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Guidance on the Preparation of Strategy Effectiveness Measures Reports for the Conservation Measures Summit II

Purpose of this Guidance

In the 2008 Strategy Effectiveness Measures (SEM) workshop, pilot project teams requested more detailed guidance on what is expected of them in terms of project reports for peer review. As a result, this year we are asking that project teams follow a consistent report format to facilitate communication among project teams and peer reviewers from different geographies and disciplines. We request that teams follow three steps:

· Step 1: Focus on an already well-developed strategy or suite of closely related strategic actions so that peer reviews can, in turn, focus feedback on the strategy effectiveness measures program. 
· Step 2: Provide background information on their project and strategy using TNC’s online Conservation Project (ConPro) database by Monday, August 10th. This background information will provide context for peer reviewers as they give feedback on the measures program and will not be repeated in written reports. 
· Step 3: Describe their strategy effectiveness measures program in narrative format, responding to six specific questions outlined below by Monday, August 31st. These narratives will be distributed to peer reviewers to guide feedback. 
Critical dates and details on these steps follow in the sections below. It is essential that project teams make every effort to adhere to these deadlines as the peer review of projects both prior to the summit and at the summit itself hinges on completion of the ConPro record and of the narrative report. 
The Measures Summit is also an opportunity to aggregate and share what we have learned about strategy effectiveness measures with a broader community of practitioners. Project reports, in tandem with the workshop itself, will help us capture best practices, innovations, barriers to success, and lessons learned from developing and implementing strategy effectiveness measures programs.  Information you share will help:
· Inform senior management on the cost and progress of strategy effectiveness measures programs of pilot and priority projects,
· Via ConPro, contribute to cross-project learning and conservation information sharing among TNC and its partners,
· Develop a practitioner-oriented journal article on investing appropriate levels of effort in evaluating the effectiveness of conservation strategies,
· Update and refine the TNC Conservation Measures Business Plan, 
· Create a case study library for sharing best practices and innovations in strategy effectiveness measures and monitoring with the conservation community, and 
· Help refine available measures guidance and identify additional needs.
Please contact Craig Groves craig_groves@tnc.org with any comments or questions about these report guidelines.
Critical Dates
· Tuesday, July 7th at 11:00 a.m. EDT OR Wednesday, July 8th at 8:00 p.m. EDT. WebEx (choose one time) to review this report guidance, ConPro, strategy effectiveness measures program narratives, and answer general questions about the Measures Summit. We are requesting that all project teams attending the Measures Summit for peer review of their work participate in one of these WebExes. A recording of the Webex will be posted on the Measures Summit workspace for those who cannot attend. http://conserveonline.org/workspaces/strategy.effectiveness/documents/2009-measures-summit
· Thursday, August 6th at 10 a.m. EDT: Conference call for questions about completing ConPro entries and strategy effectiveness measures program narrative.
· Monday, August 10th: Deadline for completing basic ConPro entries (Step 2).
· Wednesday, August 19th at 8:00 p.m. EDT OR Thursday, August 20th at 11:00 a.m. EDT. WebEx (choose one time) to review guidance for peer reviews and project presentations. We are requesting that all Measures Summit participants attend one of these Webexes. A Webex recording will be posted on the Measures Summit workspace for those who cannot attend. 
· Monday, August 31st: Deadline for submitting strategy effectiveness measures program narratives (Step 3).
· Monday, September 14th: Written peer reviews due (guidance to follow separately).
· Tuesday, September 29th – Thursday, October 1st: Measures Summit.
Step 1: Select a strategy for peer review
Projects described as Phase I
 pilot or Phase II
 priority projects in the Conservation Measures Business Plan are expected to present the measures aspects of one conservation strategy or suite of closely affiliated strategic actions for peer review at the Measures Summit. Phase I pilots should select a strategy presented at the 2008 measures workshop so that you can report on measures progress. 
A well-developed strategy has SMART (Specific, Measurable, Achievable, Relevant, Time-limited) objectives, strategic actions and action steps. We recognize that some well thought-out strategies may not yet have completed each of these components. At a minimum, a well-developed strategy for review at the Summit should have a clear purpose, be connected to targets and threats, and have made some progress on articulating measurable objectives and strategic actions. As part of the preparation for the Measures Summit, we would anticipate that project teams will make good faith efforts to complete SMART objectives and strategic actions that can then be part of the peer review. If you have questions about your project’s strategy or suite of closely affiliated strategic actions, please contact Kirsten Evans kevans@tnc.org as soon as possible.
Step 2: Enter strategy information into ConPro

