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Purpose 
This tool is intended to help NGOs assess the genuine interest of a community in NGO support and programming. Community acceptance of a project or NGO does not necessarily correlate with community interest or need; communities may simply tolerate an organization’s presence. However, NGOs should adhere to the principle of Free, Prior, and Informed Consent (FPIC) and strive for enthusiastic support from the community rather than settling for tolerance. See below for more information about FPIC.
This tool provides organizations with guiding questions for assessing community interest along with a preliminary assessment to ensure NGOs have not overlooked important processes in early community engagement. The steps in this tool are designed for organizations that intend to work with a community for the first time and are in the beginning stages of communication with it.
How to use this tool 
Assessing community interest and need is crucial when working with new communities to ensure that a partnership is both wanted and appropriate. By conducting an assessment of community interest, NGOs gain a better understanding of community dynamics as well as the community’s need and desire to be engaged. Conducting an interest assessment with the community may unearth new ideas, challenges, and strategies while providing a platform for relationship building, development of trust, and community participation. This tool should be completed internally and in parallel to initial meetings with community members and leadership.  
This tool also helps ensure that NGOs consider the community’s right to Free, Prior, and Informed Consent of programming. During initial meetings, communities have the right to give or withhold consent to a program or project that may affect them, their property, or their natural resources. NGOs must remain open to all possibilities and recognize the community's right to be involved in and negotiate the conditions of program design, implementation, continuation, or termination. Completing the assessment below and following the guidelines will help NGOs base all programming in FPIC. 
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Depending on organizational and community structure, the strategies for assessing community interest can vary. The intensity of assessment can range from a formal evaluation of community needs to informal meetings or discussions with community members and leadership. This tool can be tailored to a wide range of communities and adjusted to fit the level of assessment appropriate for both the project and the community. The first section of the tool covers guiding questions and a list of guidelines for initial interactions with the community. The second section comprises an assessment to determine the level of community interest after initial communication.
Strategies for community interest and needs assessments include surveys, interviews, and community meetings. The following questions and goals provide basic examples for communicating with a community to assess interest and can be used with any of the previously mentioned strategies. Questions can be made more specific or general as necessary.  
Guiding questions 
· What makes your community special?  
· What defines your community and binds people together? 
· What subgroups exist within your community and what binds these subgroups together? 
· What topics or issues are most important to members of your community? 
· What industries, resources, or businesses are most critical to your community? 
· What is the structure of your community’s leadership? 
· How is information disseminated to the community? Is there a platform for communication? 
· What changes, if any, do you want to see in your community?
Guidelines for initial communication 
· Determine what the organization wishes to learn from the community: Establish goals and objectives specific to both your NGO’s capacity and the community’s involvement. 

· Establish contacts with people who can assist with soliciting authentic responses from community members.  



(continued next page)

· Communicate with community members from a wide range of subgroups and backgrounds, giving specific consideration to marginalized groups. 

· Make a conscious effort to ensure feedback from marginalized groups is received in a manner that is appropriate and sensitive to members of the group. This includes ensuring the option for anonymous or private testimonies. 

· Ensure that assessments are systematic, include a variety of local stakeholders, and engage community members in a meaningful way. 

· Manage community expectations by emphasizing that partnerships will require community involvement, contribution, and ownership.  

· Avoid promising to establish programs in the community before assessments have been completed and a formal decision to work with the community has been reached. 

· Choosing each other: Keep in mind that the community must choose to work with the NGO and the NGO must agree to work in the community. Communities have the right to Free, Prior, and Informed Consent for all programs and projects.  
Guidelines and questions adapted from Rotary International. Community assessment tools: A resource for Rotary projects. 2019. 
Assessing community interest 
This section provides guidance on how to evaluate community interest and identify possible challenges to engagement. After initial meetings with community members and subgroups, rate the following statements on a scale of 1 to 5, with 1 being strongly disagree and 5 being strongly agree. Note that interpreting behavior and responses requires a level of familiarity with local cultural expression and communication styles. Thus, having an individual with experience in the culture present and assisting with this assessment will strengthen the validity of this tool. Categories and subgroups can be added or removed as needed. Recognize that this tool, as with any initial assessment of need, could be prone to selection bias as many of the community members willing to communicate may be those with invested interests. 
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Whole Community 
Enthusiasm 
A majority of community members were enthusiastic about working with or being involved with 
your organization.  
	1
	2
	3
	4
	5


Openness 
A majority of community members were open and communicative.
	1
	2
	3
	4
	5


Need 
There is a strong need within the community that your organization has the capacity to support.
	1
	2
	3
	4
	5


Equity 
There will be benefits for the community that will be equitably distributed among subgroups and various demographics.
	1
	2
	3
	4
	5
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Subgroup 1
Enthusiasm 
Members of Subgroup 1 were enthusiastic about working with or being involved with your organization.  
	1
	2
	3
	4
	5


Openness 
Members of Subgroup 1 were open and communicative.
	1
	2
	3
	4
	5


Need 
There is a strong need within Subgroup 1 that your organization has the capacity to support.
	1
	2
	3
	4
	5


Equity 
Benefits of collaboration will be most favorable for Subgroup 1.
	1
	2
	3
	4
	5
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Subgroup 2
Enthusiasm 
Members of Subgroup 2 were enthusiastic about working with or being involved with your organization.  
	1
	2
	3
	4
	5


Openness 
Members of Subgroup 2 were open and communicative.
	1
	2
	3
	4
	5


Need 
There is a strong need within Subgroup 2 that your organization has the capacity to support.
	1
	2
	3
	4
	5



