Measuring Conservation Effectiveness Summit: Notes by Sheila O’Connor
Day 1-

1.Welcome by Guillermo. Moore Foundation is hosting; organized by a dozen organizations donor and implementing alike. 

2.The Journey to get here- setting the stage by Brett

Switch, in 2004 told a story from this book. Analogy
If we are going to improve the practice of conservation have a couple of problems to overcome- identifying what works (through measures), and when you know what works how do you get others to adopt that practice. All of us could be as good as anyone of us. We owe it to ourselves and to the planet to overcome these problems.

Survey- gives the starting point and levels the playing the field. We wanted to name the top problems and use these as benchmarks. First the problem, then speed presentations which show examples of possible solutions and create a little bit of optimism.  Vision statement & consensus around what we would like to do, and basic means and aspirations as a group, so that by the end of the day we can commit or sign on to the statement. Chronic challenges even with a lot to be celebrated…SPM- systematic performance measurement and systematic performance management same thing in his mind can do one without the other.

Then we will turn to initiatives and finally launch a community so that we can manage and engage ….everyone has done something about this already as came to the meeting. 

3. Introductions – day has come- aspirations below

-excited about bringing people together-learn more about hot to monitor and evaluate 

-how can we understand what conservation is in hw we measure it.

-Work together better

-Provide tools for the conservation community

-Be able to use the results as well as develop them so we  get to the point where we know what doesn’t work

-aspiration has been achieved as everyone is in the room

-better measure effectiveness is on a mission to bring this into the environmental advocacy group

-improving the practice of conservation

-learn more ..institutional much better (GEF) at monitoring projects- big debates is how we measure the effectiveness of the interventions, and provide the evidence of for the interventions through quasi experimental design

-learn how bets to use money effectively to protect the environment

-learn from the knowledge in the room

-understand how to measure the effectiveness of conservation policy advocacy

-shared infrastructure for economies of scale

-reach out and meet the issues and talk about the technique on a day to day basis and what to takes to really get it done

-translate conservation effectiveness in advocacy arena

-how to do it with right staffing but still make it

--how to better measure the combined impact of investments

-creating an evaluation and monitoring program internally

-muliple orgs commit to some of the initiatives and a year from now revisit what happened

-best bang for the buck

-engaging people and moving them to action- this should be part of any conservation monitoring tools

-increase the effectiveness to monitor return some of the investments, and a desire to see greater standardization of the procedures

-total open access to data including foundations and ngos

-indicators of policy impact and attribution

-pick up ideas and approaches

-data sharing aspects and look for collaborative strategies

-economics of the question having equal weight to ecological and find the money to get more evaluation done

-looking forward to learning what people our doing in project planning; how we measure things like capacity building and sustainability

-how things they measure can be made more open access

-make sure that we reflect on adaptive management techniques

-looking at how to operationalize measures program and really meaningful collaborations to take the work forward

-delivery of conservation outcomes, need clear objectives and measure so this is integral

-bound to be ways to better work on collaborative strategies ad how to do this at scale.

-how to overcome institutional obstacles

-better jon of working together on reporting and indicators

-measuring effectiveness can be integrate into university curricula

4. The Case for Improved Effectiveness Measures

taking stock and set context..where we think we are…Nicks presentation

survey results…Elizabeth and Matt

COMMENTS:

-do well at design and implementation not so well at monitor, evaluate/adapt and share.

-time management

-one of the challenges in answering the survey because it treated spm as separate because they too it all the time as it is always about results (first cut at a survey to get a baseline- we need to do some groundtruthing to the survey to check if our story s about right; ..