ConPro can be found at: http://conpro.tnc.org/. Entries can be completed by uploading from a CAP workbook or Miradi file
 or by typing information directly into ConPro. Appendix A provides step-by-step instructions. Please contact Kirsten Evans (kevans@tnc.org) if you require additional assistance. Peer reviewers will need sufficient information on your strategy to provide you with thoughtful feedback on your measures program. To provide this, complete at a minimum these project edit forms in ConPro:

· Project Info

· Focal conservation targets

· Threats

· Target-threat association

· Objectives

· Strategic actions

You may make your ConPro entries as detailed or basic as you wish, keeping in mind that the quality of the peer review you receive will be based in part on how well the reviewers can access and understand information about your project. ConPro also provides space to attach optional files, such as results chains images (included automatically if you uploaded project information from Miradi). To allow time for Measures Summit staff to identify and assist in resolving any issues please complete ConPro entries by Monday, August 10th. You are welcome to refine your ConPro entry after this date, but the basics should be in place. There will be a conference call at 10 a.m. EDT on August 6th to answer any last-minute questions about entry into ConPro. 
Step 3: Submit Strategy Effectiveness Measures program narrative

Please answer the following six questions in paragraph form in a single Word document. Answers may reference background information about the strategy that is included in the ConPro entry, but this document is not the place to present information on your project or strategy development process. Please be sure to include a completed figure from Appendix B (Monitoring Investment) and table from Appendix C (Measures Budget) in this Word document. Please contact Jensen Montambault jmontambault@tnc.org with any questions about this narrative and email it to Jensen by Monday, 29 August 2009.
1) What is the main question about strategy effectiveness that you will answer through your strategy effectiveness measures program and why is this question important? For example, a marine project may wish to answer the following question through monitoring: “What is the effect of seasonal no-take zones on reef fish populations and household incomes?” This would be important because the government and TNC support no-take zones in order to improve the population of reef fish. The public also supports no-take zones because they are expected to improve household income through sustainable fishing yields, eco-tourism, and employment as monitoring and enforcement teams.
2) What level of investment will you make in monitoring to answer this question? Please assess the potential for risk and leverage posed by this strategy by completing the figure in Appendix B. Then write a brief justification of this level of investment in monitoring based on these criteria. You may find it helpful to read the conservation measures working paper, “Improving Conservation Practice by Investing in Monitoring Strategy Effectiveness,” which provides examples and detailed explanation of this figure. The paper is available at: http://conserveonline.org/workspaces/cbdgateway/documents/conservation-measures-working-paper-2. Include this completed figure in the same document as your measures program narrative. 
3) How much do measures and monitoring cost? Please complete the budget template Appendix C in this document and copy and paste this completed figure with your measures program narrative under question #3. Then provide a 1-2 paragraph justification of the decision to allocate funding among measures design, monitoring indicators and analyzing and learning from the data.
4) What is or will likely be your monitoring plan for this strategy or closely affiliated set of strategic actions? In 1-2 paragraphs, please describe two or more indicators you are or are likely to be monitoring to assess progress toward your objective(s). For the benefit of your peer reviewers, justify why you selected these indicators and what you hope they will tell you. If possible, lay out the experimental or sampling design you are using or expect to use to measure changes in these indicators. Please use plain language and explain jargon when describing technical aspects of your monitoring plan.
5) How will you adapt this strategy based on measures results?
a. Present a hypothetical or real scenario when monitoring data would cause you to change course of action. For instance, if agricultural best management practices in riparian areas were expected to improve water quality and but implementing such practices did not result in improvement, it would be time to consider a change in course of action.
b. Describe what mechanisms you would use to communicate these results and the need to change course to upper management. Are there any barriers to completing the adaptive management loop? For example, a project’s monitoring team observes that the strategy of banning commercial logging in a conservation area has not led to a decrease in forest cover loss because of an increased rate of illegal logging. The project scientist may communicate this dilemma to upper management through an annual meeting to evaluate the strategy. Alternatively, if no such meeting was planned and it is difficult to get the project manager’s attention on this matter, this situation represents a barrier to adaptive management.
6) If your project already has analyzed monitoring results, please provide an example including a brief interpretation (e.g., 1-2 paragraphs and a table or graph) of the implications of the results for the strategy. 
Appendix A: Instructions for getting your strategy into ConPro
Go to http://conpro.tnc.org and log in as TNC staff. Use the drop down list to find your project record. You should see a series of tabs across the top (see the illustration below). If you did not previously have a project record in ConPro, Kirsten Evans has created a one record for you and has granted editing rights to you. Please email Kirsten Evans (kevans@tnc.org) if you are unable to find the project, do not have editing rights or would like grant editing rights to additional project staff.  If you encounter difficulties, you can also review the ConPro frequently asked questions (FAQs). 