Equity 
Benefits of collaboration will be most favorable for Subgroup 2.
	1
	2
	3
	4
	5
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Analysis 
There are various ways to analyze the results from this tool, from creating a simple visual analysis of results to making multilevel comparisons between subgroups. Two simple ways of analyzing results are below.  
1) Combine the scores from the whole community and all subgroups for each category and compare that number with the highest possible score for that category (the following total is calculated from the three groups in the example). Low values will demonstrate which factors may need to be addressed before initiating programming. For instance, if enthusiasm is low, identifying community champions (Tool 5.1) to build support may be necessary. If need is low, the NGO may reconsider the type of programming that would be useful for the community or reconsider programming in the community altogether.  
Total Enthusiasm: ____ / 15 
Total Openness: ____ / 15 
Total Need: ____ / 15 
Total Equity: ____ / 15 
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2) Combine totals from each category for each subgroup to compare the overall interest of each subgroup and the whole community. Low values will demonstrate which subgroups may not be interested in or benefit from programming. A low value in the whole community interest score demonstrates incompatibility between the community and the NGO programming.  
Whole community interest score: ____ / 20 
Subgroup 1 interest score: ____ / 20 
Subgroup 2 interest score: ____ / 20 
Results of this tool build awareness of possible opportunities and challenges for future collaboration and are not an indicator of project viability. Low scores for certain subgroups or categories do not mean successful engagement is not possible. This informative tool allows for comparison between the overall community and various subgroups to identify need within subgroups or identify exclusionary areas of interest. This tool provides a base for initial assessment and may serve to inform the results for other tools such as 
Tool 5.1: Identifying Community Champions.  














[image: ][image: ]	



7
[image: ][image: ][image: ]		
Purpose 
This is one of two tools in the Rapid Response Kit intended to help NGOs begin projects in new communities. The budget template can be used internally, and activity sections can be provided to community partners. Providing an illustrative budget to the community early on will instill confidence in the NGO’s capacity and mitigate program delays. This tool also includes a scenario analysis workbook, enabling NGOs to compare budget scenarios and test the effects of individual line item changes. 

How to use this tool 
Although budgets will vary drastically depending on the project, region, donor, and contract type, many crucial elements are consistent. This tool begins with a generic budget template and includes instructions for completing scenario analyses. The tool is available as an editable Microsoft Excel workbook.
The budget template is intended to be simple, requiring little Excel experience or manual calculation. It is currently set for two years with three programs. However, the sheet can be modified to fit the needs of your organization by adding budget line items, programs, or additional years.
Begin by reviewing the categories and line items in the Current Budget tab to determine which are relevant to your project and if you need to add additional line items. Even if some line items in the template are not relevant to your organization at the time of budgeting, it may be useful to keep them in the template for future use and simply leave the columns blank. Enter the rate per unit for each relevant line item along with the total units expected for that item for each program. The Amount columns and Total rows will calculate automatically. 

Scenario Analysis
To use the scenario analysis tool, begin by copying your current budget into the Scenario 1 tab. If you are testing more than one scenario, copy the current budget into additional scenario tabs. In each scenario sheet, change the parts of the budget for which you are testing the effect. Highlight the line items that are different from the current budget in the scenario so that you can easily see what changes are being compared.

(continued next page)


See the effects of each scenario in the corresponding Effect Analysis tab. Use the Explanation column in these tabs to describe the change that was made in the scenario (e.g., adding 10 days of work for a driver to program 2 in year 1, purchasing additional analysis software, changing the total number of training attendees from 25 to 40 people). The Variance column will show the difference between the tested scenario and the current budget. The Scenario Summary tab will also populate automatically for easy comparison of multiple scenarios. The Assumptions column in this tab can be used to list explanations of the change or assumptions inherent in the scenario (e.g., each person added to a training will cost $20/day). 
The editable Excel workbook for Tool 2.1 is available for download here. 
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Purpose 
This is one of two tools in the Rapid Response Kit intended to help NGOs begin projects in new communities. Providing an illustrative timeline to the community early on will instill confidence in the NGO’s capacity and mitigate program delays. Gantt charts, or project timelines, are popular tools for project management and consist of a horizontal bar chart that shows progress on a project schedule. There are many timeline and Gantt chart templates available online; however, most involve complicated formatting and design elements. The version provided here is a simplified template that can be tailored to fit your program. Tasks are arrayed on the vertical axis while the horizontal axis represents time. Tasks may be rolled up into summary elements, which constitute a number of subtasks and represent a phase of project work. 

How to use this tool  
Although project timelines will vary drastically depending on the project, region, donor, and contract type, many crucial elements are consistent. This tool begins with a generic timeline template and includes instructions to guide you in adapting it to your project. The tool is available as an editable Microsoft Excel workbook.

In the Task Table tab, enter the task names, start date, duration (months), and end date. The tasks will automatically appear in your Project Timeline. In some cases, you may want to edit the table formatting to remove any blank space in the beginning of your chart. To do so, follow these three simple steps:

1. Click on the dates above the task bars and select Format Axis. 

2. In the Axis Options window, under Bounds, look for the current number for Minimum Bounds. This number represents the left-most boundary of your Project Timeline. Increase this number to bring your tasks closer to the vertical axis.

3. If needed, click Reset to return to the original settings. This allows you to try a number of settings until you find the one that makes your Project Timeline look best.
The editable Excel workbook for Tool 2.2 is available for download here. 
(continued next page)
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Purpose 
This tool is intended to help NGOs define potential program areas that fit their organizational missions. The completed worksheet should be an internal document and may be reviewed annually. It should inform the NGO’s position at community visioning workshops but does not need to be shared with community leadership.  

How to use this tool 
This worksheet should be completed internally, before an NGO engages in visioning workshops with a community. Ideally, this tool will spark a self-reflective discussion about an NGO’s mission, so it is crucial that it be completed with NGO executives present. 

In a meeting to complete this exercise, begin by stating your NGO’s organizational vision or mission statement. Then transition to discussing priority goals (ecological or social) related to the region in which you intend to implement programming. These goals may be predefined by donor mandate, organizational mission, or international conservation targets.  

Next, move on to the middle column, where you discuss program areas that your NGO could consider if the communities in your target region express interest or demonstrate related issues. These should be flexible program areas and may seem to be outside your NGO’s sectoral expertise. However, listing areas for potential program expansion can help guide a discussion on organizational capacity (see Tool 4: STEP Analysis for Internal Capacity).  

