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“Ensuring adherence to our Conservation Approach to improve the process and impact of our Conservation Work”
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GLOSSARY – Or list of commonly used terms

Conservation Audit Team – A multi-functional team of individuals who are assembled for a short period (usually a week or less) to conduct a Conservation Audit.  Oftentimes, the team will include an outsider (i.e. a non-TNC staff member), but most Conservation Auditors are TNC Project Managers, Scientists, Senior Managers, etc.  The Audit Team is also often referred to as the “Review Team” or the “peer-review” Team.  No person with a driect managerial relationship to the Project being reviewed can be part of the peer-review team.
Conservation Approach - A key part of the Nature Conservancy’s Conservation by Design Framework.  It is an integrated conservation process comprised of four fundamental components: 1) Setting priorities through ecoregional planning and global habitat assessments; 2) Developing strategies at multiple scales to address these priorities; 3) Taking direct conservation action; and 4) Measuring conservation success.  The Conservation Action Planning (CAP) process covers components 2-4 and is the set of basic practices expected of all TNC Conservation Projects.
Conservation Audit - a peer-review of the processes (inputs, actions and outputs) and, where applicable, the results (outcomes and impacts) of a conservation project, regardless of scale”
Project Team – The core set of practitioners who work on a given Project or Program which is undergoing a Conservation Audit.  The Project Team is the key “client” of Conservation Audits.  Note that some of the more distant but related members of the Project Team (in relation to Conservation Audits) includes State or Country Director(s), key partners, etc.
CAP – Conservation Action Planning (aka the 5S Project Management Framework) Conservation Area Planning, Site-Conservation Planning, etc.  The CAP is now a well documented of TNC’s “process for helping conservation practitioners develop strategies, take action, measure success, and adapt and learn over time…”  It can be summarized in 10 Steps or 30 Tasks.  The CAP serves as the “standards” against which we audit our conservation work.

5S – TNC’s systematic approach to Conservation planning:  Systems, Stresses, Sources of stress, Strategies, and Success Measures.   The 5S is now referred to as CAP.
5S Project Management Workbook – (Aka the CPM Workbook, the CAP Workbook, “The workbook”) The Excel workbook tool which allow Project Teams to capture and track information around their Project.  Used to facilitate the CAP process, automate the roll-up of summary results, and serve as a consistent repository for CAP information.  Download at www.conserveonline.org/2003/07/s/ConPrjMgmt_v4.
INTRODUCTION:

History

Conservation Audits were first piloted in The Nature Conservancy in 2001.  Two projects, Cosumnes River in California, and Komodo National Park in Indonesia were reviewed by a cross-functional team of conservation practitioners and managers to assess the credibility of the projects’ stated conservation impacts.   The Teams also strove to pilot and develop a standard approach for making such assessments.  This development was pushed forward by the Measures and Audit Team, lead by Brad Northrup and Sanjayan Muttulingam.

Two and half years later, in December 2003, TNC’s Board of Governors officially formalized the Conservation Measures Group (CMG), and as part of that group, The Conservation Audit Program.   Over the past 18 months Conservation Audits have been piloted at the rate of almost one a month at TNC and partner Projects
 around the world.  More than 100 practitioners have been involved in the Program to date, either serving as “peer-review” auditors or as a direct “client” of a Conservation Audit.  Conservation Audits truly embody TNC’s “One Conservancy” value.
What are Conservation Audits?

Conservation Audits are defined by TNC as “a peer-review of the processes (inputs, actions and outputs) and, where applicable, the results (outcomes and impacts) of a conservation project, regardless of scale”.  

An assessment of this type necessarily compares the project being reviewed to a set of standards or best-practices that have been pre-established.  For TNC, these standards are represented by the Conservation Approach specified in Conservation by Design, and more recently, by the “Enhanced 5S Framework” and the Conservation Action Planning (CAP) Process.  The CAP process has streamlined the portions of TNC’s Conservation Approach that come after priority setting into a simple check-list with ten steps and thirty tasks (see Appendix 2).  TNC’s hypothesized assumption is that projects that utilize a robust CAP approach are more likely to achieve conservation success over time.

