
butes that could describe some characteristic of a target. The challenge is to
identify a small selection of critical attributes that if degraded, would seriously
jeopardize the target’s ability to persist for more than a few decades or main-
tain adequate health status over its lifetime.

In our IFAW CSP example, the team chose “forest extent” and “species
diversity” as KEAs for gorilla forest habitat. Likewise, they chose “population
size” as a KEA for gorillas (see table below for information recorded in Miradi
— KEAs marked by the green key symbol). See the IFAW Companion Animals to
see which KEAs were selected for that project.

Table 1.2.2. KEAs for IFAW Gorilla CSP

TARGET KEA

Gorilla forest habitat Forest extent
Wild gorilla populations Population size
Gorilla orphans Adequate nutrition

Activity 1.2.5: What are Some Draft KEAs?

STEP 1: Work on your own to review the lesson content on Viability
Assessment using Key Ecological Attributes.

STEP 2: Work with your team to review activity 1.2.4 and identify which
one of those aspects are aligned with the definition of KEAs?

CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS



Indicators Tied to KEAs

For each KEA it will be important to determine an indicator to
assess the attribute over time. In some cases the indicator
can be the same as the attribute itself (e.g., an attribute of
population size may have an indicator of number of individu-
als in the population). If you cannot count this number direct-
ly, then you may need a proxy indicator — for example, for a
gorilla population, you may use the number of sleeping nests
as a proxy for total population size if it is too hard to count.

In other cases, however, developing a good indicator will re-
quire a bit more thinking to find a way of measuring the attri-
bute over time. For example, if your attribute is the welfare of
an orphaned gorilla, it may not be possible to measure every
parameter. Instead, you would select a few representative
parameters that you feel can represent the overall quality of
the gorilla’s life, such as its body condition score or pres-
ence of disease. You can also combine several measurable
properties into a composite indicator or index. For example,
you may want an “animal welfare index” that combines: body
condition, presence of disease, ability to socialize, and ability
to move/exercise. As you develop your project plan, you will
be identifying several indicators, so it is a good idea to keep
your viability indicators focused.

Indicators frequently involve some type of quantitative
assessment — such as number of acres, age class sizes,
percent of cover, or frequency of fire of a given intensity.
Other indicators may involve measurable elements that are
not numerical, such as the seasonality of fire or flooding.
Box 1.2.6 provides some tips for selecting good indicators.

Box 1.2.6. Criteria for a
Good Indicator

Indicators should meet the follow-
ing criteria:

e Aligned - explicitly connected to
the KEA and target

*Measurable - Able to be recorded
and analyzed in quantitative and
qualitative terms

*Precise - Defined the same way
by all people

e Consistent - Not changing over
time so that it always measures
the same thing

*Sensitive - Changes proportion-
ately in response to the actual
changes in the condition being
measured

In addition, the best indicators will
be technically and financially fea-
sible and of interest to partners,
donors, and other stakeholders.

In many cases, you may be able to measure a key attribute using just a single in-
dicator. However, sometimes there may be no single best indicator, in which case
you may need to track several indicators to get a better picture of your target’s
status. For example, field surveys and analyses of aerial photographs together
may provide complementary information on forest tree composition that would
be more accurate and reliable than either one could provide on its own.

Table 1.2.3 Indicators for IFAW Gorilla CSP Zapata Region

TARGET KEA INDICATOR

Gorilla forest habitat Forest extent # of hectare protected

Species diversity Species diversity index

Wild gorilla populations Population size # of adults

Adequate nutrition Survivorship of orphans past

6 months — 2 years

Gorilla (orphans)

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS © IFAW 2016
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Activity 1.2.6: Mix and Match: Targets to Attributes
and Indicators

STEP 1: Work on your own to review your notes from the presentations and
lesson content on Viability Assessment using Key Ecological Attributes (KEAS)
and Indicators Tied to KEAs.

STEP 2: Based on the presentation and overview content on Viability Assessment
and KEAs, work with a partner to choose an appropriate KEA and Indicator for
each of the below targets:

Target KEA Indicator

Tigers (wild)

Domestic Cats

Wetlands

Notes:
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Activity 1.2.7: KEA and Indicator Classification

STEP 1: Using the lesson content, presentation, and the IFAW CSR put your key attributes
and draft indicators from the previous activity into the correct column in the table below.
Feel free to modify based on your new experiences with KEAs and indicators.

TARGET KEY ATTRIBUTE POTENTIAL INDICATOR CURRENT STATUS?

SV3) + SHOLVOIIANI

STEP 2: Work with your team to answer the following:

Given the information that you have, are these attributes the ones most tied
to the long-term health of your targets?

Are there any assumptions here? If so, what are they?
Do your indicators meet the best practices criteria?

Do you know what the current status is?

Notes:

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS © IFAW 2016 49



IFAW OPEN

STANDARDS

HOW TO DO A VIABILITY ASSESSMENT IN MIRADI

B¢ Presentation 1.2.3: Viability Assessments in Miradi

Notes:

Although the viability assessment process can seem complex and overwhelm-
ing, it is only meant to be a systematic process that allows you to use your
best available knowledge to define and measure the health of your animal and
habitat targets. In effect, if your indicators are in their acceptable range, then
you can say that your KEAs are doing fine, which in turn means your targets are
healthy. If your indicators are not in their acceptable range or are headed out of
that acceptable range, then you have problems that you need to address.

Target Indicator KEAs Target Viability assessments involve
estimating the acceptable range
Animal iati indi
Acceptable Fine 3 Healthy of variation fgr your |n<.j|cators for
Range each key attribute. Doing so helps
answer two crucial questions:

© How much alteration of

Not Acceptable Not 5 | Needs a key attribute is too much?
Habitat Range Fine Attention
k J ® How much improvement or
change is enough?
Y

Viability Assessment

Figure 1.2.2 Viability Assessment Process

Viability Assessment Next Steps
1: Put your KEAs and Indicators into Miradi.
2: |dentify an acceptable range of variation, record assumptions/questions.
3: Record current status, record assumptions/questions.

4: |dentify desired future state and record any assumptions or questions.
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Viability Step 1 - Putting your KEAs and Indicators into Miradi

Activity 1.2.8: Viability Step 1 - Putting your KEAs and Indicators into Miradi
Follow the tutorial to put your KEAs and Indicators into Miradi

STEP 1: Double click on your
Conservation Target.

STEP 2: Click on the “Viability” tab
(if that is not visible change Viability
Analysis Mode to Key Attribute).

IN3INSSISSY ALITIGVIA

-

STEP 3: Create KEA and name it then Create Indicator and name.

Type Name

STEP 4. Repeat for all draft KEAs and indicators.
of KEA

Notes:

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS © IFAW 2016 51



IFAW OPEN

STANDARDS

52

© IFAW 2016

Viability Step 2: Determining an Acceptable Range of Variation and
Rating Scale for Each Attribute

Viability assessment also includes a rating scale that takes into consideration
the acceptable range of variation for each indicator. The scale requires that
teams determine thresholds, and classify potential KEA indicators into one of
these four categories:

VERY GOOD: Desirable status = requires little intervention for maintenance

GOOD: Within acceptable range of variation = some intervention required for
maintenance.

Outside acceptable range of variation requires human intervention.

POOR: Improvement increasingly difficult == may result in extirpation of target
or severe animal welfare concerns.

Although a team ideally would define all four classifications of the rating scale,
often teams are only able define one or two key classifications—for example the
threshold between fair and good. Remember the example of the doctor monitor-
ing pulse rate and blood pressure to determine health of the patient? The above,
four point rating scale is directly analogous to those ranges. A doctor uses es-
tablished pulse rate and blood pressure ranges to determine whether a patient’s
circulatory system—and thus by extension the entire patient—is healthy.