Lastly, complete the third column: Red Lines. “Red lines” are program areas or activities that your NGO is unwilling to consider, either due to a clear lack of capacity in that area or values that contradict those of the NGO. These red lines should be nonnegotiable. If they are not, you may consider adding them to Areas for Expansion. For instance, an NGO focused on preventing land conversion to agriculture would categorize any agricultural expansion programs as a red line but may include the creation of silvo-pastoral systems in Areas for Expansion. 

(continued next page)


	Organizational vision: Write in mission statement here 

	Priority Goals in Target Community
	Areas for Expansion
	Red Lines

	In this column, list your top three goals for this area as a desired end state 
	In this column, list three areas of programming that you would consider supporting if the community expressed interest (these can and should be flexible) 
	In this column, list three areas of programming that you are unwilling to support due to lack of capacity, mission creep, or contradicting values  

	1 
 
 
	1 
	1 

	2 
 
 
	2 
	2 

	3 
 
 
	3 
	3 
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Purpose 
This tool is intended to help NGOs recognize their capacities to work in the social, technical, economic, and political spheres of a community. When completed with a self-critical lens, this tool can determine NGO readiness to implement programming and pinpoint gaps and areas where additional resources are required to be successful. The completed worksheet should be an internal document and may be reviewed annually. 
How to use this tool  
This worksheet should be completed internally, before an NGO engages in activity planning with a community. Ideally, this tool will spark a self-reflective discussion about NGO capacity, so it is crucial that it be completed with NGO executives present.
In a meeting to complete a STEP analysis, begin by defining the region or community for which you are assessing your readiness to implement programming. Then answer the questions on the worksheet to assess your NGO’s social, technical, economic, and political capacities. These questions can be answered qualitatively or using a Likert scale depending on your preference. The answers are not meant to be analyzed rigorously, but rather are intended to spark discussion and meaningful self-reflection. At the end of each section, list your NGO’s greatest assets and limitations based on your answers to the questions. Lastly, use your limitations response to inform the actions and required partnerships you may need to develop before implementing programming in a target region. 
(continued next page)












STEP ANALYSIS WORKSHEET
Organization Name: ___________________________
Date: _______________________________________
Participant Names: ____________________________________________________________________________________   
____________________________________________________________________________________  
Target Region: ________________________________

PART I: SOCIAL
Assessing an understanding of demographics, capacity for information transfer, social processes, and trends in environmental attitudes and perception. 
Population size in target region: _______________________________________________________
Primary ethnic or familial group(s): ____________________________________________________
Primary religion(s): _________________________________________________________________
Demographics (e.g., % women, % youth): _______________________________________________
· To what extent does your NGO employ staff from the target region?
__________________________________________________________________________________
· To what extent do the local staff represent the demographics in the target region?
_________________________________________________________________________________
(continued next page)
· To what extent does your NGO have the language skills to communicate in the target region? (Consider all local languages and dialects.)
__________________________________________________________________________________
· Does your NGO have a physical presence in the target region? If not, how accessible is the target region from your nearest office?
__________________________________________________________________________________
· To what extent is your NGO integrated into cultural events in the target region, either by invitation or participation?
__________________________________________________________________________________
· Has your NGO conducted an attitudinal survey in the past two years regarding relevant environmental topics in the target region? If not, does your NGO have access to the results of an attitudinal survey conducted in the last two years by a partner organization?
__________________________________________________________________________________
· To what extent does your NGO understand the historical and current perceptions of environmental work in the target region?
___________________________________________________________________________________   
____________________________________________________________________________________  

(continued next page)





· To what extent does your NGO employ women?
___________________________________________________________________________________   
____________________________________________________________________________________  

Greatest assets:

Significant limitations:

Actions and required partnerships:

PART II: TECHNICAL
Assessing expertise in the technical fields most relevant to the region and ecosystem. Technical fields may be ecosystem specific (e.g., wetlands or rangeland ecology, wildlife biology, hydrology). 
Ecosystem: _____________________________________
Relevant technical field(s): __________________________________
                                                __________________________________

(continued next page)



· To what extent does your NGO employ staff with scientific or biophysical expertise in your technical field(s)? (List names and titles if possible.)
____________________________________________________________________________________________________________________________________________________________________
· To what extent does your NGO employ staff with traditional or indigenous knowledge of your technical field(s)? (List names and titles if possible.)
____________________________________________________________________________________________________________________________________________________________________
· To what extent does your NGO employ staff with monitoring and evaluation expertise in your technical field(s)? (List names and titles if possible.)
____________________________________________________________________________________________________________________________________________________________________
· To what extent has your NGO previously conducted programming in your technical field(s)? (List projects and regions if possible.)
____________________________________________________________________________________________________________________________________________________________________
· Does your NGO have access to scientific literature regarding your technical field(s)? 
_________________________________________________________________________________
· To what extent does your NGO employ staff with social science expertise or staff trained in conducting community engagement?
____________________________________________________________________________________________________________________________________________________________________
(continued next page)
Greatest assets:

Significant limitations:

Actions and required partnerships:

PART III: ECONOMIC
Assessing understanding of the regional economy and local markets as well as the national or global market forces impacting the target region. 
Primary currency: ____________________________________________________
Per capita income: ____________________________________________________
Primary economic activities and industries in your target region: ____________________________________________________________________________________________________________________________________________________________________
· To what extent does your NGO employ staff with expertise in economics or enterprise? (List names and titles if possible.)
__________________________________________________________________________________
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· Has your NGO conducted a market survey in the past two years in the target region? If not, does your NGO have access to the results of a market survey conducted in the last two years by a partner organization?
_________________________________________________________________________________
· To what extent does your NGO understand the employment conditions in the target region, both in the formal and informal economies?
___________________________________________________________________________________________________________________________________________________________________
· To what extent has your NGO researched historical economic trends in the target region?
____________________________________________________________________________________________________________________________________________________________________
· To what extent does your NGO understand global economic forces impacting the target region?
____________________________________________________________________________________________________________________________________________________________________
· To what extent has your NGO previously conducted programming in areas with similar economic conditions? (List projects and regions if possible.)
____________________________________________________________________________________________________________________________________________________________________

(continued next page)


Greatest assets:

Significant limitations:

Actions and required partnerships:

PART IV: POLITICAL
Assessing strength of institutional contacts and understanding of regional governance structure, decision processes, and political conflicts.
· To what extent does your NGO employ staff with expertise in the political or policy sciences? (List names and titles if possible.)
__________________________________________________________________________________
· Does your NGO work with any members of governing bodies in the target region? (List names and titles if possible.)
_________________________________________________________________________________
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· To what extent does your NGO have non-employee contacts in governance institutions in the target region? (List names and titles if possible.)
__________________________________________________________________________________
· To what extent does your NGO understand the governance structure in the target region, including committees related to your technical field(s)?
__________________________________________________________________________________
· To what extent has your NGO been involved in political disputes and/or resolutions in your target region?
__________________________________________________________________________________
· Has your NGO conducted a Decision-Process Analysis in the last two years in the target region? If not, does your NGO have access to the results of a Decision-Process Analysis conducted in the last two years by a partner organization? 
_________________________________________________________________________________
· To what extent does your NGO have strong, positive working relationships with members of local governance institutions?
_________________________________________________________________________________

(continued next page)





Greatest assets:

Significant limitations:

Actions and required partnerships:
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Purpose 
This is one of two Stakeholder Mapping tools intended to help NGOs understand the people and institutions in their target regions. It allows NGOs to categorize stakeholders as supporters or opponents of their causes along with their levels of engagement. The following tool can be used to identify stakeholder groups and individuals within a community who are potential community champions, allies, adversaries, or resistors.

This tool is applicable for both NGOs that are in the beginning stages of engaging communities as well as established NGOs that wish to review the influence of stakeholders as roles and involvement can change over time. This tool should be an internal document and may be reviewed annually. 
How to use this tool  
This tool should be completed internally by members of the NGO who have direct connections with community members and generally understand their positions. 
Identifying community members who support or oppose the goals of an organization can be highly informative, especially in the beginning development stages. This exercise begins with the participating NGO representatives listing community stakeholders—including individuals, groups, and institutions—in the Stakeholder column of the workbook. There is no limit to the number of stakeholders that can be included, so creating a comprehensive list may be helpful. 
When the names of a number of stakeholders have been compiled, rank each stakeholder in two dimensions: level of support and level of participation. In the Support column, rank each stakeholder on a scale of -5 to 5 (-5 being strongly opposed and 5 being highly supportive). Then rank each stakeholder in the Participation column again on a scale from -5 to 5 (-5 being inactive or passive and 5 being very active).
After stakeholders have been ranked, they can be plotted on a Microsoft Excel chart or by hand with level of support plotted along the x axis and level of participation plotted along the y axis. The resultant chart will categorize stakeholders into four types based on the quadrant in which they fall. 
(continued next page)


· Community champions fall within the upper right quadrant, exhibiting strong support for the NGO’s mission and having strong participatory capacity. These stakeholders are knowledgeable about community structure, have connections to community leadership, and are willing to facilitate introductions to other people. These individuals can help communicate with community members as well as advise on cultural and societal best practices for a program or initiative. Community champions should be identified and engaged early on in an NGO’s planning phase. 

· Allies will appear in the lower right quadrant of the chart and represent stakeholders with support for the NGO but low participation. These groups and individuals may believe in an organization's programs, goals, or mission but are not active in their support. This group has the potential, with time and influence, to shift to more active roles as programs develop. Maintaining positive relationships with these stakeholders and actively engaging them in programming can be critical to an NGO’s success.

· Resistors will appear in the lower left quadrant of the chart, demonstrating opposition to the organization but passive participation. Though these stakeholders oppose the organization’s goals or mission, they may only weakly resist programs or initiatives. Relationships with resistors should be carefully managed to ensure they are not provoked into the adversary role. It is important to recognize this group’s values and perspectives since ignoring or marginalizing them may fuel negative interactions. 

· Adversaries fall within the upper left quadrant of the chart and refer to individuals or groups who oppose an organization’s programs, goals, practices, or mission and actively fight against its efforts. Despite conflicting values, it is important to build trusting relationships with these stakeholders. Employing conflict mitigation strategies such as the Conflict Transformation Model (see page 27 of the framework) can help reduce tensions with adversaries. 
(continued next page)




In the example chart below, three zones of engagement appear in concentric circles. These zones can further classify stakeholders based on the strength of their ranking in the support and participation dimensions. Those in the innermost circle will tend to be apathetic with little involvement outside of community-wide initiatives. Those in the second circle are more likely to be receptive to engagement. However, the resistors and adversaries in this zone may need to be engaged in different ways such as through conflict mitigation and compromise. Lastly, those in the outermost circle represent the archetype of their quadrant category (Community Champion, Ally, Resistor, Adversary).
[image: ]The editable Excel workbook for Tool 5.1 is available for download here.
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Purpose 
This is one of two Stakeholder Mapping tools intended to help NGOs understand the people and institutions in their target regions. Radargrams are useful for displaying power dynamics between multiple stakeholders to examine strengths and weaknesses. They can be used to compare stakeholders’ influences in a variety of power dimensions such as political, social, economic, cultural, and any others relevant to your context. 

This tool is applicable for both NGOs that are in the beginning stages of engaging communities as well as established NGOs that wish to review the influence of stakeholders as roles and involvement can change over time. This tool should be an internal document and may be reviewed annually. 
How to use this tool  
This tool should be completed internally before an NGO engages in activity planning with a community. To use this tool, rank the level of power that each stakeholder may have to determine if the stakeholder’s support or opposition will be significant in programming. Similar to Tool 4: STEP Analysis for Internal Capacity, power ranking assesses strengths, roles, and characteristics, but of external stakeholders rather than internal NGO capacity. The power ranking model for this tool compares the political, economic, social, and cultural power of various stakeholders. To fit your context, other power dimensions can be included. 
First, list the stakeholders you wish to evaluate in the Stakeholder column of the workbook. Consider including individuals, groups, and institutions as relevant. Next, choose the power dimensions you wish to evaluate. This template includes political, economic, social, and cultural power, but can be adapted to include additional dimensions. With a community champion, rank each stakeholder for each power dimension on a scale of 1 to 5, with 1 demonstrating very little influence and 5 representing significant influence in that dimension.
· Political power refers to a stakeholder’s influence over local, national, or international governance, laws, and political systems. 
· Economic power applies to the stakeholder’s ability to influence funding as well as their power over local markets and economies. 
(continued next page)