In short, a TNC Conservation Audit is designed to focus on:

· The project/program‘s overarching goals and design 

· The project’s development and implementation of strategies and measures
· The project’s conscious application of an adaptive management framework
Given the fact that so few TNC Conservation Projects have systematically measured the impact of their work, it should be noted that the current Conservation Audit Protocol emphasizes the process aspects of TNC’s conservation work.  As the Measures Program becomes widely implemented over time, it is expected that Conservation Audits will more deeply review the methods used to report results of project-based measures of success.

What Conservation Audits are not!
Though the term “audit” conjures up fear for some people, it should not.
  Conservation Audits are not:

· Financial or Operating Procedure Audits

· Regulatory in nature

· Policing

· Personnel or management reviews

· Grading or tests

· The same as “evaluations” (which assess – “did you meet your intended objectives”?)
TNC’s Conservation Audit Program - Purpose
The purpose of TNC’s Conservation Audit program is three-fold:

· To improve conservation at both the project level and across the organization through a process of “quality assurance / quality control” that evaluates adherence to TNC’s standard conservation approach, that is Conservation Action Planning (CAP)
· To reinforce the credibility (internal and external) and accountability of our conservation work by objectively reviewing project team’s plans and outcomes
· To facilitate learning across TNC, and throughout the conservation community, by identifying and sharing those best-practices, successes  – and failures – which advance the conservation process 

Who benefits?

Conservation Audits serve both the individual Program or Project and the collective.  The primary “client” or customer though is the Project Team.  The main intent of a Conservation Audit is to help a Project Team identify opportunities for improvement.  

Conservation Audits though are seen as a powerful two-way learning process.  Members of the Audit (“peer-review”) Team will also benefit from seeing another Program/Project; it is fully expected that each member will go back to their own work with a new perspective about conservation, and often they will have seen innovative approaches that they themselves could apply.
As more Conservation Audits are conducted we expected that the broader lessons about what is working and what is not will be shared widely across the Conservancy and across the larger conservation community.  The learning component of Conservation Audits is significant.

For each Conservation Audit, a specific set of “key audiences” will be identified.  These usually include such entities as:
· The Program/Project Team

· The respective State or Country Director(s)

· Regional science & the Science Office

· Regional management

· Other related Conservation Programs or Projects
· Key partners

Conservation Audit Program - Goals
The Conservation Audit Program is very much a fledgling initiative in the Conservancy, but it aims to grow quickly.  To function effectively as a source of credibility, it is essential that Conservation Audits become a regular part of “doing business” in The Nature Conservancy and that the “cycle-time” of Auditing all the Conservancy’s Projects is reasonably short.
  Though Conservation Audits are currently managed by the Conservation Audit Program, it is envisioned that Operating Units eventually will see the value of “self-audits” where their Project Teams invite outside practitioners to come and systematically review their work; at that point, the Conservation Audit Program will serve to facilitate this process
· FY06 Goal:  Administrate 20 Conservation Audits across the Conservancy
· 2015 Conservation Audit Program Goal:  TNC should conduct one (1) Conservation Audit in each Operating Unit annually
A CONSERVATION AUDIT PROTOCOL
Given the “quality assurance” role of Conservation Audits within the organization, it is important that these audits are conducted using a common protocol.  Each Conservation Audit will be a unique event, usually conducted by distinct cross-functional team of conservationists, and led by many different individuals; yet each Audit will attempt to adhere to a standard approach.   The Conservation Audit Program owns this protocol and is responsible for adapting it as necessary over time based on experience and participant feedback.  The remainder of this document describes the current Conservation Audit Protocol.
Three Chronological Stages
The Conservation Audit Program serves to administrate Conservation Audits across the Conservancy.   The general process of doing this for each Conservation Audit, as well as the program as a whole, is broken into three distinct stages:

1. Pre-Audit

2. During Audit

3. Post-Audit

Each of these three stages is itself divided into four main steps or sub-process.  Figure 1 represents a diagram of the overall process:
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In general, with the exception of report writing, Pre-Audit and Post-Audit activities are handled by the Conservation Audit Program Manager, while the During Audit activities are led by a Conservation Audit Team Leader and the Conservation Audit Team which has been assembled for each Audit.  (See Glossary for a definition of commonly used terms).
DISSECTING THE CONSERVATION AUDIT PROCESS

The remainder of this document is a systematic look at the Conservation Audit Process and its various sub-processes.  As illustrated in Figure 1, the Process can be described (somewhat artificially) in the following way:

1.0 Pre-Audit

Pre-Audit consists of four main steps or sub-processes:

1.1 Project identification & Sign-up

1.2 Scoping & Scheduling

1.3 Peer-Review Team-building

1.4 Final Logistics & Data Transfer
2.0 During Audit
For ease of description, During Audit also consists of four main sub-processes:

2.1 Kick-off & Expectations Setting

2.2 Final Scope & Agenda

2.3 Review & Analysis

2.4 Preliminary Feedback Session
3.0 Post Audit

Post-Audit’s four sub-processes are:
3.1 Report Creation

3.2 Knowledge Management

3.3 Follow-up

3.4 Audit Program Learning

Each of the next twelve (12) pages will document the (a) Objectives, (b) Timing, and (c) Deliverables associated with each of the Conservation Audit sub-processes.  As noted earlier, for Audit Teams in particular, the key sub-processes are 2.1 through 3.1.   “Peer-reviewers” should understand the objectives and deliverables listed in these sections.

1.   Pre-Audit
1.1. Project Identification & Sign-up

Objectives:

a. Identify suitable projects 

b. Market (“sell”) Conservation Audit Program to “suitables”

c. Get Projects into the Audit Pipeline (i.e. “sign-up”)

Timing:

a. 12-3 months prior to Audit
Deliverables:
a. Audit Pipeline (Database)

1. Pre-Audit

1.2. Scoping & Scheduling

Objectives:

a. Get Pipeline Projects scheduled

b. Scope out (w/“client”) exactly what will be Audited (e.g. Program v. Project)

c. Identify all relevant Project Team Members who should be part of Audit

d. Draft Terms of Reference (ToR) for appropriate (and agreed upon) scope

e. Identify assessment tool-kit to be used based on scope

Timing:

a. 3 months – 3 weeks prior to Audit
Deliverables:
a. DRAFT Terms of Reference (ToR)

b. Audit dates on the calendar

c. Assessment Tool(s) identified
1. Pre-Audit

1.3. Peer-Review Team-building

Objectives:

a. Gather appropriate Peer-Review Team (X’s & O’s)
 from “Pool” of trained / untrained TNC staff and outsiders

b. Provide necessary “Audit-prepTraining” & materials (i.e ToR, Toolkit)

Timing:

a. 3 months – 3 weeks prior to Audit
Deliverables:
a. Appropriately sized and staffed Audit Team (growing Peer-Reviewer Database)

1. Pre-Audit

1.4. Final Logistics & Data Transfer

Objectives:

a. Organize meeting locations, transport, lodging, field trips, etc.

b. Make data requests for standard project documents (e.g. 5S Workbook, Strategic Plans, Workplans, Org Charts, other measures of success reports)

c. Obtain list of key partners (if applicable) and begin arranging partner meetings/interviews

Timing:

a. 2 months – 2 weeks prior to Audit
Deliverables:
a. DRAFT Agenda

b. Data gathered and disseminated to Review Team

c. Partner List and interview schedule
2. During Audit

2.1. Kick-off & Expectations Setting

Objectives:

a. Introduce all participants (Audit Team / Project Team)

b. Introduce the Audit concept to the Project Team

c. Set expectations for the Audit (from both sides)

Timing:

a. Day 1 of Audit  (2-10 days total duration)
Deliverables:
a. Expectations (from the Project Team)
2. During Audit

2.2. Final Scope & Agenda

Objectives:

a. Agree on (finalize) scope for Audit

b. Finalize Agenda (schedule of meetings, etc.)