The final component of a viability assessment is determining and rating the
current status of an animal or habitat target (where the target is today) and
the desired future status of a target (where a team would like it to be at some
point in the future). This desired status forms the basis for goal-setting.

KEA INDICATOR CATEGORIES

VERY GOOD

Outside acceptable
range of variation;

requires human
intervention

Figure 1.2.3. Definitions for Key Ecological Attribute Indicator Categories

Although you ideally want to get the categories right, you should not get so
bogged down in this detail that you cannot move on to other equally important
steps in the project planning process. With this in mind, you should consider
your work as the first step in an iterative process and simply record your initial
thinking. For example, for the IFAW CSR the team could have started with
Figure 1.2.4 before getting into greater detail.

CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS



INDICATOR RATINGS

KEY ATTRIBUTE INDICATOR VERY GOOD

TARGET

Double

)’rent area

Hectares under
protection

Gorilla Forest Forest extent

Habitat

Figure 1.2.4 IFAW CSP First Indicator Ratings

This loosely defined, qualitative categorization is perfectly acceptable for a first
attempt. Later on in the process you can do a more in-depth assessment of
what is needed. For example, Figure 1.2.5 offers greater detail.

INDICATOR RATINGS

IN3INSSISSY ALITIGVIA

KEY ATTRIBUTE INDICATOR 0 VERY GOOD

TARGET

50,000 - 100,000 -
99,000 179,000

Hectares under
protection

Forest extent

Gorilla Forest
Habitat

Figure 1.2.5 IFAW CSP Second Indicator Ratings

Most attributes vary naturally over time, but we can define an acceptable
range of variation. This is the range of variation for each KEA indicator that
would allow the target to persist over time or maintain adequate health status
—a range in which we would say the attribute has Very Good or Good status
(see Figure 1.2.3 for definitions of these criteria). If the attribute falls out

of this acceptable range (dropping below or sometimes rising above), it is a
degraded attribute that has Fair or Poor status.

Your challenge is to specify—to the best of your current knowledge —your
assumption as to what would constitute an acceptable range of variation.

Ideally, and over time, you will identify a set of thresholds or boundaries for the
four rating classifications for each KEA: Very Good, Good, Fair, and Poor. These
thresholds should state clearly where the indicator being measured would fall

within each level of the rating scale. For example, is a “good” size for a gorilla
population 5,000 or 50,0007

The scientific information needed to establish these types of benchmarks,
however, is often lacking or inadequate. In these cases, project teams can rely
on general concepts, comparisons to other similar systems, well-informed expert
opinion—or failing that, the team members’ best estimate—to determine a
“credible first iteration” of the benchmarks for the current assessment.
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Activity 1.2.9 Viability Step 2: Defining an Acceptable
Range of Variation

STEP 1: Work on your own to review the lesson content and determine an
Acceptable Range of Variation and Rating Scale for Each Attribute and the IFAW CSP

STEP 2: Start with one indicator associated with your KEA that you feel you know
a lot about. Then in Miradi:

STEP 3: Click on that indicator and the “viability ratings” tab

STEP 4: Provide your best guess on value ranges for Poor, Fair, Good, and Very
Good. If you have to do only two, focus on the differences between Fair and Good

STEP 5: Collect any comments, questions, or assumptions you are making in the
“comments” tab.

STEP 6: Review with a partner—what challenges did you face? How will you get
new information?

Notes:
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Viability Step 3: Determine Current and Desired Future Status
of Each Attribute

Your next task is to determine what should be the current status rating, and set
the desired future status rating of each attribute relative to your rating scale:

This rating describes the indicator rating
category where your key ecological attribute is today

This rating describes what you want your
target to look like in the future.

In most cases, you would want the desired future status of your animal or
habitat target to be classified as Very Good or Good on each indicator. In

some cases though, you might be at Fair or Poor and, for a variety of reasons,
the best you can hope to achieve is to maintain the target status at Fair. The
important point here is that you need to look at your viability assessment for
each indicator and determine what category you want and need to achieve over
several years or even decades.

You should also consider the appropriate spatial extent and time frame for
achieving the desired status, keeping in mind that some changes may require
long time periods (50-100 years). If you know the actual current indicator sta-
tus information, record it as well as the desired indicator rating category. For
example, if a “Very Good” size indicator rating is greater than 30,000 acres of
a grassland target, and you know the current extent is 55,000 acres, record
the specific acreage as well as a “Very Good” classification for that indicator.

Roll-up current
status of KEA

Current status
of indicator

Desired future
status

Figure 1.2.6. Partial IFAW CSP Viability Assessment Showing Current and
Future Desired Status
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Activity 1.2.10 Viability Step 3: Determine Current and Desired
Future Status

STEP 1.: Work on your own to review the lesson content “Determine Current and
Desired Future Status of Each Attribute” and the IFAW CSR

STEP 2: Start again with one indicator associated with your KEA that you feel you
know a lot about. Then in Miradi:

-

_I- A A a4

STEP 3: Highlight the Indicator on the left and click on “Create Measurement”.

STEP 4: Below, provide the measurement date (current), the value, and where
it sits on the Poor, Fair, Good, Very Good scale by clicking on “Current Status”.

STEP 5: Once the current measurement has been provided, click back on
your indicator and then use the “Create Future Status” to articulate your
desired future state.

STEP 6: Repeat for all other relevant indicators.
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Notes:
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Record Any Assumptions

As you go through this process, make sure you write down any relevant issues

or comments that emerge. In particular, you should note how you arrived at your
viability assessments including references and experts consulted, data analyzed,
assumptions made, your level of confidence in your assessments, and suggested
research needs. You can capture this information in the comments fields in Miradi.

Review Your Viability Assessments and Adjust As Necessary

Review the results of the viability assessments for all of your targets and discuss with
your team. If necessary, you may have to revisit some of your attributes or even your
choice of targets. The end product should be a completed viability table in Miradi.
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Activity 1.2.11: Which of these goals is the best and why?
Work with your group to review the three draft goal statements provided.

Which goal do you think is best and why? What’s wrong with the other two goals?

SETTING GOALS

Overview of Goals

Nearly everyone who has worked on a project or in an organization or company
is familiar with goals. The word “goal,” however, is a term that is typically used
very loosely. Yet, in the IFAW Open Standards, it has a very specific meaning
and when developed properly, meets a specific set of criteria (SMART: Spe-
cific, Measurable, Action-oriented, Reasonable, Time-limited). The IFAW Open
Standards define a goal as a formal statement detailing the desired impact of
a project, such as the desired future status of an animal or habitat target.

A goal should be ambitious yet realistic and meet the criteria outlined in Box.

One of the most important criteria is that your goal must be linked to your
animal or habitat target. Thus, it must describe the desired future state of the
species, ecosystem, or habitat you wish to protect or conserve. You may won-
der why it is necessary to be so strict about how a goal is defined and whether
it meets certain criteria. A well-defined goal ensures that your project team has
an explicit understanding of the project and how you want to influence your an-
imal or habitat target. Consider, for instance, the following two fictitious goals
for a watershed conservation project:

CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS



Goal 1: Conserve forest areas within the watershed.

Goal 2: By 2028, all rivers and tributaries in the Clear River Watershed
have forest coverage that extends at least 100 meters on both sides.

With Goal 1, you have a general understanding of what your project is trying
to achieve, but you are not really sure how to narrow your focus or how you
will know if you have conserved the forest areas. In contrast, Goal 2 provides
your project team with very specific conditions you must work to achieve. Also,
when it comes to determining whether you have achieved those conditions,
what you need to measure is very clear.

As such, well-defined goals focus monitoring efforts. In many cases, a project
team monitors their project by simply collecting as much information as they
can without a clear idea of how they will use it. If you look at the two goals
above, with Goal 1, you might come up with an extensive list of how you will
measure if the watershed’s forests are conserved. With Goal 2, it is clear that
you just need to measure forest coverage along the rivers and tributaries.