-when you think about spm think about it not as a separate add on  but as part of all the activities

Results of Table discussions-

· fail-safe environment; adopt more of a learning culture and be willing to say “we are gong to try this together” and see how it goes

· lack of collaboration and consensus on defining success of a project- could be something other the a conservation outcome like generating scientific knowledge

· why spm from implementing orgs- “salesmanship” to a funding org

· the issue of time horizon came up to show conservation works over what time horizon; funding and evaluation relatively to long and short term

· lack of clear evidence that doing spm adds sufficient value- how is demonstrating to the people doing the work that it works. Not just a mandate- need to be doing this because it would be making things better

· not really a lack of staff but a need for better understanding and use by all staff

· need for better culture for failure

· need better understanding of what effectiveness measures look like for example in terms of changing human behaviour

· challenge- link between project design and monitoring and difficult to standardize across diverse projects and scales

· key ingredient is the role of donors in providing dedicated funding for monitoring and for reporting along the lines 

· implementing and donor cultural inertia- creating a funding incentive because of the current funding model may not be easy because of the diversity of donors; the motivation to do it must come form within (exclusive of GEF)- 70% from high worth individuals

From flipchart- additional factors

· safe-fail environment and commitment to learn

· simplicity in organization vision/mission

· champions/embedding spm in all work (2 votes)

· competitive advantage

· solid examples of successful projects demonstrating benefits of measurement & evidence of spm benefits with compelling stories/examples describing huge, not just marginal benefits

· mandate less controversial parts of the cycle

· be wiling to be specific about goals and objectives and how we’ll assess effectiveness so we’ll know

· need a culture of reflective failure

additional obstacles

· perception that failure is not an option (5 votes)

· lack of continuity of commitment to learn

· difficult to have standardized m&e across diverse orgs and mgt scales

· poor project design leads to difficult m&e

· lack of institutional mandate (2 votes)

· inability of evaluation to blend short term and long term results in building on the comparative advantage of the independent sector

· lack of a common language spoken between funder and implementer

· donor funding model

· lack of needed tools to implement effectiveness measurement of behavioral change strategies

· lifting up the good, fear of exposing failure

· spm perceived as an add on

· spm not integrated throughout org

· reporting on PM that isn’t useful for program improvement

· lack of stories and underlying evidence that spm benefits conservation

· lack of consensus internally and externally f definition of project success (goal setting)

Votes

Supporting factors- why do it

2 votes- to improve org effectiveness and or efficiency

1 vote- to facilitate adaptive learning if what works in conservation

Obstacles to spm

1 vote- lack of money

1 vote- perception that spm is too complex

3 votes- lack of training

2 votes-lack of an overall culture of accountability

1 vote- lack of good examples of spm

1vote- lack of incentives to change status quo

4 votes-lack of donor pressure

2 votes-lack of board pressure

3 votes- lack of demand from upper management

1 vote- perception that spm is unnecessary to doing effective conservation

Bright spots-

1. Adam Henson- Mountain Gorill a Conservation in the Virunga-Bwindi Region: systematic monitoring and impact measurement

2. Hari B.- Global Conservation Fund- effectivness monitoring

3. Emily Goodwin- Using the open standards and miradi as a funder- marine conservation initiative

4. Cynthia Gill- Performance Measurement at USAUD Bright Spots or Black Hole?

 A lot of constraints at the portfolio level, have to be able to meaningfully aggregate; not serving adaptive management role as some point; lack of corporate goal; balance of  integrated across sectors. Need to check,  and try not to sacrifice the good for the perfect

5. Matt Birnbaum- Open Standards in Grant Making

6. Peter Kareiva- TNC Board of directors care about measures so much; all of big ideas have to go to the board and check them peer reviewed 38 projects; trained over 300 staff and 15 countries; talk common sense and dollar sense to board and not geek; lack expertise –the art and craft f measures in making simple & lack some technical expertise; reacted by getting investment guidance (how much do you have to invest in measures prog) and created swat teams for improving n the ground; created a measure fellows program- move them around, and online training (not available yet); over 1000 projects with only 190 public but want them to be all public; will make our information open access by 2015- the Board resolution…whole conservation community are terrible at transparency; conservation is marginalized- connection to people to get people to do it has to be compelling to them through economics and attitudes…evolve to answer more interesting questions.