[image: image1.png]accessibility

TheNature (F4
Conservancy &

Protecting nature. Preserving life

- cunim

you are here: home — conpro — san juan islands (wa) marine stewardship area plan

ConPro Detailed Conservation
ConPro Home itz 2
ConPro Spatial San Juan Islands (WA) Marine Stewardship Area peolectinfo
K Overall Viabilfy Summary
about Conpro Plan (ID: 1133) TS|
—— Project last modified by kevans on May 26, 2009, | | Prolect Fesources
» Fulltext Search i Obiectives, Stratedic
PI'Q]ECt Info Actions and Action Steps
« Conservation pr Contact Name: Data Effective Date: Strateqy Effectivensss
Search Kirsten Evans January 15, 2007 GoTo &ll Mont s
s Email: Sharing Status: -Objectives
Contact Us Elkevans@tnc.org This project may be | .Targets Project Data Pack
e shared e ——— Download
Ea0s Contact Organization: outside of TNC. Threats
TNC & San Juan County Marine Resources -Strategies Download for:
Committee 2P workbook

Anerational  Fraramianf<) Countrufioc):  Accaciated




There are 3 ways to enter project information into ConPro (all require being logged in and having editing rights):

1. Upload a CAP workbook data pack.  A "data pack" is a small Excel file containing all of the project information that can be exported and imported by both ConPro and by a version 5 or higher CAP Workbook. First, update your workbook to include the ConPro project ID number. To find this number, go to the ‘Home’ tab and double-click on the yellow “Project and conservation targets” heading. Select the ‘Project Information’ table format. Scroll down to the “Project ID#” field and enter the ConPro ID number (listed after the title of your project in ConPro). 


To create a data pack, you need to have your data in a version 5 or 6 CAP workbook. Open the CAP workbook containing your project. Go to the ‘Home’ tab and click on <Workbook Setup>.  Click on <Create a CAP datapack>, and then click <Create a CAP datapack of the project>. (If you are using v6 of the workbook, you will be asked whether to create a version 5 or version 6 datapack. Pick version 5.) A new Excel file will open with the datapack. Save this file to your computer. Go to your project record in ConPro. Click on the blue tab labeled ‘Upload data pack’.  Browse to your saved CAP datapack, and click upload.

2. Upload a Miradi file by uploading a ConPro-Miradi zip file.  To create a ConPro-Miradi zip file, go to ‘File’ and select ‘Export current project as...’ Select <ConPro (CPMZ) file> and save the file to your computer.  


If you created your Miradi file from scratch (instead of downloading from ConPro), it will need to have the ConPro ID number entered into it by Kirsten.  Please forward your CPMZ file to Kirsten Evans (kevans@tnc.org) so she can upload it. 


If your Miradi file was downloaded from ConPro and has a project ID number (go to the Summary view and click on the TNC tab to verify this), you can upload it to ConPro directly.  Go to your project record in ConPro. Click on the blue tab labeled ‘Upload data pack’.  Browse to your saved CPMZ file, and click upload.

NOTE: Once you have uploaded a Miradi file to ConPro, you will not be able to make online edits to this project information in ConPro. To make changes to the ConPro record, you will need to export a new ConPro (CPMZ) file and upload the new file to ConPro. 