[ )

Box 1.2.7. Criteria for a Good Goal (SMART)

*Specific - Clearly defined so * Action Oriented - Directly
that all people involved in the associated with one or more of
project have the same under- your animal or habitat targets

standing of what the terms in

*Reasonable - Represents
the goal mean

the desired future status of the
*Measurable - Definable in target that is achievable over
relation to some standard scale the long-term

(numbers, percentage, frac-
tions, or all/nothing states)

*Time Limited - Within a
specific period of time

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS
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How to Use Your Viability Analysis to Set Good Goals

Now that you have done a viability assessment, you are well-prepared

for developing goals for your targets. Your viability assessment provides the
key elements for what makes a healthy target. Moreover, you defined your
desired future status for your target on each indicator associated with a KEA.
In essence, the desired future status for each of these indicators collectively
represents the goal(s) for your target.

You have a couple of options for how you can translate your viability assess-
ment information into a goal. If you have only one or two KEAs, you could
define one goal that encompasses those attributes. For example, in the IFAW
CSR you could define a single goal for gorillas that includes the number of
adult gorillas, as well as the number of abandoned babies/year—the two key
ecological attributes for gorillas.

You can use the goal best practices to walk through an iterative process of
development. For the IFAW CSR the goals evolved in the following way:

Increase in gorilla = By the end of 2025, = By the end of 2025, there are at least
population size. there is an increase in X adult gorillas in the Sokwe Reserve
gorilla population size. and buffer zone in the Zapata Region,
up from Y.

Activity 1.2.12: Building your Goals from Viability Assessment

Review the lesson content and the IFAW CSP goals. Then, work on your own first to
draft a goal.

STEP 1: Start with one of your desired future status ratings and write an initial draft
goal. Don’t worry yet about complying with all the goal best practices criteria right away.
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STEP 2: Review the criteria for a good goal and determine whether your goal meets
the criteria.

STEP 3: Modify your draft goal as needed to make sure it complies with the
criteria for a good goal.

STEP 4: Repeat for all relevant targets.

STEP 5: Once you have drafted at least two goal statements, share your goals
with your project team and make any last modifications based on their input.

ANIMAL AND HABITAT TARGETS, VIABILITY, AND GOALS © IFAW 2016 61



IFAW OPEN
STANDARDS

Activity 1.2.13: Putting Your Goals into Miradi

STEP 1: Follow the demonstration of putting your goals in Miradi.

STEP 2: Go to the diagram or conceptual model page in your Miradi document.
STEP 3: Double click on your animal or habitat target.

STEP 4: Click on the “goal” tab and “create goal”.

STEP 5: Use the ID space to provide a unique qualifier, e.g. POP1.

You can use the “name” space to describe the goal in a few words, such as
“INCREASE POPULATION".

STEP 6: Use the “details” tab to provide the specific measurable goal
statement.
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MODULE 1.3
Direct Threats and Stresses —
Identification and Rating

OVERVIEW AND OBJECTIVES

Summary

Animals across the globe are being threatened by numerous
human-caused issues such as poaching, habitat destruction,
culling, or cruelty. Although we may be able to catalogue these
numerous threats, understanding their magnitude and context
is critical for prioritizing strategies to improve the status or
health of the animal/habitat targets we care about.

By the end of this lesson you will be able to:

/Identify animal welfare and other stresses associated
with your KEAs and targets.

......................................................................................

......................................................................................

/Understand the differences among a stress, a KEA,
and a direct threat.

......................................................................................

......................................................................................

/Identify priority threats, as well as the most threatened
targets.

© IFAW 2016



DIRECT THREATS

Activity 1.3.1: Word Wall Match-Up 2: Animal/Habitat Target,
Key (Ecological) Attribute, Goal, Indicator, Direct Threat, Stress

Take some time to review the cards on the sticky wall before getting started.
When the instructor says to start, work in your groups to match the Open
Standards vocabulary to the appropriate graphic and definition. The first team
to get them right wins!

Once one team has finished and explained, work in your teams to develop a new
example for each definition and new term. Share in plenary and get feedback.

Notes:
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Activity 1.3.2: What Threatens Your Target?
STEP 1: Review the word wall match up definition and example for direct threat.

STEP 2: Based on your understanding of this definition and example, work with your team to
brainstorm any direct threats to your animal or habitat targets.

Report out and feedback

Notes:
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Introduction to Direct Threats

Our work to protect and conserve animals takes place in the face of a wide
variety of threats to species, habitats, and animal well-being. A threat is
anything that could compromise the status, health, or well-being of a target.
A common challenge for conservation and animal welfare practitioners is
determining which of these threats they will try to address.

Part of the challenge is that there are so many different kinds of threats. There
are threats that directly impact the target (like poaching that leads to mortal-
ity) but there are also other types of threats that impact the welfare or con-
servation context of a species like lack of awareness, indifference, or limited
economic resources.

Direct threats are primarily human activities that immediately affect an animal
or habitat target (e.g., poaching, construction of roads, pollution, introduction
of exotic invasive species, inadequate care) but they can be natural phenom-
ena whose impact is increased by other human activities (e.g., a tsunami that
threatens the last remaining population of an Asian rhino).

In some cases, you may find yourself evaluating both actual and potential
threats. In the case of potential threats, it is best to only include them in your
rating if they are threats that are realistic and likely to occur within a reason-
able time period (10 years, for example). So, you might include a road that a
local logging company is negotiating with the government as a real potential
threat, but you would not include mining as a potential threat if no companies
plan to mine in the area over the next ten years.

Questions you should try to answer for this step include:

®What human activities are currently taking place in and around your
target habitats and species, and how do they affect these targets?
Do they occur throughout the site or just in specific areas?

© Are there any natural phenomena that represent significant direct
threats to these habitats and species?

B¢ Presentation 1.3.1: Direct Threats

Notes:
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Activity 1.3.3: Categorizing Your Threats

STEP 1: On your own, review the content on Direct Threats and your notes
from the presentation.

STEP 2: Work with your table or group. Based on the presentation and the
lesson content which one of the threats on your list is a direct threat? Write
these on red cards.

STEP 3: Work with your team to define if there are any additional direct threats
that need to be articulated and write those on red cards. Use the lesson
content questions as a guide.

STEP 4: Put each of your cards up on the sticky wall connecting them to your
animal and habitat targets. Be prepared to discuss and review in plenary.

Notes:
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STRESSES/BIOPHYSICAL FACTORS

B¢ Presentation 1.3.2: Stress/Biophysical Factor

Notes:
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TIP! The terms “stress”

Introduction to Stresses/ and “biophysical factor”

Biophysical Factors can be used inter-
changeably as the

concepts reflect the
same idea. However,
Miradi offers different
ways to input each into
the system. There is no
need to worry about
those different ways
right now. All you need to
know is that they are the
same idea with different
names. This workbook
will guide you to use a
button named “biophysi-
cal factor” in Miradi.

A stress or biophysical factor is an attribute of

an animal or habitat target that is directly or
indirectly impaired by human activities (e.g., re-
duced population size, forest habitat fragmentation,
malnutrition). They are often the negative version
of a key ecological attribute (KEA) and are usually
determined by first identifying and classifying all of
your direct threats, and then identifying how those
threats cause stresses to the KEAS of your targets.
For example, in the IFAW CSR the direct threat of
poaching causes specific stress such as increased
mortality which directly influences the KEA of pop-
ulation size. In addition, injury due to poaching can
be described as an animal welfare stress with a
KEA of “free from injury”. k

Figure 1.3.1 Stresses and Biophysical Factors

Teams commonly confuse direct threats, stresses, and KEAs. While the
difference may seem minor, it can impact many of your next steps. Here is
some guidance to help you use the concepts consistently.