Timing:

a. Day 1 of Audit (2-10 days total duration)
Deliverables:
a. Finalized (and agreed upon) ToR

b. Finalized (and agreed upon) Agenda
2. During Audit

2.3. Review & Analysis

Objectives:

a. Conduct Audit (i.e. gather enough intelligence to properly review program according to ToR and with use of standard CAP assessment tool as appropriate)

b. Generate “Findings (both Innovations/Best-practices & Opportunities for Improvement) and Recommendations”

Timing:

a. 2-10 days total duration
Deliverables:
a. Preliminary “Findings & Recommendations”

· Bulleted format using template

· Presented verbally to Project Team at end of Audit
2. During Audit

2.4. Preliminary Feedback Session

Objectives:

a. Review Team provides “Preliminary Findings & Recommendations” to Project Team as a chance to:

· Correct misinterpretations

· Inform the Review Team about other data or sources of information

Timing:

a. Last Day of Audit
Deliverables:
a. Preliminary Findings & Recommendations (bulleted using template) presented both verbally and electronically to the Project Team
3. Post-Audit

3.1. Report Creation

Objectives:

a. Review Team creates “fleshed-out”, written version of “Findings & Recommendations as per the ToR

b. Project Team gets opportunity to comment on written report

· Includes provision for dissenting opinion

c. Audit Report Finalized

Timing:

a. 6 weeks post Audit

· Audit Team takes 2 weeks (maximum) to DRAFT report

· Project Team allowed 1 month to provide comments to DRAFT

· Audit Team finalizes Report
Deliverables:
a. DRAFT & FINAL Conservation Audit Report

b. DRAFT & FINAL Executive Summary

c. DRAFT & FINAL One-page Conservation Audit Summary (PDF)
3. Post-Audit

3.2. Knowledge Management

Objectives:

a. To distribute the Findings & Recommendations from the individual Audit

b. To assimilate, analyze, and distribute the broader learnings from cumulative Audits

Timing:

a. 3 months post Audit & Continuously
Deliverables:
a. Analysis and dissemination of broader learnings from cumulative Audits

b. Formal communication to key audiences of Conservation Audit reports

1. Senior Management

2. Board of Governors (once a year – summary presentation)
3. Post-Audit

3.3. Follow-up

Objectives:

a. To check-up on Project/Program progress at a regular interval(s)

b. Provide channels of support to Project/Programs that have been Audited 

Timing:

a. 12-18 months post Audit (?)
Deliverables:
a. Follow-up Audit

b. Project improvement support
3. Post-Audit

3.4. Audit Program Learning

Objectives:

a. To adaptively manage the Conservation Audit Program

· Learn from experience and adjust process as necessary going forward

Timing:

a. Continuous
Deliverables:
a. Regularly improved Conservation Audit Process
APPENDICES
Appendix 1:  Process Maps for Steps 2.1 – 3.1
The following five “process maps” or diagrams (1 per page) describe the key activities that take place during each Conservation Audit sub-process.  “Swim-lanes” (the horizontal rows) are used to denote different entities or stakeholders who are part of the process.  Activities or tasks that are shared across entities are shown as overlapping the boundaries of the “swim-lanes”.
Note that while the process diagram makes it appear that all these activities are sequential, this is not necessarily the case.  The process “flow” is meant to be as accurate as practical, but it is of course impossible to model all of the transactions that occur during any such process.