· Social power relates to the stakeholder’s influence on societal structures and behavior through thought leadership, perceived importance, or general respect within a community.
· Cultural power relates to the influence a stakeholder can have over the beliefs, practices, traditions, and values of a community or the individuals within that community.  
This exercise can be extremely valuable as a discussion tool and is supplemented by the Radargram. The visual depiction of power dynamics within a community can help NGOs decide which stakeholders will be important to engage and in which dimensions of programming. As seen in the example below, the spokes of the Radargram point toward the most powerful stakeholders in that dimension. An NGO can easily determine that Stakeholder 1 will be most politically powerful while Stakeholder 4 will have the most influence over economic factors. The shape of each stakeholder polygon will also help an NGO determine overall influence. For instance, the polygon for Stakeholder 2 is more circular, demonstrating strong overall power in several dimensions. In contrast, while Stakeholder 3 is strong in cultural influence, other dimensions are rather weak, giving the polygon a flattened shape. In Radargrams with many stakeholders, this visual depiction of power dynamics can help illustrate stakeholders with exceptional power in certain dimensions.
The editable Excel workbook for Tool 5.2 is available for download here.
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Purpose 
This tool is intended to help NGOs, community leadership, and implementation partners identify strengths, weaknesses, opportunities, and threats to programs. When completed collaboratively with a planning committee, this tool can help implementers recognize valuable partnerships while strengthening relationships between the NGO and the community. The completed worksheet may be shared externally and should be reviewed annually.

How to use this tool  
A SWOT[footnoteRef:1] analysis can be completed together as a large group or in small breakout groups. Since this activity is done jointly with a planning committee, it is often helpful to assign a facilitator who can frame the exercise around the committee’s previously defined common goals. A SWOT analysis may be best completed with flipcharts or on a large whiteboard so that all participants can visualize the results of the exercise. If conducted in breakout groups first, a worksheet with quadrants can be provided to each group. [1:  SWOT—which stands for strengths, weaknesses, opportunities, threats—is a widely used tool for businesses and NGOs. While this tool has been modified to fit the conservation NGO context, the material 
and graphic are adapted from University of Kansas. Center for Community Health and Development. Community tool box. 
https://ctb.ku.edu/en/table-of-contents/assessment/assessing-community-needs-and-resources/swot-analysis/main.
] 

Generally, a SWOT analysis is split into two sessions: internal strengths and weaknesses followed by external threats and opportunities. While the internal factors demonstrate the capacity or lack thereof among the implementing partners, the external factors represent conditions outside the NGO’s or community’s control. 
Session I: Strengths and weaknesses (internal factors within an organization):
· Human resources: staff, volunteers, board members, target population
· Physical resources: your location, building, vehicles, equipment
· Finances: grants, funding agencies, other sources of income
· Activities and processes: programs you run, systems you employ
· Past experiences: building blocks for learning and success, your reputation in the community
(continued next page)

The facilitator should begin with strengths, allowing for participants to highlight their work in a positive way. The facilitator may ask what ecological, social, political, and economic assets exist within the individuals or subgroups participating in implementation. The planning committee then discusses which subgroups are best equipped to handle certain situations or activities. 
Next, the facilitator can lead the discussion about weaknesses, asking what ecological, social, political, and economic capacities are lacking in the group that would limit goal achievement. Identifying weaknesses allows participants to be self-reflective and recognize gaps in their capacities. This creates deeper bonds between participants and can be a positive experience as it leads to a discussion of potential partnerships to fill these gaps. 
Session II: Opportunities and threats (external factors stemming from community or societal forces):
· Future trends in your field or the culture
· The economy: local, national, or international
· Funding sources: foundations, donors, legislatures
· Demographics: changes in the age, race, gender, and culture of those you serve or in your area
· Physical environment: Is your building in a growing part of town? Is your climate changing?
· Other actors: partner organizations, competing interests
· Legislation: Do new federal requirements make your job harder or easier?
· Local, national, or international events such as elections or natural disasters
· Local culture, attitudes, perceptions, and beliefs
The facilitator may choose to begin this session with threats so that the entire exercise ends with the inspirational opportunities piece. To assess threats, the facilitator may ask what external ecological, social, political, and economic challenges may threaten programming. It is helpful to remind participants in this session that these threats are outside the control of the community and should not be demoralizing. 
(continued next page)

Lastly, the facilitator can lead the discussion about opportunities by asking what external ecological, social, political, and economic factors can be used to enhance programming and foster new developments. This section of a SWOT analysis should spark innovation and enable participants to begin preliminary activity planning. 
	
	Helpful 
to achieving the objective
	Harmful 
to achieving the objective

	
	STRENGTHS
	WEAKNESSES

	Internal Origin (Attributes of the organization)
	 
	 

	
	OPPORTUNITIES
	THREATS

	External Origin
(Attributes of the environment)
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Purpose 
This is one of two Role Clarification tools intended to help NGOs and their community partners organize decision-makers into their respective roles on various decisions and actions. By outlining the decision process for financial, logistical, and policy decisions, an implementing NGO can ensure that the appropriate channels are followed and that there is no ambiguity in responsibility. The completed worksheet should be shared externally and reviewed when necessary. 

How to use this tool 
This tool should be completed by NGO and community leadership. As it may spark discussion on individuals’ contractual roles and responsibilities, it is often crucial that members from multiple departments be present, particularly human resources, contracts, and finance departments. The discussion can begin with creating a list of decision-makers and those affected by NGO and community partner decisions. Oftentimes, the results from Stakeholder Mapping exercises (Tools 5.1 and 5.2) and other self-assessment tools can provide the basis for this list.  