DIRECT THREAT EXAMPLE STRESS(ES) EXAMPLE KEA EXAMPLE TARGET AFFECTED

Illegal Hunting Altered population structure Balanced population structure Monkeys, Rhinos
(males/females)

Unsustainable Fragmentation Habitat connectivity Forests, Grasslands
grazing

Neglect Malnutrition Nourished Dogs

Climate change Coral bleaching Unbleached corals Coral reefs
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Steps for Developing Your Stresses

Given the relationship between direct threats, stresses, and KEAs, it is
valuable to go through the following steps once your direct threats and KEAs
have been identified.

STEP 1: Lay out your direct threats, targets, and KEAs (on a sticky wall or
in Miradi).

STEP 2: Choose one of your direct threats and using the KEAs as a guide,
identify any stresses that direct threat causes to your target. Focus primarily
on those that explicitly link to a KEA, however, if others emerge that are
important be sure to record them.

STEP 3: Repeat for each of your direct threat/target combinations.

These stresses will then inform the prioritization or ranking of your direct
threats as well as help you identify potential strategies to reduce those
stresses over time.

Activity 1.3.4: Identifying Your Stresses

STEP 1: Review the lesson content on Introduction to Stresses and Stresses
and KEAs as well as your notes from the presentation.

STEP 2: Using the IFAW CSP and the lesson content as a guide work from your
sticky wall to identify relevant stresses for at least two of your direct threat/
target combinations.

Report out and provide feedback to teams.

Notes:

DIRECT THREATS AND STRESSES — IDENTIFICATION AND RATING

© IFAW 2016

Sy0.10Vv4d
TVOISAHAOIE/S3SSAULS

69




IFAW OPEN

STANDARDS

Activity 1.3.5: Direct Threats and Stresses in Miradi

STEP 1: Working on your own or in your project team open your Miradi project.

STEP 2: Working from your brainstormed list of direct threats identified in the previous activity, insert
each into Miradi. Provide a name for each one (capture any assumptions in the details as needed).

-

STEP 3: Once you have all your direct threats, start adding some stresses using the “Insert
Biophysical Factors” button. If you don’t have the button in your list, the instructor will guide you

on how to add this option.

S

70

Notes:

Don’t worry about the arrows
until you have gotten all your direct
threats and stresses into Miradil

STEP 4: Once you have all your direct
threats and stresses in Miradi you
can add the arrows by highlighting
the threat, clicking on “Insert Link”
and selecting the appropriate
biophysical factor.

STEP 5: Review and make sure you
don’t have any additional threats or
stresses to add.

© IFAW 2016
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THREAT RATING

Introduction to Rating Your Threats

Often projects have so many direct threats that it is unmanageable to address
all of them. As we often have limited funds, staff time, and management capac-
ity it is helpful to understand which threats are most critical to address. This
means, which of our threats is currently having the greatest negative impact on
our targets, causing stresses and damaging key ecological attributes (KEAs).

Threat rating is a rapid assessment method that uses criteria to compare your
threats to one another in relation to more objective criteria. It involves deter-
mining and defining a set of criteria and then applying those criteria systemat-
ically to the direct threats to a project’s animal and/or habitat targets so that
conservation or welfare-focused actions can be directed where they are most
needed. Once you have identified your direct threats, and associated stress-
es, you and your project team can evaluate each direct threat and the impact it
has on the target(s).

It is important to note that threat rating is a tool to inform decision-making, not
to make decisions for you and your team. It gives teams a structured approach
to consider any information they may have about critical threats and use it to
guide decisions or conversations about how to move forward.

ONILVY LVIYHL

Here we introduce a simple tool based on specific criteria often used in our
field, however, there are more decision making and rating tools that can be ap-
plied depending on what works for your project and context. Additional resourc-
es can be found in the reference section at the end of your workbook.

Criteria for Threat Rating

The results of any threat rating will depend on the criteria used to rate the
threats. In most cases, it is important to know:

how much of your target is affected by the threat (scope);
© how severe the threat is (severity); and
o whether or not the effect of the threat can be reversed (irreversibility).

Applying a threat rating method helps you determine where to act—an often
difficult decision when working in complex sites that have multiple threats and
multiple animal/habitat targets. In general, the threats that fall into the Very
High and High categories will be the ones on which you should focus your proj-
ect strategies, because they are causing the greatest impact to your targets.

DIRECT THREATS AND STRESSES — IDENTIFICATION AND RATING © IFAW 2016
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1-LOW

The threat is likely to be very
narrow in its scope, affecting
the target across a small
proportion (1-10%) of its
occurrence or population.

\\(I For habitats, scope is measured in terms of space
and the proportion of the target’s occurrence.

2 - MEDIUM

The threat is likely to be
restricted in its scope,
affecting the target across

some (11-30%) of its occur-

rence or population.

m

3 - HIGH

The threat is likely to be
widespread in its scope,
affecting the target across

much (31-70%) of its occur-

rence or population.

Figure 1.3.2 Criteria for Threat Rankings Using an Absolute Target-by-Target System

Scope: Most commonly defined as the proportion of the target that can reasonably
be expected to be affected by the threat within ten years if current circumstances are to
continue unchanged.

For species, scope is measured in terms of the
proportion of the target’s population.

4 - VERY HIGH

The threat is likely to be
pervasive in its scope,
affecting the target across
all or most (71-100%) of its
occurrence/population.

Severity: Within the scope, the level of damage to the target from the threat that can reasonably be
expected given the continuation of current circumstances and trends.

W

1- LOW

Within the scope, the threat
is likely to only slightly
degrade the target or its wel-
fare, or reduce its population
by 1-10% within ten years or
three generations.

For habitats, it is typically measured as the
degree of destruction or degradation of the target
within the scope, as highlighted by stresses.

2 - MEDIUM

Within the scope, the
threat is likely to moderate-
ly degrade the target or its
welfare, or reduce its popu-
lation by 11-30% within ten
years or three generations.

m

3 - HIGH

Within the scope, the
threat is likely to seriously
degrade the target or its
welfare, or reduce its popu-
lation by 31-70% within ten
years or three generations.

For species, it is the degree of reduction of the
population within the scope. Can also reflect the effect
on animals’ welfare, as highlighted by stresses.

4 - VERY HIGH

Within the scope, the threat
is likely to destroy, eliminate
or significantly affect the
target or its welfare t, or
reduce its population by
71-100% within ten years or
three generations.

Irreversibility: The degree to which the effects of a threat can be reversed and the target affected by the threat re-
stored, if the threat no longer existed. Is also understood in terms of relative cost and time required for restoration.

W

be restored.

1- LOW

The effects of the threat are
easily reversible and the
target can be easily restored
at a relatively low cost and/
or within 0-5 years (e.g., off-
road vehicles trespassing in
wetland).

For habitats, it is typically measured as
the degree to which an affected area can

2 - MEDIUM

The effects of the threat
can be reversed and the
target restored with a
reasonable commitment
of resources and/or within
6-20 years (e.g., ditching
and draining of wetland).

m

3 - HIGH

The effects of the threat
can technically be reversed
and the target restored, but
it is not practically afford-
able and/or it would take
21-100 years to achieve
this (e.g., wetland convert-
ed to agriculture).

For species, it is the degree of restoration of the
population within the scope, or reversal of an animal
from a state of poor welfare, as highlighted by stresses.

4 - VERY HIGH

The effects of the threat
cannot be reversed and it
is very unlikely the target
can be restored, and/or it
would take more than 100
years to achieve this (e.g.,
wetlands converted to a
shopping center).
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B¢ Presentation 1.3.3: Threat Rating

Notes:

Activity 1.3.6: Threat Rating

STEP 1: On your own, review your lesson content on Threat Rating, your presentation notes, and
the IFAW CSR

STEP 2: Find a (new) partner to work with. Using Figure 1.3.2 and the Lesson Content as a guide,
review the below case study and fill out the scope, severity, and irreversibility as Low, Medium,
High, or Very High based on the information provided.