Key:  
· Main boxes (rectangles) represent some activity or set of tasks

· Dotted lines reflect essential information flow
· The “scroll” icon represents a tangible product (e.g. a report).
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Appendix 2: CAP Process Summary & “Checklist”
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Fig. 1:  Three stages of the Conservation Audit Process and twelve sub-processes:
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A.  Defining Your Project


1.  Identify People Involved in Your Project


Selection of core project team members and assignment of roles


Identification of other planning team members and advisors as needed


Identification of a process leader


2.  Define Project Scope & Focal Conservation Targets (5S = Systems)


A brief text description and basic map of your project area or scope


A statement of the overall vision of your project


Selection of no more than 8 focal conservation targets and explanation of why they were chosen�


B.  Developing Your Conservation Strategies and Measures


3.  Assess Viability of Focal Conservation Targets (5S = Systems)


Selection of at least one key ecological attribute and measurable indicator for each focal target


Your assumption as to what constitutes an acceptable range of variation for each attribute


Determination of current and desired status of each attribute


Brief documentation of viability assessments and any potential research needs


4.  Identify Critical Threats (5S = Stresses & Sources)


Identification and rating of stresses affecting each focal target


Identification and rating of sources of stress for each focal target


Determination of critical threats


5.  Conduct Situation Analysis (5S = Strategies)


A situation analysis that includes indirect threats/opportunities and associated stakeholders behind all critical threats and degraded attributes 


A “picture” – either in narrative form or a simple diagram – of your hypothesized linkages between indirect threats and opportunities, critical threats, and focal targets


6.  Develop Strategies: Objectives & Actions (5S = Strategies)


At a minimum, good objectives for all critical threats and degraded key ecological attributes that your project is taking action to address and �if useful, for other factors related to project success


One or more strategic actions for each conservation objective


7.  Establish Measures (5S = Success)


A list of indicators and methods to track the effectiveness of each conservation action


A list of indicators and methods to assess status of selected targets and threats you are not currently working on


C.  Implementing Your Conservation Strategies and Measures


8.  Develop Work Plans


Lists of major action steps and monitoring tasks


Assignments of steps and tasks to specific individual(s) and rough timeline


Brief summary of project capacity and a rough project budget


If necessary, objectives and strategic actions for obtaining sufficient project resources


9.  Implement


Action.


Measures.


D.  Using Your Results to Adapt and Improve


10.  Analyze, Learn, Adapt, & Share


Appropriate and scheduled analyses of your data


Updated viability and threat assessments


Modifications to objectives, strategic actions, and work plans, as warranted


Regular updates of project documents


Identification of key audiences and appropriate communication products for each











� The financial analogy would be that the CAP is akin to GAAP, or generally accepted accounting principles.  The Conservation Audit Program assesses that Projects are in adherence to the CAP in the way that financial auditors assess the application of GAAP in the preparation of company financial statements.  Obviously the CAP process is much less rule-based, so Conservation Auditing is more of a qualitative assessment of adherence to general practice “standards”.


� Through the auspices of the Conservation Measures Partnership (CMP), a consortium of conservation NGOs, Conservation Audits have been tested and conducted within TNC, WWF, and WCS. 


� The use of the term “Conservation Audit” has been hotly debated, but the Program has consciously used the term because of its widely understood meaning.  If we are serious about building credibility, both internally and externally, in our conservation work, we should embrace the accountability embodied in this term.


� TNC’s Internal Audit function aims to audit each operating unit at least once every five (5) years.   In order to achieve the same rate by conducting a single Conservation Audit in each Operating Unit, TNC would need to hold slightly more than one (1) Conservation Audit each month.  If TNC strove to Audit half of all Conservation Projects every five (5) years, it would require conducting and estimated 6 Projects per month, or one (1) in each Operating Unit every year.  This is the 2015 Goal for the Conservation Audit Program.