7. Dale ..Rare- The Perfect is the Enemy of the Good-  contribution not attribution needs to be enough. Hold staff accountable, schedule it

8. Karl WCS- Conservation Project Planning & adaptive management

9. Dan S- Miradi..information technology teams

Questions of clarification-

Except for Virunga example- if they were largely frameworks or whether real data and judgements about effectiveness: there is data usaid but not yet used for decisions. Marine conservation initiative- have data and using it for investment, and knowing; tnc data is being used at board level but not yet using it lower down; Rare has closed two projects because data is showing not having any impact; % of people who self report behavioral change (collected 5-6 years ago) but don’t know what to do with it; NFWF- this august a the board meeting will be using ata for the first time.

Changes for consensus statement-

State our results in achievements not actions. Alternate wording “conservation outcomes” instead of achievements.

Worries that we are treating effectiveness as a discrete variable rather than a continuous variable- should not be yes/no. need a fuller discussion about what effective means even though we don’t need to change the consensus statement.

In the challenge- need to include that there is a “sense of urgency”

Suggestion not requirement- seeks to get alignment, on language and standards

Statement may come from too narrowly from the implementing orgs rather than equally from funding orgs…. its flexible enough that it can work…though it is easier to interpret in the context of implementing orgs

Concern about the “adapt our strategies base don what we learn”- there is nothing about our strategies work or didnt work and we have the null hypothesis to test it against..unless there is some null body that scoops out the information and is able to analyze enough.

Is there another level of analysis…promote an idea to take a data set who could take it on and do some analysis from the tnc data to see if we could analyze it from a third body… 

You can take strategy a, in place b,  because it is more complicated because we don’t measure the context of that..

Need to do some meta analysis across studies to see of what works- trying to extract projects.. need also an evaluation for each project, but look at certain outcomes.

Basic point is ok but how to make it real- the strategy…center f evidenced based conservation.

Perhaps add a couple of words about sharing our results so that you can leanr individually and collectively.

Where did 2015 come from? Do  we need a blank= one of the measures from the survey- only 15% of our money is guided by spm…self reported numbers how long is it going to take to raise that %; how many cycles if budget will it take to move the number to xxx..  it s about some measures or meter being mved. 

John Robinson- Scale mismatch here; everyone in room will say that we are working towards the commitment; we need to implement in a more fundamental way and use standards and hold our selves accountable. But operationalizing that is difficult….define a core set in what we believe in , a process, those accountable places are, and thinks that we are a long way in the statement to do that. The community as a whole is moving rapidly- the process is in motion and will continue to be so past 2015..how do we give our selves goals to that we hold ourselves too.

Add process to get there- consensus statement is more like a vision statement… need something process. One of the initiatives is to check in the progress..

What does commit mean? 

The consensus statement is more of a vision, and then have the process steps to head towards the vision such as the initiatives. Two stages: make the consensus statement and the commitment is more of vision; step 2 shore up the vision statement with specific operationalizing- from the initiatives.

Commit- means to  move the vision forward in the organization.

Thinks you need to use your imagination to think about how commit 

Need to bring in entirely new ideas;

Also the 2015 for a vision implies that  we  don’t need to do anything afterwards. It needs to read more as an ongoing process.

The status quo is not acceptable and need to push to change; let the consensus statement be a motivational statement related to this and then get in to the practical.

Get rid of the date- because our initiatives relate to action and should have dates

The word “commitment” maybe need to use a more aspirational language “intention is to”

We all agree that the status quo is not acceptable an we need to change; of drop the 2015 it becomes aspirational, then we move on to how we do it- what we are going to do

Then we come back to the word commit and sa hat it means to do that. Commit can you put your logo on it…social contract..

Need to get beyond the word commitment, and ….take stock of issues when cant speak to the organization.

The last paragraph is the critical one is the follow up and what the accountability that we have towards each other. We move the community to a new place..how we together as a community can do it- come back here and report on what we have learned.

Last bullet- add the word “respectfully” n their first…(Barry) we try to share the evaluations but can’t just hand them out.. or ”while respecting confidentiality agreements”

Example- Competition to be a part of a learning portfolio- .

Commitment to Brett means I am going to try…commit to agree to something that we all agree is common sense- what we are committed to more rigor, or get started, 

Really shouldn’t be hard to commit to doing things better.

We need a baseline- against what we are going to measure ourselves within each initiative and in the commitment…

Take it back to ceos…..we realized that we got ahead of ourselves until we have precise things we want to present to the ceos.