ONILVY 1VIYHHL

In the Zapata Region of West Africa, gorillas and gorilla habitat are threatened by a number of direct
threats including poaching, unsustainable grazing, and logging. Based on the data that they have:

Poaching Logging

© Poaching is severe in 6 of the 8 critical © Logging has been identified in 4 of the 8
gorilla habitat areas in the region. critical gorilla habitat areas in the watershed.

© Estimates in those 6 areas suggest that at © In the areas that logging occurs, the gorilla
least 50 gorillas are taken per year, with a re- habitat is completely lost.

maining population of approximately 300 across
all areas; with multiple animal welfare stresses
such as injuries due to snares and abandoned
young have been reported in these areas.

©When left alone or restored, regrowth
happens rapidly and would be suitable
within 5 years.

o If all poaching is stopped, the population
across the Zapata region could recover in the
next 15-20 years.

THREAT TO GORILLA SCOPE SEVERITY IRREVERSIBILITY
AND HABITAT
Poaching
Logging
DIRECT THREATS AND STRESSES - IDENTIFICATION AND RATING © IFAW 2016
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Discuss with a partner:
Review each other’s rating, what was the same, what was different?
Which ratings were confusing? Which were more challenging?

Based on your assessment, which 2 threats would you prioritize your work on
if you needed to choose?

What will this be like applying to the threats in your project?

Notes:
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Activity 1.3.7: Conducting Your Threat Rating

STEP 1: Follow the instructions for opening and completing the Threat Rating
tool in Miradi.

STEP 2: Working on your own, complete threat ratings for a few target/di-
rect threat combinations.

STEP 3: Review and discuss your ratings with the project team. Consider
the following:

Are the ratings sound based on what you know?
What are some of the assumptions or limitations? Record these in your

project plan.

Are there any research questions that surfaced? Record those in your
workbook or in the relevant sections of your project plan.

ONILVY 1V3YHHL

How might you prioritize your threats based on the discussion and
assessment? Use colors or other notations to highlight these in your
draft project plan and provide any relevant insights.

Notes:
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MODULE 1.4

Complete Situation Analysis,
Create Conceptual Model

© IFAW 2016

OVERVIEW AND OBJECTIVES

Summary

Before you begin to think about what you should do to protect
animals and habitats in your site, you need to have a clear
understanding of what is happening there. A situation analysis
is a process that will help you and your project team create a
common understanding of your project’s context—including the
biological environment and the social, economic, political, and
institutional systems that affect the animal and habitat targets
you want to conserve and protect.

This practice is often overlooked or not explicitly addressed, yet it
is one of the most important steps to consider. By understanding
the biological and human context, you will have a better chance
of developing appropriate goals and objectives and designing
strategies that will help you achieve them. The challenge here is
to make your logic explicit without spending too much time trying
to develop a perfect model of reality. Once you have conducted a
situation analysis, you create a model to document and diagram
your team’s understanding of the context of your project, as well
as threats and other factors impacting your animal/habitat target.

By the end of this lesson you will be able to:

/Identify and understand the relationships between factors
affecting your direct threats and animal/ habitat targets.

/Understand how factors negatively (indirect threats) or
positively (opportunities) influence direct threats and
animal/habitat targets.

/Document the results of your situation analysis in
a conceptual model.



SITUATION ANALYSIS

Activity 1.4.1: The 5 Whys

Work in teams of 3—4 people.

Use the orange cards to write each underlying reason why people don’t
exercise every day. To the extent possible, use each card as a prompt to
ask why that underlying reason occurs, what causes it?

Once you feel like you have diagnosed the problem, identify some new
strategies to get people to exercise every day.

Group discussion.

Notes:
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Introduction to Situation Analysis

A situation analysis involves an analysis of the key factors affecting your
targets, including;:

¢ DIRECT THREATS: Human activities that immediately affect an animal/
habitat target, but can also be natural phenomena whose impact is
increased by other human activities.

© CONTRIBUTING FACTOR: A factor identified in an analysis of the project
situation that is a driver of direct threats. Often an entry point for
conservation or animal welfare actions. Sometimes referred to as an
“indirect threat” or “underlying driver”.

© OPPORTUNITY: A factor identified in an analysis of the project
situation that potentially has a positive effect on one or more targets,
either directly or indirectly. Often an entry point for conservation or
animal welfare actions. In some senses, the opposite of a threat.

o ENABLING CONDITIONS: A broad or high-level opportunity within
a situation analysis. For example, the legal or policy framework within
a country.
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This process of analyzing the underlying drivers of your threats, as well as
opportunities, is similar to the 5 whys exercise in that you work backwards from
your problem (direct threats to your targets) to diagnose why they are occurring.

Figure 1.4.1 Contributing Factors

Using the IFAW CSP as a guide, an example of direct threat, contributing
factors and animal target can be seen in Figure 1.4.2:

Figure 1.4.2 Contributing Factors Chain

Conceptual model (or “concept model”) is the tool, either built from sticky
notes or in Miradi (or both!) that puts all of these pieces together in one graph-
ic or visual display. It maps out a set of causal relationships between factors
that are believed to impact one or more targets. A good model should explic-
itly link the animal/habitat targets to the direct threats impacting them and
the factors (indirect threats and opportunities) influencing the direct threats.

A conceptual model provides the basis for determining where you can and
should intervene with your strategies.
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A good concept model: f

N

/ Explicitly links animal,/habitat targets to TIP! Don't strive for
direct threats and the factors influencing perfection —strive for a
the direct threats. product that will help you

and your team members
effectively summarize
what is happening at your

/Demonstrates social, economic, and
biological conditions within your project scope.

/Highlights key assumptions as well as site and decide what to
key areas of uncertainty. do in a strategic fashion.
\/Has appropriate level of detail for k J

project needs.

BB( Presentation 1.4.1: Situation Analysis and
Gathering Information

Notes:

Gather Information about the Factors Affecting Your
Conservation Targets

Often project teams think they have a shared understanding of their project’s
context and what the main threats and opportunities are. In going through a
formal process to gather information about the site and using it to document
underlying assumptions about the project’s context, however, project teams
often find they have somewhat different perceptions of the same situation.
For example, biologists tend to focus on the biological aspects of the site,
whereas development organizations tend to focus on the socioeconomic
aspects. A situation analysis helps all project team members come to a
common understanding of your site’s context, its critical threats, and the
underlying factors (contributing factors and opportunities) you should be
considering in your project planning.

COMPLETE SITUATION ANALYSIS, CREATE CONCEPTUAL MODEL © IFAW 2016
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Analysis of an Existing Project

The project team can conduct a situation analysis at varying levels of detail,
depending on how much knowledge they have about the site, the animal/habitat
targets, and the biological, social, economic, political, and cultural factors that
may influence the health of the targets. Whether you are starting a new project
or conducting a situation analysis of an ongoing project, the process takes time
and generally requires ongoing adaptation and collection of information.

For example, a team that has been working for several years on forest habitat
management may have a good idea about the current condition of the forests
and the extent to which they are threatened by clearcutting, selective logging,
slash-and-burn agriculture, road construction and other actions. This same
team, however, may feel the need to gather information or consult with spe-
cialists about issues driving direct threats, such as national and international
demand for high-value timber, local community livelihood strategies, and how
the policy environment influences resource use and extraction.

Analysis of a New Project

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. While we list this as a single step in building a conceptual model, it
actually may be a more detailed process, depending on the existing knowledge
of the area. Conducting a thorough situation analysis is a key step that lays
the foundation for your team to build an accurate conceptual model.