� X’s refer to members of the Audit Team denoted as “cross-learning” or “true peers”.  These generally are practitioners who work on their own Conservation Projects and who will contribute and benefit most from the two-way learning experience of Conservation Audits.  O’s represent the “Others” or “Outsiders” who are essential to Audit Teams, but who are not practitioners with direct Conservation Project management roles. 
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Analyze actions & data

·

Learn from results

·

Adapt project

·

Share findings 
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<Process Name>


<Function>


Conservation Audit Process – 2.3 During Audit / Review & Analysis


Audit Team Lead


Audit Team


Project Mgr.


Project Team


From 2.2


Present basic background details about Project to Audit Team.  Scope, Start Dates, Vision, Objectives, etc.


Respond with clarifying questions as necessary


Begin CAP “Checklist” assessment sequentially (returning back to previous sections for follow-up as necessary)


Respond to questioning, providing documentation as necessary


Introduce partners as applicable and as necessary


Take Audit Team on field site visits as applicable and as necessary to demonstrate Project


All Audit Team members present should take notes using the Findings & Recommendations Template


Assess ToR and Assessment Tools (Template) daily to ensure coverage (i.e. assess gaps, and adjust as necessary)


Nightly as an Audit Team: Compare, discuss, edit, preliminary Findings


Prepare Preliminary Findings & Recommendations for feedback presentation


To 2.4
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Conservation Audit Process – 2.4 During Audit / Preliminary Feedback Session


Audit Team Lead


Audit Team


Project Mgr.


Project Team


From 2.3


Lead discussion of Preliminary Findings & Recommendations


Add “color commentary” / examples, etc. as necessary


Correct misunderstandings or factual errors


Inform Audit Team about other data or sources of data


Make corrections to Findings & Recs as necessary (live if possible)


Arrange to reach out to other sources as necessary


Ensure that all notes are captured and documented


To 3.1


Prelim.
Findings 
& Recs
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Conservation Audit Process – 3.1 Post Audit / Report Creation


Audit Program Mgr.


Audit Team Lead


Audit Team


Project Team


From
2.4


Divide writing responsibilities into appropriate sections & share all notes


Provide any edit or other comments to Audit Team Lead


Flesh-out respective sections (over 2 week period)


Review DRAFT 
(over 1 month)


Circulate DRAFT to all necessary recipients (including “readers”)


Gather and pull-together various sections to form DRAFT Report


With Project Team, mutually agree on handling of any edits


Make changes as necessary and create FINAL Audit Report including Executive Summary


Gain agreement on FINAL Audit Report


Arrange creation of 1-Page Audit Summary PDF


1 Page
Summary


FINAL Audit Report


DRAFT Audit Report
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Conservation Audit Process – 2.1 During Audit / Kick-Off & Expectations Setting


Audit Team Lead


Project Team


Project Manager


Audit Team


Introduce
Conservation
 Audit 
concept 
and process 
(Standard PowerPoint)


Brief self
Introduction
[Name, role in TNC, on Audit]


Brief self
Introduction
[Name, role]


Self
Introduction(s)
[Name, role]


Request a statement of
expectations from
each member on the Project Team


State
expectations


State
expectations


Note expectations


Consider adjustments to ToR or audit process as necessary


State clearly which expectations can be met and which cannot


To 2.2


Brief self
Introductions
[Name, role]
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Conservation Audit Process – 2.2 During Audit / Final Scoping & Agenda Setting


Audit Team Lead


Audit Team


Project Mgr.


Project Team


From
2.1


If not already completed, discuss and confirm Scope
 of Conservation Audit with Project Team


Discuss & confirm
Scope of Conservation
Audit


If not already completed, finalize Conservation Audit
Terms of Reference (ToR) with Project Team


Make mutually agreed to adjustments as necessary and “sign-off” on Audit ToR


With help from Project Team staff,
Finalize interview arrangements with
Partners as necessary


With help from Project Team staff,
Finalize Logistics
as necessary


Present Agenda / Schedule for the Conservation Audit, make adjustments and confirm it


Finalized
ToR


Finalized
Agenda


Help with Partner 
Meeting scheduling


Help with Logistics


To 2.3
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