Conservation Planning and Management in WWF
Background and Recent Developments
What is Large Program Management?  What is Adaptive Management?
Conservation planning and management is a strategic process that is used to plan, execute and monitor conservation projects and programs of varying scales.  This process can be used to successfully carry out conservation projects and programs across a wide range of sizes and complexity, from parks and protected areas, to country operations, to the largest and most complex of programs such as landscapes, ecoregions or protected area networks.  
The planning, management and monitoring elements used in this process do not vary greatly across the range of small projects to large programs.  However, as the scale and complexity of a program increases, proportionately greater amounts of time and resources need to be spent on elements such as partner management, organizational capacity, and sustainable financing than are spent in implementing a small project.  In general, the larger and more complex the conservation program, the more planning and management steps you will have to take.
“Large program management” is the extension of this strategic process to our largest programs.  Large program planning and management is widely practiced by businesses, by government agencies such as the military and NASA, and by non-conservation NGOs.  In fact, much of what we have learned about adapting and applying large program management to conservation has come from the private sector and, in particular, from program management consultants.

It is common to view this process of planning, management and monitoring as a cycle (see Figure 1, page 4).  Often called “adaptive management,” this process is a continuum from vision, to planning, to implementation, to monitoring.  With monitoring results in hand, the process begins anew, continually adjusting and refining until the project or program is concluded.
How do we plan in WWF?  How do we achieve stronger conservation results?
In WWF, we practice planning at all levels.  Sometimes this is done well; other times not so well.  As a result, the success of our conservation work varies widely.  Adaptive management is designed to better define, and achieve, our desired conservation results.
At the project level, there are more than a dozen different methods (of varying quality) that our field operations use to plan and execute projects.  At the PO and NO level, there are various efforts at planning, and some offices have prepared comprehensive “business plans” (basically strategic plans) that cover mission, program priorities, fundraising, staffing and communications.
In larger scale programs, especially ecoregions, WWF uses high quality science and policy analysis to prepare ecoregion conservation plans (or ecoregion action plans) that include vision, conservation and biodiversity goals, threats, and broad strategies.  These plans are often prepared with the key partners in the ecoregion and some have been adopted by the region’s government.
Once established, these ecoregion plans often lead to development of a WWF Action Plan that articulates priorities, actions, targets and milestones for our local field operation.  What we do not do in most cases is to translate the more general ecoregion plans into comprehensive implementation plans in a process that includes all key partners, and that covers capacity assessment and support, partner management, risk mitigation, comprehensive financial and fund raising plans, and tracking and measurement of key performance and results indicators.
To sum this up, although there is a lot of planning within WWF:

1. We lack a common methodology at all scales of projects and programs, and our results often falter for lack of consistent, comprehensive planning and management;

2. We need, across WWF, better and more consistent support for planning and management;

3. At larger scales, we are good at defining “what” we want to do, but still need help with implementing these visions and strategies – in other words, “how” we will do it.
To address these issues, WWF is engaged in a Network-wide effort to draft and support uniform, comprehensive Conservation Practice Standards that apply to projects and programs of all scales and levels of complexity.  In addition, WWF has an initiative -- called Large Conservation Program Management (LCPM) -- to better plan, execute and monitor our largest programs.  
These two efforts are rapidly merging, and both are described below.
WWF Large Conservation Program Management (LCPM) Initiative 
Because of the scale and complexity of our largest conservation programs, WWF has turned to business practitioners for assistance in adapting and applying large program management tools from the private sector for conservation use.  This use of business expertise is at the heart of the LCPM initiative.  The LCPM initiative has the following overarching goal and three objectives:

Goal:  Build WWF’s and other conservation organizations’ capacity to plan, manage and monitor large-scale, complex, highly integrated conservation programs.  
Objectives:
1)  Test and adapt large program management techniques from the private sector;
2)  Share, integrate, and institutionalize these practices within WWF;
3)  Share techniques and best practices with other conservation organizations.
The LCPM initiative is currently engaged in testing program management techniques in certain disciplines, such as comprehensive financial planning, where we feel the institution needs to be stronger, and where we can most benefit from bringing in private sector tools and knowledge.  Other program planning and management elements on which this initiative is focused are:  staff and management capacity; partnership capacity, coordination and management; risk mitigation; sustainable funding plans; and progress/results monitoring.
WWF Standards of Conservation Project and Program Management
WWF will soon have a uniform, comprehensive set of conservation practice standards for planning, implementing and monitoring projects and programs of all scales.  This Network-wide effort intends to refine these standards throughout 2005, and begin to role out their use and -- most importantly -- provide support for their use in 2005 and 2006.
The goal of this effort is to give country reps, ecoregion and landscape coordinators, park and PA planners, and anyone else within WWF engaged in planning, implementing and monitoring a common, easily understood set of steps to follow that will take them closer to success.

These Standards are a robust adaptive management cycle.  As they are currently drafted, the Standards include seven areas of activity, or elements, as presented below.  Some of the detail provided here is still in draft form, and the elements and activities in the final version may vary.
1.  Conceptualize what you will achieve in the context of where you are working (define your team, including partners; clearly identify issues, threats; research and understand the context of your project or program; understand linkages between threats, mitigating actions, and results; and set overall strategic priorities for intervention and action.)

2.  Plan your Actions, Monitoring, and Sustainability (develop goals and objectives based on priorities and broad strategies; strategically select areas of activity most likely to accomplish goals and objectives; draft a formal conservation action plan that includes such important elements as monitoring, partner management, organizational capacity, financial sustainability, effective resource allocation, learning and information sharing, and risk analysis and mitigation.)
3.  Implement your Actions, Monitoring, and Sustainability (prepare and implement detailed schedules or work plans reflecting activities, tasks, timing and accountability; prepare and implement short and long term budgets; raise funds; set up financial management plans and controls; plan and support HR and related logistical needs; formalize partner management and execute contracts, PIAs or MOUs; track performance indicators against monitoring plan.)
4.  Analyze your performance and results indicators based on your monitoring plan, to evaluate your project’s or programs’ performance, effectiveness and results.  Communicate your results.

5.  Adapt your project or program to maximize impact based on analysis of monitoring.
6.  Share your results with key external and internal audiences.

7.  Iterate – Revisit the project cycle regularly to constantly improve.

WWF is working to align its program planning and operations training to the standards, and also will provide an entire web-based support structure, tools and resources to support the use of these standards in field offices and country operations across the Network.  
An illustration of the WWF Conservation Standards (shown as an adaptive management cycle) is attached in Figure 1.

For more information on the WWF Conservation Standards or the Large Program Management initiative, contact Sarah Christiansen or Eric Swanson (WWFUS) or Sheila O’Connor (WWF-I).
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