Sources of Information for Your Situation Analysis
Sources of information for a situation analysis can include:
Existing literature (e.g., scientific publications, theses, gray literature)
2: New or primary research conducted by your team

: Key informants, such as resource users, community members,
scientists, project managers or others who know something about
the current and historic status of each target and what practices are
affecting (or have historically affected) these habitats and species

Thus, a situation analysis can involve anything from a cursory review of exist-
ing information and a fairly brief discussion with key informants to an in-depth
analysis of documents and a more lengthy process of consultation with key
informants. Use your judgment to decide how much time and energy to devote
to a situation analysis. Though it is very important as it lays the groundwork
for all subsequent steps in your planning process, projects should not get
caught in “planning paralysis,” spending months or even years gathering
information without implementing activities.

CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS



Activity 1.4.2: Situation Analysis and Conceptual Model

for Your Project

Work with you project team to follow instructor guidance. Each team will

be working to build a conceptual model for their project.

STEP 1: Make sure you have your scope, directs and direct threats aligned

r

on the sticky wall using the half sheets.

STEP 2: Work backwards from one direct threat and brainstorm
contributing factors. Be sure to allow new team members

to ask clarifying questions to help identify new ideas about
current context.

STEP 3: Write each factor on an orange card.

STEP 4: Clarify relevant stakeholders and motivations (ie,
why they are/aren’t doing something?) Who are they?

STEP 5: Identify opportunities where relevant.

STEP 6: Repeat for additional direct threats where there is time.

\

N

TIPY If your team identified
more than 10 direct threats,
you may want to leave your
low rated threats out of the
model — although important,
they are less critical to ad-
dress for planning purposes.

J

STEP 7: Using the lesson content as a guide, stop when you and your team

feel like they have a “good” conceptual model.

STEP 8: STAR any cards that reflect key areas of Uncertainty—factors that are

critical to your situation analysis but you are uncertain about.

Notes:

COMPLETE SITUATION ANALYSIS, CREATE CONCEPTUAL MODEL
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Activity 1.4.3: Putting Your Conceptual Model into Miradi

Following the guidance from the instructor, use your photos to rebuild your
concept model in Miradi.

STEP 1: Make sure you are in diagram mode “Conceptual Model”,
with all of your relevant threats and targets displayed.

STEP 2: Start by adding all of the contributing factors for one or two
threats, using “Insert Contributing Factor”.

STEP 3: Move the boxes around so that they flow/fit in the way you'd like.
Then start adding arrows using “Insert Link”.

Note that if you highlight the contributing factors you want to connect,
hold the “Ctrl” key and right click “Insert: Link” you can move more quickly

to connect your factors. Q
STEP 4: Continue until all of your factors are included—to distinguish

opportunities sometimes use a +++ sign as needed.

STEP 5: Flag the instructors if you need any help!

Notes:
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Ensure You Have All the Information You Need

To complete your situation analysis and concept model, you should make sure
you have information on the indirect threats and opportunities affecting your
direct threats. These factors may include economic, political, institutional, so-
cial, or cultural influences. Examples of common indirect threats include weak
legislation and enforcement, strong market demand, and limited environmen-
tal awareness or conscience. Conversely, you may have opportunities around
similar issues—for example, strong legislation, markets for certified products,
a high level of awareness of animal welfare issues, and cultural values that
support conservation and sustainable resource management. Some questions
to consider include:

©Who is involved in this direct threat? What exactly are they doing?
Why are they conducting these activities?

o What incentives and disincentives influence this direct threat?

©What economic, political, institutional, social, or cultural factors
contribute to this threat?

© Are there positive factors (opportunities) that currently contribute
or potentially could contribute to decreasing this threat?

T13dON TVNLd3IONOD

You can use these questions to identify any critical next steps or research
questions in the back of your workbook.
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and Goals
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OVERVIEW AND OBJECTIVES

Summary

Having worked on your situation analysis, you now have

a better sense for how humans and their actions fit into
your IFAW Open Standards plan. So far, you have articulated
where people can create the problems as well as the
opportunities for your animal and/or habitat targets.
However, there is an additional dimension where we can
specifically consider the wellbeing of people within our project
scope. In this next module we explore how human wellbeing
can become part of our strategies as well as our goals.

By the end of this lesson you will be able to:

/Identify if human wellbeing targets are relevant for
your project.

/Artioulate the connection between healthy animal/
habitat targets and human wellbeing targets.

/Identify how human wellbeing outcomes derived from
development strategies are different.

.........................................................................................

/Draf‘t human wellbeing goals where relevant for your project.



HUMAN WELLBEING TARGETS

Introduction to Human Wellbeing Targets

When we evaluate the challenges and opportunities in improving the welfare
or conservation status for our animal and habitat targets, humans are always
part of the problem...and the solution. So far we have only identified how hu-
man behaviors and enabling conditions have led to serious threats for animals
or habitats. But what about the role of healthy, happy human populations in
achieving conservation and welfare goals? Don’t we have goals for the people
and communities we work with?

The IFAW Open Standards process helps to clarify our approach to what we
want to achieve for human communities in a number of ways:

IFAW distinguishes itself from a development organization in that we don’t
initiate human development strategies (e.g. clean water or malaria nets)
unless they have positive impact for animals. We are an animal welfare and
conservation organization and, as such, our strategies need to benefit animals
as well as people.

The Bill and Melinda Gates Foundation has a goal of reducing
malaria to improve human health and wellbeing in impoverished commu-
nities in Africa. They are only concerned with how their strategies reduce
malaria, regardless of how those strategies may negatively or positively
influence animals or habitats.

We may use development and human relief strategies to open doors, create
opportunities, and reinforce compassion for animals and people in order to
work with communities in key animal or habitat priority areas; with the ultimate
goal being an effort to improve animal and habitat targets.

We may be working to improve the lives of elephants in
a certain area, but where human communities are also experiencing
serious challenges such as access to clean water. In these instances,
we may initiate a strategy to improve human wellbeing—Ilike building a
pipeline for water—but ultimately this strategy is being used to allow us
to work in an area to achieve our goals for elephants.

EXAMPLE People may suffer alongside animals, and efforts to cul-
tivate compassion and improve the lives of animals can be impossible

if we don’t recognize how humans may be suffering too. This can mean
offering basic necessities such as clean water and rice to people as well
as their animals after a disaster.

HUMAN WELLBEING TARGETS AND GOALS © IFAW 2016
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3: We believe that healthy animal and habitat targets can benefit people in a
number of ways: emotionally when they experience good animal welfare in and
around their community, spiritually in the existence of animals in and around
their community, or tangibly through positive livelihoods due to tourism or
payment services.

EXAMPLE: People may have strong negative reactions and emotional
disturbance when regularly exposed to negative animal welfare imagery
or experiences, such as witnessing the poisoning of dogs in a community
or poaching of elephants in a surrounding park. On the other hand, having
positive interactions such as the companionship of a healthy dog or cat,
can support emotional and spiritual wellbeing for the humans who care
for them.

Although these examples are not exclusive, the differences among them have
important implications for how we draft our project plans, prioritize strategies,
and measure our success.

Activity 1.5.1: Human Wellbeing for IFAW Projects

STEP 1: Review the lesson content on “Introduction to Human Wellbeing” and
the three scenarios.

STEP 2: Discuss with your team which context of human wellbeing you may
be addressing in your project, if at all. For each, describe the relevant context/
concepts.