Next, the NGO and community partners should create a list of decision types. These may include but are not limited to the following: 

· Financial decisions, disaggregated by levels of authority (e.g., petty cash, small grants, procurement, large budget decisions) 
· Logistical decisions on project timeline and operations 
· Personnel decisions on hiring, benefits, employment terms, and professional development 
· Technical decisions on the implementation methods of specific programs  
· Policy decisions (e.g., community by-laws, NGO priorities, regional or national norms and laws)
 
(continued next page)







The RACI chart organizes decision-makers and those affected by decisions into four categories:  

· Responsible: The primary decision-making authority on an issue, often an individual 
· Accountable: The entity that is accountable for the decision, often an agency head who usually has veto power over decisions (the buck stops here!) 
· Consulted: Those with relevant information or expertise about an issue that must be consulted before a decision is made  
· Informed: Those who are impacted by the decision and must be informed of changes in policy but do not have authority in the decision-making process 

List the various decision types in the first column and begin discussing the decision-making roles of each stakeholder. In the appropriate columns, list the individual(s), group(s), or institution(s) that perform that role. After completion, distribute the chart to all relevant stakeholders to ensure transparency and build trust in the decision process.  

While you’re completing a RACI chart, consider the ethical implications of consent to community programming. For instance, although community members may fall into the “informed” category before program implementation, it is often good practice to give community members more decision-making power than is legally mandated. If community members are actively impacted by decisions and programs, NGOs should employ a Free, Prior, and Informed Consent policy, rather than simply informing. 

This tool may also lead to a realization that decision processes must change for programs to run efficiently. In these cases, the NGO and community leadership may create an ideal-scenario RACI chart, which outlines the areas where decision-making authority must change. Having these changes presented visually in the form of a RACI chart can help all stakeholders understand the proposed changes and facilitate discussion around those changes.  

(continued next page)
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Purpose 
This is one of two Role Clarification tools intended to help NGOs and their community partners organize team members into their respective roles for project implementation. By outlining the roles and responsibilities visually, a project planning committee can ensure that the appropriate team members are assigned each task and that there is no ambiguity in responsibility. The completed worksheet should be shared with the relevant team members and reviewed when necessary. 

How to use this tool 
This tool should be completed by a project planning committee with input from logisticians, budget managers, and local and NGO project managers. To use this tool most effectively, the project planning committee should have a completed budget and illustrative project timeline available (Tools 2.1 and 2.2), along with any contractual or deliverable requirements. 

This table walks a project planning committee systematically through the process of planning for implementation as described in the Working Hand-in-Hand section of the framework (page 46). For each activity, the committee should list tasks that need to be completed. Some of these tasks may be listed in the project timeline or be pulled directly from donor requirements. However, for this table to be most useful, activities may need to be split into individual tasks assigned to different team members. In other words, each activity in a project timeline could have its own RACI chart and its own, more specific timeline. 

List each task in the first column and the proposed or required completion date in the second. Next, discuss which team members, groups, or institutions are best suited to complete each task. This may require the planning committee to look back at its previously completed Tool 4: STEP and Tool 6: SWOT analyses. 

(continued next page)







Similar to Tool 7.1: RACI Chart for Decision Process, this chart organizes implementation roles into four categories:

· Responsible: The people actually performing the task (e.g., trainers, builders, game scouts)
· Accountable: The project manager or other entity reporting back to the donors, often NGO leadership 
· Consulted: Community members or groups that may have knowledge or expertise about the activity and its implementation
· Informed: Community members or groups that may be affected by the activity

List the various team members and beneficiaries in the appropriate columns. After completion, distribute the chart to all relevant stakeholders, along with an updated project timeline, to ensure transparency and build trust in the implementation process.

(continued next page)
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Purpose 
This tool is intended to help NGOs develop a theory of change in collaboration with a community planning committee. Supplemental to the Co-designing Activities section in the framework (page 40), this tool provides additional information on the process of backwards mapping, which creates a logic model. There are many software packages available that can be used to design the theory of change graphically, once the model has been developed. When completed, the model can be shared externally and should be reviewed in accordance with a monitoring plan. Of course, this should be a living tool and projects should expect changes over time.

How to use this tool  
This tool should be completed with a project planning committee, before an NGO begins implementing activities. Ideally, it will foster innovation and creativity, leading to the development of activities and their underlying logic. As this exercise will result in designing the activities an NGO and community partners will implement, it is crucial that it be completed with NGO and community leadership present. Backwards mapping exercises are often most successful when done with certain materials and roles assigned:

· A facilitator (see Tips and Tools: The Role of the Facilitator on page 44 of the framework)
· A skeptic (see Tips and Tools: The Role of the Skeptic on page 45 of the framework)
· A whiteboard, flipchart, or other means of visual mapping
· The results from previous capacity analyses (Tool 4: STEP Analysis for Internal Capacity and Tool 6: SWOT Analysis for External Capacity)

Begin by stating the shared goals of the NGO and community that were defined in a visioning workshop. They should be written for all participants to see. These goals will likely form the impact level of your theory of change, as shown in the example below.


(continued next page)





Next, the facilitator leads a discussion on the outcomes that will lead to these goals or impacts. Through targeted questioning, the facilitator should lead the participants through a problem orientation exercise in which participants are asked to define the root causes of the problems they face and design solutions. Though there are many ways to frame a theory of change, many NGOs choose to phrase each outcome as an expected result, or intermediate solution, thus creating a results framework. Work backwards through outcomes until you reach output-level activities that can be implemented by the NGO and community partners. When discussing outputs, be sure to consult the results from your previously completed STEP and SWOT analyses to ensure that activities are feasible.

Some examples of questions a facilitator and skeptic might ask to guide participants in understanding chains of logic include the following: 
· What factors would create stable wildlife populations?
· What is the root cause of overgrazing in this area?
· What can the women’s association do to bring more girls and youth to events?
· How is the rangeland management training leading to healthier pasture?
· Is beekeeping technical training enough to ensure women’s ownership of the enterprise?
· Have we thought about how this location for the well will affect girls’ ability to attend school?