Would be able to place your ogs logo…

As gef can not sign on to it not because we don’t abide by the principles..the form really is the problem for gef rather than.

------------------------

What did you learn that is relevant to you from the bright spots?

· partnerships and co - definition of success is important

· as a new funder have a couple of specific models that might help them decide how to asses the effectiveness of investment

· value of project roll up

· board’s use and expectations- get ahead of the wave as this is coming..

· importance of not letting the perfect being the enemy of the good- complexity of conceptual model

· a number of groups are working on behavior change and could get together

· conpro may be a way to move forward on aggregated info and to open it p- are we going to achieve critical mass to follow up with conpro or is it limited in some way by orgs and so wont be able to follow the conpro model

Conditions for moving forward of bright spots- common language, collaboration

What has got to change move forward with other bright spots and push greater?

-Board engagement and demand

-Feeling that is worth the time and effort

-Can not cost more time.. also can not change again

-Methodology as to be simple- qualitative

-Move out of the conception that it is only within the realm of science

-Rarely in the conservation community to take time to reflect

-Collectively the entire community has to be willing to accept failure- often use data to      support our assumption rather than to move us in the direction that we want to go

-Commitment to come back a year from now with some case studies and do a peer review on what we have learned..

-Needs to be a clear reward not only in conservation effectiveness but also in sustainability-the reward for critically evaluate your own work as an incentive (if not going to do any better from funding by critical evaluation when your competitior keeps touting success)

-Needs to go beyond a few case studies and institutionalize

-Institutional mandate has to be enforced

We have come a huge way in the last few years –we are having this summit, a lot has been driven by top down..to get the next step we need to reach out into the whole conservation community to encourage people to see that this will deliver better on conservation outcomes and impact.

Other Info- 

Brett- importance of generally shared principles is to have a good conversation.

Kinds of initiatives that will let us show progress

Why is it so challenging to improve health care delivery in the United States? Interview with Don Berowick

-fragmentation  is an issue because built health care on pieces; suffer from boundaries and walls where we don’t neede them

-despair-optimism  lose the notion that there is innovation

-investment in learning (time, energy and money)

-if you want to improve have to have a different system; work differently- finding what other s do; try different ways to do things; colabroate and explore together ad learn; attitude shifts to ant to do soething better

-dynamic and disciplined process of iterative learning- not formal experiements. Plan do study and act- the learning process

-incentives are intrinsic; most people really want to see health care  to improve the suffering of people; if you can engage people to themselves 

-patch together the best you can find- pursuing perfection- searc hospitals that work together to learn ad find better practices; donor counts when they are willing to take the risk

-focus on the results; what improvements were trying to go after; getting the financial and experiential perspectives together in one form

-find friends with sparkle in eye and fire in the belly and start with them; get early adopters and work with them and the rest will come; change agents are lonely there may be only a few in an organization

-get together, don’t get discouraged find the energy in each other- you have the right to get together and do something; you start generate the energy find the optimism then take it elsewhere

INITIATIVES- example “sharing an agenda for the future”

1. RARE’s board meeting- they share the experience of this meeting; so Board can ask the right questions- 

Sone initiatives proposed:

a. The conservation effectiveness training intiative- capacity building for current and emerging practitioners- Jeff Langholz, Will Crosse and and Matt Muir five votes

Enhance effective use of SPM in 305 projects through training, mentoring and peer review

b. Educate and Inspire Boards- Daniel Hayden (3 votes)

purpose share what we lseek to improve and what good looks like and opportunities for improving the use of measures

c. streamingin applications and reporting- Matt Birnbaum (13 votes)

d. tiger conservation- Ginette Hemley (  5 votes)

etc…

Less than three votes-

Share evaluation learnings- how by exchange evaluators, joint evaluations, share evaluation reports and approaches

Improved objective setting- purpose significantly increased understanding at all elvels (from project teams to Board of how to define specific time limited objectives that are increasingly outcome oriented; goal- conservation initiatives are better focused ad having more impact; how- training and real projects engagement in project planning processes by implementing  agencies and funders and across organizations