Group discussion

Notes:
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How Animal Targets Benefit Human Wellbeing

What is human wellbeing in relation to animals and habitats? The Millennium
Ecosystem Assessment (2003) offers a useful framework for thinking about
human wellbeing in relation to animal and habitat targets. They define human
well-being as “the benefits received from healthy animal and habitat targets,”
and provide some useful categories to consider when thinking about what may
be appropriate for IFAW, including;:

secure and adequate
livelihoods, income and assets, enough food at all times, shelter,
furniture, clothing, and access to goods

being strong, feeling well, and having a healthy physical and
emotional environment

social cohesion, mutual respect, good
gender and family relations, and the ability to help others and provide
for children

secure access to natural and other resources, safety of
person and possessions, and living in a predictable and controllable
environment with security from natural and human-made disasters

The IFAW Open Standards define human wellbeing —
targets as aspects of human wellbeing on which a proj-
ect chooses to focus that are associated with healthy
animal or habitat targets. In the context of a conserva-
tion or animal welfare project, human wellbeing targets
focus on those components of human wellbeing that
benefit from healthy animal or habitat targets. This last
aspect offers an important clarification. Though a team
may care about all aspects of human wellbeing, if its ul-
timate aim is conservation or animal welfare, it can only
reasonably claim to influence human wellbeing as it is
derived from or dependent upon conservation or animal
welfare targets. However, some projects may directly
intervene to support human wellbeing in order to gain
community acceptance for other activities (e.g. build-
ing a clean water pipe) or to build capacity to address
conservation or animal welfare issues in a community (e.g. train local leaders
to run participatory workshops). The results of these types of human wellbeing
outcomes will be identified separately and later on in the planning process.

There are a number of
ways in which people and
their needs will be incorporat-
ed into your project plans and
strategies. At this step we are
just articulating those aspects
of human wellbeing that
benefit directly from healthy
animals or habitats. Later
steps will address additional
aspects of people and human
wellbeing for your project.

When considering human wellbeing targets, your team may find it wants to
expand or refine the interpretations. For example, you could think of health as
including physical, emotional, mental, and spiritual dimensions. Again, keep
in mind that the categories should serve as a framework for thinking about
human wellbeing; where one categorizes the element is less important.

HUMAN WELLBEING TARGETS AND GOALS © IFAW 2016
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Why is this Distinction Important?

Distinguishing human wellbeing targets that benefit from healthy animal and
habitat targets is important for demonstrating the relationship between people
and animals. As an animal welfare and conservation organization it is important
for IFAW to be clear about which of our projects A) address peoples’ needs in
order to conserve or improve the welfare of animal targets (e.g., alternative
livelihoods), versus B) conserve or improve the welfare of animal or habitat targets
which will ultimately serve people (e.g., rabies vaccinated dog populations).

For the IFAW Open Standards, you will identify human wellbeing goals for each of
those targets that uniquely benefit from happy healthy animal or habitat targets.

B¢ Presentation 1.5.1: Human Wellbeing Targets and
IFAW Open Standards

Notes:

Examples of IFAW Open Standards Human
Wellbeing Targets

Figure 1.5.1 Connecting IFAW targets with human wellbeing targets
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In the examples provided in Figure 1.5.1, each target provides benefits to
human wellbeing. For example, when healthy populations of whales exist,
they provide opportunities for tourism in the region that potentially create
jobs and improve livelihoods associated with tourism. If roaming dogs are
free from disease such as rabies, then people in the community may feel safer
interacting with their dogs. Finally, many communities in Africa are happy to
have elephants around and get spiritual satisfaction from them. Healthy happy
elephants could lead to spiritually fulfilled communities (when they are not
experiencing human-elephant conflict!).

Activity 1.5.2: Human Wellbeing Targets for Your Project

STEP 1: On your own, review the lesson content on “Introduction to Human
Wellbeing”, the IFAW CSR and your presentation notes as well as examples.

STEP 2: Work with your team to brainstorm any human wellbeing targets that
may benefit from happy, healthy animal or habitat targets.

STEP 3: Write each target on a brown half sheet of paper.

Group discussion

Notes:

HUMAN WELLBEING TARGETS AND GOALS
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Developing Goals for Your Human Wellbeing Targets

Similar to your animal and habitat targets, if you have human wellbeing targets
you should develop measurable goals for them. Although you won’t be using
the structured process of viability and KEAs for this step, human wellbeing
goals will be directly tied to the targets identified in the previous step.

Steps in developing your human wellbeing goals:

1: Identify human wellbeing targets that benefit directly from healthy/
happy animal and habitat targets.

2: Use the best practices for goal setting in Module 1.2 (including
SMART) to identify specific measurable attributes of the human
wellbeing target that may be achievable in the long-term.

3: Draft a measurable goal statement for each human wellbeing target.

4: Work with a monitoring expert to define appropriate indicators and
measurement approaches.

Example 1 goal setting for human wellbeing:
HUMAN WELLBEING TARGET: People feel safe.
DRAFT 1: Increase in the number of people in the community who feel safe.

DRAFT 2: Increase in the number of people in the community who feel safe
from dog bites.

FINAL DRAFT 3: By 2025, there is a 20% increase in the number of people
who report feeling safe from dog bites in their community (up from 30%).

CONCEPTUALIZING, PLANNING, AND IMPLEMENTING IFAW PROJECTS



Activity 1.5.3: Human Wellbeing Goals

STEP 1: On your own, review the lesson content and steps on developing goals for your
human wellbeing targets, Module 1.2 on goals, the IFAW CSP and your presentation notes as
well as examples.

STEP 2: Work on your own to draft one human wellbeing goal. Follow the steps outlined
in Activity 1.2.11 and identify a time frame and desired future condition for the human
wellbeing target in draft 1:

Initial Draft:

STEP 3: Review the best practices criteria and adjust your draft goal

Draft 2:
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STEP 3: Review drafts with your project team to finalize. Discuss any implications

Notes:
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Module Two

2.0: STRATEGY IDENTIFICATION AND
PRIORITIZATION

2.1: RESULTS CHAINS AND ACTIVITIES

2.2: OBJECTIVES, INDICATORS,
AND METHODS

2.3: INDICATORS AND MONITORING
PLANS
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MODULE 2.0
Strategy Identification and
Prioritization

OVERVIEW AND OBJECTIVES

Summary

Now that you have completed Step 1 of the IFAW Open Standards,
you are ready to start planning your actions and monitoring. When
teams do project planning this is often where they start, but all of
the work up until this point is critically important and will continue
to feed the planning process. For example, while some individuals
might have their own idea of what is happening at their project site,
they have not explicitly shared and agreed upon that understanding
with their team. If you have been applying the guidance in the IFAW
Open Standards, you and your core team should have a very clear
idea of your site’s context, the project vision, what you ultimately
want to conserve or protect, and what is affecting the health of your
animal or habitat target. With all of this information in hand, you are
in a good position to choose relevant strategies and set objectives
that are well-suited for your circumstances.

By the end of this lesson you will be able to:

/Distinguish between strategies, activities, and tasks.

......................................................................................

/Determine where current strategies fit into your
conceptual model.

......................................................................................
......................................................................................
......................................................................................

......................................................................................

\/ Export relevant information from Miradi into a draft
project plan.
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STRATEGY IDENTIFICATION

Activity 2.0.1: Thinking Outside the Box
Follow instructor guidance

Group discussion

Activity 2.0.2: Strategy, Activity, Task?
Follow instructions for sticky wall breakout groups
Put half sheets into the right category

Group discussion

Introduction to Strategies

Determining which strategies to implement is arguably
the most important step in the project planning process.
Yet, often, project teams develop their conservation and
animal welfare projects based on what they know how to
do—not necessarily what is most strategic to do.

For example, if an organization has staff with skills in
environmental education, it may automatically plan on
doing an environmental education project. Or if there are
team members who have experience running alternative
livelihoods projects, they may assume their project should
focus on helping a community generate income through
products that don’t require timber from a local protected
forest. While this might seem like a good idea, such an
approach is driven by the supply of skills and expertise
available rather than by what the project area really needs
to conserve and protect its animals or habitats.

In Module 1.5 of the IFAW Open Standards, you developed
a conceptual model that portrays what is happening at
your site, including what you are trying to conserve or pro-
tect (your targets), the main direct threats, and the factors
(indirect threats and opportunities) that are driving your
direct threats. You may have also chosen to include human
wellbeing targets, and/or biophysical factors. True strategic
planning involves using your conceptual model to deter-
mine where you will intervene...and where you will not.