At this stage, you can include arrows to define logic in your model. The arrows in a theory of change allow a project planning committee to demonstrate complex, nonlinear relationships between outputs, outcomes, and impacts. The arrows also encompass the assumptions inherent in a theory of change. Creativity in the use of arrows is highly encouraged as a way to characterize the relationships between various pieces of a logic model. The figure below shows some regularly used arrow types and the relationships they represent. 

(continued next page)
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After you have mapped your logic from impacts back to outputs (activities), the facilitator can move on to determining necessary inputs (e.g., financial, material, and human resources) to implement those activities. These inputs can often be translated directly into budget line items for labor, materials, and other equipment or supplies (Tool 2.1: Budget Template With Scenario Analysis).

Tips for backwards mapping
· Avoid making logical leaps by thinking through the direct causes of each expected result, even if this means having multiple levels of outcomes.
· Challenge your assumptions! Allow the skeptic to question every part of your theory and think through the dependencies inherent in your logic between outputs and outcomes (intended and unintended). 
· Avoid phrasing your outcomes as indicators or targets. The process of developing indicators and setting targets will come later in a monitoring plan. Rather, phrase your outcomes in general terms (e.g., increased income retention, decreased livestock depredation, improved understanding of conservation values, decreased habitat fragmentation).

(continued next page)


· Take time to think of outcomes beyond the expected direct causal relationships. The facilitator can assist by prompting participants to think of social, ecological, and economic outcomes. Color coding items by their respective fields is a simple way to visually demonstrate the balance (or lack thereof) between your social, ecological, and economic outputs and outcomes.
· Remember that theories of change may look complicated during development. An external-facing version can be designed later, but it is crucial to retain the detail and nuance of your program logic in your internal model. Allow for this complexity and debate in your discussion.
· Remember that you do not need to have the same number of items in each column (inputs, outputs, outcomes, and impacts). Most complex theories of change have significantly more outcomes than any other level in the model.
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Purpose 
This is one of two Monitoring for Results tools intended to help NGOs develop strong, results-oriented monitoring plans. Unlike the other tools in this toolkit, this is not an editable document or worksheet. Rather, this tool provides information on how to monitor complex programs to increase confidence in intended outcomes. This tool should be read and discussed as it applies to each organization’s theory of change.

How to use this tool  
This tool should be read individually by all members of a project team and discussed during the creation of a monitoring plan. Although it may be helpful to take notes during the discussion to inform the development of a monitoring and evaluation schedule, there is no tangible deliverable from this exercise. The outcome of this tool should be a thought-provoking conversation and a change in mindset, allowing NGOs to avoid oversimplification and embrace the complexity of conservation and development programs.  
Through the process of creating a theory of change, practitioners will often feel overwhelmed by the interlinkages between activities, outputs, outcomes, and impacts. Discussing these connections while recognizing that there is no one solution to any problem can deepen team relationships, foster innovation, and strengthen the logic of a model. With the project planning committee, discuss the following topics as they relate to your programs:

· With a simple theory of change, an NGO can have greater confidence in its model, or hypothesis. Greater confidence in a model means that implementers can be more certain that the activities planned will result in the intended goals. However, oversimplifying a theory of change can lead to unintended consequences and overlooked influences and risks.  

· Is your theory of change too simple?  
· Are you overlooking internal or external influences?  
· What unintended outcomes (positive or negative) could result from your activities? 
 (continued next page)






· A complex theory of change with sound logic is often preferable to a simple one since it demonstrates thoughtful planning and recognition of assumptions. However, the complexity may be confusing to some donors if it is not adequately described. Having a complex internal theory of change and a simplified model for external use can be very useful. 

· Does your theory of change meet the logic and graphic requirements of your donor?  
· How can you make a complex theory of change understandable for donors and partners who do not know your programs or context?  
· How can you balance the complexity of your model with the simplicity of many donors’ requirements?  

· As you introduce more complexity into a model, you will inherently introduce more assumptions which may or may not be accurate in the real world. If the assumptions in a model are accurate, it is likely that the theory of change will hold true. If the assumptions are not accurate, or if there are influencing factors that were not considered, the theory of change developed with the project planning committee may need to be revised.  

· What assumptions are you making in your theory of change?  
· How confident are you in each assumption?  
· If some of your assumptions are not accurate, how will your theory of change—and your activities—adapt?  
There is a way to increase confidence in a theory of change even if it is very complex! Monitoring a theory of change allows NGOs and partner communities to measure the expected results of inputs, outputs, and outcomes. By measuring the results at each level of a theory of change, NGOs can test their assumptions and revise their theory of change as needed.  
Monitoring output-level indicators is often simple, based on project reports and NGO records. It is therefore low cost and may take little time. However, while valuable for marketing and general reporting, monitoring outputs does not significantly increase confidence in a theory of change.  
 (continued next page)


Monitoring outcome-level indicators requires additional analysis, time, and funding. Depending on your indicators, it may require surveys, interviews, spatial analysis, or other combinations of quantitative and qualitative data collection. This extra effort is rewarded by significantly increasing your confidence in your logic model or demonstrating areas where your model needs to be revised.  
Monitoring impact requires evaluative effort, often in the form of program evaluations, comparative studies, or other experimental designs. Impact, in the monitoring and evaluation sense, is the difference between what occurred and what would have occurred in the absence of an intervention, also known as the counterfactual. Thus, baseline data, control groups, and other forms of reconstructed counterfactuals are necessary to truly measure impact. 
Of course, this type of evaluation requires significant funding and often takes years. Small projects will rarely have the time or funding to measure impact. Thus, impact evaluations are generally feasible only for very large projects. Further, not all projects will lend themselves to true impact evaluations if their theories of change do not include high-level impact indicators. Impact-level indicators often measure behavior and perspective changes, ecological restoration, and other long-term trends for which both qualitative and quantitative data are imperative. When impact is measured and expected results are achieved, confidence in a theory of change escalates greatly. At this stage, the results from impact studies can inform decisions on program expansion and even influence high-level policy and academic theory. So, while impact is challenging to measure, the result is well worth the effort.   
(continued next page)