3. Enter information directly into ConPro. Go to your project record in ConPro and click on the ‘Edit Project’ tab. The next screen will have a column titled “project edit forms” on the right side (see below). You can edit existing information or add new information to the forms. To add new targets, threats, objectives, strategic actions or indicators, go to the appropriate form and click on the <Add [target]> button at the bottom. Be sure to click <Save> when you finish editing a page.  When you have finished, click the "View project info" button above the light yellow box at right.
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Once you have entered or modified your objectives, strategic actions and indicators, you will need to clarify which strategic action should be associated with each objective, and which indicators should be associated with each objective.  For strategic actions, click on the link for the ‘Objective – Strategic Action Association’ project edit form.  Click on the plus sign next to the objective you are working on.  Use the drop-down box to pick the appropriate strategic action, and click <Add>. Once you are finished adding strategic actions to the objective(s), be sure to click <Save Changes> at the bottom of the form.  Follow the same process for the ‘Objective – Indicator Associations’ project edit form, remembering to click <Save Changes> when you are finished.

NOTE: When you use the edit forms, ConPro will overwrite the preexisting data. If you wish to save the current data (so that you can view past data after making your new edits), click on the "archive this project" link under the light yellow box at right before making your edits.

Appendix B: Determining the level of monitoring investment
Consider the potential of risk and leverage for your well-developed strategy and move the black circle to the appropriate place in the figure. You may find it helpful to read the conservation measures working paper, “Improving Conservation Practice by Investing in Monitoring Strategy Effectiveness,” which provides examples and explanation and is available at: http://conserveonline.org/workspaces/cbdgateway/documents/conservation-measures-working-paper-2. Use the highest value of risk for any of the categories (not a cumulative value). Include this completed figure in your measures program narrative. Please contact Jensen Montambault (jmontambault@tnc.org) if you have any questions about completing this figure.
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Appendix C: Measures Budget
As a result of last year’s workshop, the TNC Board of Directors and Science Council determined that our organization needs to better understand how resources are allocated to designing, implementing, and learning from strategy effectiveness measures. In particular, we need to assess how much is spent on biological, socioeconomic/policy, and threat-base indicators. There are two aims of this budget template:

1. Peer reviewers will understand and provide feedback on the level of investment made in measures in this budget compared to the level of investment indicated in the figure in Appendix B.
2. Budget data from project teams participating in the Measures Summit can be aggregated to help TNC better understand how much it costs to implement a good measures program. 
Please complete this measures budget table with estimated cost. Feel free to add more details, but please make sure that all of these elements are complete. 
	
	Staff time (salary and benefits)
	Non-staff costs (e.g., travel, equipment)
	Total cost to TNC
	Total Cost contributed by partners

	Designing good strategies with measurable objectives and indicators


	
	
	
	

	Monitoring indicators related to strategy implementation and impact
	Biological indicators


	
	
	
	

	
	Socioeconomic-policy indicators


	
	
	
	

	
	Threats-based indicators


	
	
	
	

	
	Other indicators


	
	
	
	

	Analyzing these data and adapting strategies based on what is learned through monitoring 


	
	
	
	

	Time frame (years): 



	Approximate total cost of planning, implementing strategic actions and measuring effectiveness of this strategy:
















•











← higher 	     lower →





TNC monitoring cost:





low         ← Institutional Learning Potential →             high


no             ← Platform Site/ Pilot Project →	             yes


isolated 	         LEVERAGE 		replicable





lower 	RISK 	      higher


common	← Ecological →	endangered


slight	← Reputational→	    imminent


unlikely                       ← Legal →	requirement


unimportant            ←	Uncertainty →          problematic








� Phase I pilots participating in Measures Summit: Coral Triangle, NTA Protected Areas, Penobscot Dam, Forest Health, Gulf of California, Sustainable Forests (Garcia River only), Mozambique Primeras and Segundas, Oil and Gas Offsite Mitigation, Mid-Atlantic Seascape.


� Phase II priority projects participating in Measures Summit: Mongolia Grasslands, Gondwana Land Linkage, Atlantic Forests, Amazon Indigenous Lands, Forever Costa Rica, Mesoamerican Ecological Corridor (Pine Oak Forest sub-Project), Caribbean Challenge, Connecticut River, Chesapeake Bay, Great Lakes, Root River (upper Mississippi River platform), Colorado River, Zambezi River, Northern Kenyan Rangelands.


� Projects uploaded to ConPro from Miradi cannot subsequently be edited online in ConPro.