STRATEGY IDENTIFICATION AND PRIORITIZATION

Box 2.0.1: Clarifying Direct
Threats, Factors, Intervention
Points, and Strategies

S31931VHlS

Key Intervention Point: A factor (indi-
rect threat, opportunity, direct threat,
biophysical factor, or target) in your
conceptual model where you could de-
velop a strategy to ultimately improve
the conservation or welfare status of
one or more animal/habitat targets.

Strategies: A group of actions with a
common focus that work together to
reduce threats, capitalize on oppor-
tunities, or restore natural systems.
Strategies include one or more
activities and are designed to achieve
specific objectives and goals. Strate-
gies are generally developed at key
intervention points.
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Identifying Key Intervention Points

The first decision you must make in determining your intervention points is
to prioritize which factors in your conceptual model you will need to influence.
Fortunately, you have already done most of this work by developing a
conceptual model and rating your direct threats.

YOUR INTERVENTION POINTS MIGHT BE... SUCH AS...

A stress/biophysical factor a strategy to provide rescue or
relief to individual animals

The direct threat to the target a strategy to reduce the
occurrence of the threat

Indirect threats and opportunities affecting a political, social, economic, or

the direct threats livelihood strategy
On the target itself a reintroduction or restoration
strategy

The process of identifying where to intervene helps you narrow down the
potential strategies you could take at your site.

To identify the key intervention points on your conceptual model, prioritize
those factors that:

1. Contribute to threat abatement
2. Can influence multiple factors in the model

3. Urgently need to be addressed (the factor itself or related factors)

\ Example: Using your concept model to

TIP! When brainstorming strategies for identify key intervention points and strategies

your project, the key is to not limit your In our IFAW CSR the threat of poaching and relevant
thinking, but to try to quickly brainstorm contributing factors is highlighted (2.0.1) as the highest
as many ideas as you can. When working rated threat. When considering stakeholders, poaching
in a group, it’s also important to be open is driven by four different groups: the individuals that do
to others’ ideas. Even if the first thought the poaching, crime networks that buy and sell gorillas,
isn’t perfect, it can inspire new ideas local and national governments that are not enforcing
that are the right fit. laws effectively, and the general public that lacks

awareness about the wellbeing of gorillas. Thinking
about each of these stakeholder groups, you might
identify a suite of strategies to change what these
groups are doing. See Figure 2.0.2.

You should also keep in mind what
others are already doing when brain-
storming. If another group is already
implementing a strategy and doing it
well, you may only want to include that
strategy in your brainstormed list if you
can somehow support or complement
what is already being done.

y,
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Figure 2.0.1 CSP Conceptual Model
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Figure 2.0.2 CSP Conceptual Model with Draft Strategies
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Activity 2.0.3 Identify Your Key Intervention
Points and Strategies

Review the lesson content and the IFAW CSR

STEP 1: Using the criteria for key interventions and printout of your conceptual
model, consider intervention points.

STEP 2: Circle what you think are the key intervention points for each project.

STEP 3: With those identified, brainstorm some new or existing strategies that
will reduce threats to your animal or habitat targets. Don’t be afraid to get
creative, and don’t limit your thinking.

STEP 4: In your project teams, review everyone’s strategies. Be sure to high-
light or write down new and possible strategies suggested by your teammates
for consideration in your project.

Group Discussion

Notes:
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Activity 2.0.4 Putting Your Strategies into Miradi
STEP 1: Open your Miradi project
STEP 2: In diagram mode “Conceptual Model” click on “Insert Strategy”

|
- |

STEP 3: Put all strategies drafted in the diagram and connect using “Insert
Link” to your key intervention points.

Notes:

STRATEGY RATING

B¢ Presentation 2.0.1: Strategy Rating

Notes:

STRATEGY IDENTIFICATION AND PRIORITIZATION

© IFAW 2016
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Criteria to Narrow Strategy Choices

Now that you have analyzed your conceptual model, you have likely identified
several key intervention points that you need to affect and even more
potential strategies for doing so. Depending on the human, financial, and
political resources available to your project, you will likely have to limit the
number of intervention points you can try to affect.

[ )

Box 2.0.2: Rating Strategies in Miradi

If you are using Miradi, the software has a rating process that will help you
narrow down your strategies. By double clicking on a strategy, you can do
a qualitative rating for both potential impact and feasibility. Miradi then
rolls up the ratings and assigns an overall rating -Very Effective, Effective,
Less Effective, Not Effective - and corresponding color rating for the
strategy, (similar to those used in the threat rating process) for the strategy.
If you are not using Miradi, you can create your own simple spreadsheet
using the same definitions and rating categories:

. J

Selecting which factors to address and which strategies to use can seem like
a daunting task. For each threat, however, you will probably be able to easily
identify several strategies that are likely to be the most effective and the most
feasible, in terms of the available and necessary resources.

There are two criteria by which you can start narrowing down your initial
choices. These aren’t the only criteria you need to use, but provide a starting
point to refine your list of potential strategies.

POTENTIAL IMPACT — Degree to which the strategy (if implemented) will lead
to desired changes in the situation at your project site. Note that you will be
provided additional tools in the next step of the IFAW Open Standards that will
help you more deeply assess potential impact.

LOW MEDIUM HIGH VERY HIGH

The strategy will The strategy The strategy is The strategy is
probably not contribute = could possibly help likely to help very likely to completely
to meaningful threat mitigate a threat or mitigate a threat or mitigate a threat or
mitigation or target restore a target. restore a target. restore a target.
restoration.

NOTE: There are at least two dimensions rolled into this
rating — probability of positive impact and magnitude of change.
Users should mentally integrate these into their rating.
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FEASIBILITY — Degree to which your project team could implement the
strategy within likely time, financial, staffing, ethical, and other constraints

LOW

The strategy is

not ethically,
technically, or
financially feasible.

MEDIUM

The strategy is
ethically feasible, but
either technically or
financially difficult
without substantial

HIGH

The strategy is
ethically and
technically feasible,
but may require some
additional financial

VERY HIGH

The strategy is
ethically, technically,
and financially feasible.

resources.

additional resources.

Figure 2.0.3 Example Strategy Rating Window in Miradi

Strategy rating

) Roll-up rating
section

for strategy
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Once you have the roll-up rating for all of your strategies, you should discard
any of your “Ineffective” (or “low”) draft strategies. If you are using Miradi,

it will place a small red hexagon on these strategies to indicate they have
been rated ineffective. You should also abandon many or most of your draft
strategies rated as “Less Effective” (indicated by a yellow hexagon), but not
all of them. While it may seem that you should abandon these strategies,
Miradi’s initial prioritization is very coarse and many strategies with promise
may be rated as “Less Effective” given your current knowledge and resources.
The strategies that definitely remain should be the ones rated as “Effective”
or “Very Effective”.
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More Criteria to Narrow your Strategy Choices

You now have a narrowed-down list of strategies for addressing the greatest
threats at your project. Still, it is possible the list will have more strategies
than you can realistically address with your project. The strategy ratings in
Miradi will give you an initial prioritization but you may want to consider other
criteria to make your final choice. At this point, it is often helpful to do another
prioritization process.

Depending upon your project’s needs, you could narrow down the strategies
under consideration through a team discussion, or you could do a relative
ranking exercise to help you choose your strategies. Both approaches have
their benefits and challenges. A discussion with your team could be quicker
and more efficient, but a more formal ranking process will help your team more
objectively consider and choose from the different strategies.

During a formal discussion with your team, your analysis should include the
same criteria you used for the initial rating exercise. In addition to potential
impact and feasibility, you should pick one or more criterion for this second
prioritization. We recommend the following:

— The extent to which your strategy
will fill a gap not addressed by another project or organization.

You may find that you have the perfect strategy to address a particu-

lar threat, but another team is already implementing that strategy and
doing it effectively. If this is the case, you need to consider whether
your resources would be better spent implementing a different strategy
and addressing a key intervention point where nothing is currently being
done, or w