The graph below shows the relationship between a theory of change, monitoring costs, time, and confidence.  
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Figure adapted from Vedder, A., and B. Weber. Tools for conservation project design and management. Yale School of Forestry & Environmental Studies, Yale University.  
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Purpose
This is one of two Monitoring for Results tools intended to help NGOs develop strong, results-oriented monitoring plans. A Performance Indicator Tracking Table (PITT) can be used to organize indicators into monitoring categories, define monitoring protocols, set targets and milestones for measuring progress, and compare observed results with baselines. This table should be created with a monitoring and evaluation team, updated regularly, and shared externally to disseminate results.  
How to use this tool
Performance Indicator Tracking Tables are generally used to measure progress on output- and outcome-level indicators with quantitative units. They can also be used to track project implementation, not just for evaluative purposes, but to ensure that the work is getting done in the prescribed timeline. Although qualitative data and indicators are extremely important for measuring impact and understanding social change, they are not easily captured in PITTs. For more information on developing indicators based on your theory of change, see the Monitoring, Evaluating, Learning, and Adapting section in the framework (pages 48-53).  
The PITT template is intended to be simple, requiring little Microsoft Excel experience or manual calculation. It is currently set for one year of quarterly reporting on three objectives with two outcomes and two outputs each. However, the sheet can be modified to fit the needs of your organization by adding indicators, changing reporting frequency, and analyzing targets and actuals through additional calculations. 
To use this tool, begin by deciding which outcome- and output-level indicators are most valuable for the NGO and community partners to monitor. Since it is never feasible to monitor every piece of a theory of change, it is crucial to identify those parts that will be most useful in testing assumptions or those that are required by donors. Focusing monitoring efforts on outputs from innovative activities and outcomes with inherent logical assumptions will help ensure that a monitoring plan is aimed at increasing confidence in a model.  

(continued next page)



[image: ]Once you have selected indicators for regular monitoring, it is beneficial to organize them by their primary causal chain. To do so, begin by numbering your theory of change with your topmost impact, Objective 1, and its closest outcome, Outcome 1.1, and so on as shown in the example below. In complex theories of change where outcomes lead to several impacts, you can number each item to correspond with its most direct causal chain.

The example below of a causal chain from a real conservation project (described on page 43 of the framework) demonstrates how a theory of change can be coded numerically for effective monitoring. In this example, the NGO is seeking to test its theory that its Living Walls are an effective part of a larger program to increase wildlife populations.  
(continued next page)
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Note that not every part of the causal chain is coded for monitoring. In this example, the outcomes of “higher number of trees in landscape” and “decreased depredation” are not coded. This is because several years of monitoring these outcomes in the past and multiple academic studies have verified their accuracy. While the NGO may still collect data on these outcomes for donors, they are considered verified outcomes and no longer require significant monitoring effort. 
(continued next page)






The major effort for this monitoring plan is focused on other, less understood outcomes:  
1.1 Decreased habitat fragmentation
1.2 Decreased retaliatory killing 
1.3 Decreased tree removal from landscape for standard bomas 
To understand overall program reach, the NGO also chooses to monitor an output: 
1.4 Living Walls 
When the outputs and outcomes selected for monitoring have been coded, it becomes easier to track their progress via a Performance Indicator Tracking Table. For each selected output and outcome, list the relevant indicators and assign them an indicator code. For instance: 
1.1 Decreased habitat fragmentation 
1.1.A: area, in square kilometers, around Living Walls that shows a decrease in deforestation 
1.1.B: ratio of target species (lion, leopard, cheetah) observations within 500 meters of Living Walls to target species observations within 500 meters of standard bomas 
1.2 Decreased retaliatory killing 
1.2.A: number of attempted retaliation killings 
1.2.B: percent of interview respondents who report decreases in attempted retaliations 
1.3 Decreased tree removal from landscape for standard bomas 
I.3.A: percent of Living Wall owners who report reducing tree removal for standard bomas 
1.3.B: average number of trees removed from the landscape to build a standard boma 
1.4 Living Walls 
1.4.A: number of Living Walls installed 
(continued next page)
These indicators can now be entered into the Performance Indicator Tracking Table template. 
Once the indicators have been selected and entered into the PITT, complete the following fields related to these indicators: 
· Indicator definition: A precise definition of each part of an indicator to avoid ambiguity in calculation or terminology (vague terms like “effective” or “youth” should be clarified). 
· Method: Specify the methodology for collecting the data necessary for this indicator (e.g., qualitative interviews, surveys, remote sensing or GIS analysis, review of project records or financials). 
· Individual responsible: Specify the person (or position title) responsible for collecting the data or ensuring that the data are collected at the appropriate frequency.
· Reporting frequency: Specify how often the data will be collected and by whom. 
Next, complete the Tracking Table fields to the extent possible. The template includes a field for baseline data and columns for targets and actuals for four quarters. Of course, these columns can be edited to match the reporting frequency of each indicator or donor reporting requirements.  
· Baseline: List the baseline value of this indicator and specify when the baseline data were collected. 
· Target: List the intended value of the indicator for the respective time period (columns I, K, M, and O in the template). Yearly targets will calculate automatically in column Q. 
Other fields may be added as relevant to your organization. Additional calculations or charts can also be added if the organization wants to visualize progress.  
Lastly, complete the Actual columns (columns J, L, N, and P in the template) after the monitoring has been completed for that quarter (or other reporting interval). The annual actual will calculate automatically in column R, allowing you to easily measure differences in targets and actuals.  
The PITT template is available for download here. 

Project Timeline

Start Date	Task 1	Task 2	Task 3	Task 4	Task 5	Task 6	Task 7	Task 8	43466	43497	43525	43556	43586	43617	43647	43678	Duration	Task 1	Task 2	Task 3	Task 4	Task 5	Task 6	Task 7	Task 8	31	28	31	30	31	30	31	31	


Stakeholder Power Ranking

Stakeholder 1	Political	Economic	Social	Cultural	5	1	4	1	Stakeholder 2	Political	Economic	Social	Cultural	3	4	4	5	Stakeholder 3	Political	Economic	Social	Cultural	1	3	1	5	Stakeholder 4	Political	Economic	Social	Cultural	2	5	3	4	
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