Showing benefits: to show the benefits of spm and that it is accessible; goal- present to 100 people bright spots and black holes; how- identify and formalize 3 bs and bh into compelling stories where decision were informed and measured

Conversations with the Board- begin conversations with the board that includes risk and failure

Day 2 –Measuring Conservation effectiveness

Highlights

· 97% of the people we invited showed up

· validation of the survey that we are not happy with where we are now

· commitment

Unexpected-

-identifying a way forward

-2 communties of practice- ngo and the people that they aren’t here are working on the same issue…we need to draw from the other cop which is working on this

Insights-

-surprise how much orgs are on the wavelength

-how many are working on the same problem and how worthwhile it is to compare notes.

-there is so much data out there that we are not using

-gaps can be closed

One thing do differently-

· report back to non profit sector

· from miradi will try and respond and react to what the crowd has done

· set up some meetings to inform

· provide the report back to the participants

Donors group report back-

· good group

· -where we go from here: (1) the donor orgs will individually try and deliver on the commitments; (2) will work hard over the coming year to increase the coordination across the donor community on this topic; commit to hosting for next year and the associated prep; will also over the course of the next year will get together using forums that exist either CMP or CGBD; within that figure out they collectively they advance and disseminate best practice; and at the same time keep transaction costs down; in that coordination space will try and figure out to address the lack of donor pressure (came out in the survey). The reason they got together is because the group of donors clearly underscores the value of this topic from the funder point of view. So important that they are ready to commit and they are on board.

Presentation by Mark Zimsky- Brett challenged the ngo community and gef community about how they work together

Initiative report backs-

Streamlining Reporting - Matt Birnbaum 

Creating 2011 Bright spots- Dan Salzer

Meta-analysis- Elizabeth Kennedy (two parallel approaches n same subject; Mark Simsky is also going to bring stuff forward)….

Common data exchange standards and IT to support them- Nick S

+Possibly use term results based management. (RBM instead of SPM?)

Tiger Conservation- David Wilkie

Conservation Effectiveness Training- Matt Muir

Link to orientations for Boards or members of the community that are not practitioners and  

Educate/Inspire the Boards-  Samantha Campbell

Measuring Policy/advocacy Effectiveness- Dale

Community of Practice- Elizabeth ONeill

· to make these work some key ingredients including moderator, shared vision, things they agree to work on together

advancing the movement and marketing

monitor and support assessment of our collecgtive progress toward the vision

organize our annual summit

steward the summit workplan- calls/meetings; repository for progress and ocmnicate ot the rest of the group

facilitate exchange among the initiatives

the machine to do the job_

Conservation Measures Partnership- CMP evolve

Call for members, elect coordinator, council, 

Comments on the CoP-

Explained how CMP works. Other possibilities are- CGBD- it serves the funding community. CBGD could catlyse SPM into funders but it has limitations and stil would need another entity.

Brett- donors could you see yourself  sponsoring the group at a CGBD meeting or joining CMP? To serve the needs…

CGBD- could have a meeting but no administrative support

Samantha- Added benefits in joining CMP

Alan- foster the bridge rather than either one or the other

CGBD has sponsored things like the meeting on M&E but often falls by the wayside afterwards. Annual meeting of CGBD is coming up I June and could provide an opportunity to relay information from Summit.

Need the funders and implementers to stay together to carry the Summit forward- so if it isn’t CMP we need to do something.

If anyone has an issue about an evolved CMP being the coordinating body- have to get to Brett and/or Alan soon-ish.

Assign a person and make it part of their job description to CMP- respective the initiative enough to make that part of their job.

******Send info out how to join, what it does-------etc

****GEF biodiversity team (Mark Zimsky)- have to figure out how to have non-paying dues members…

agencies- have to be careful about expanding to fast.

More permanent home on CMP-  but temporarily use RarePlanet.

Key ingredients and obstacles- time available to do this stuff & staff 

Final thoughts before thank yous-

What is the big idea? Have we thought out of the box- important initiatives..but where we started….

Movement as the big idea…

Data rather than intuition….so really encouraged. And thinks that really big ideas will emerge…

