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Agenda for Today’s Meeting

Timing Description

10 min Introduction
- Welcome

60 min Effectiveness Framework
a. Present framework
b. Extend to PCA Systems
c. Country perspectives
d. Creating system dashboards

20 min Discussion / Next Steps
- Questions / discussion
- Poll / potential next steps

Aims for Today: 
- Introduce effectiveness framework

- Extend framework to PCA Systems

- Provide country perspective 
(Colombia & Peru)

- Introduce system dashboards

- Discuss potential next steps to 
develop application to PCA Systems



a. Effectiveness Framework for
Protected & Conserved Areas 



CBD Global Biodiversity Framework Target 3. Ensure and enable that by 2030 at least 30 per cent of terrestrial, inland water, 
and coastal and marine areas, especially areas of particular importance for biodiversity and ecosystem functions and services, 
are effectively conserved and managed through ecologically representative, well-connected and equitably governed systems of 
protected areas and other effective area-based conservation measures, recognizing indigenous and traditional territories, where 
applicable, and integrated into wider landscapes, seascapes and the ocean, while ensuring that any sustainable use, where 
appropriate in such areas, is fully consistent with conservation outcomes, recognizing and respecting the rights of indigenous 
peoples and local communities over their traditional territories.

– Convention on Biological Diversity, December 2022

A Need for a Global Framework to Assess PCA (PA & OECM) Effectiveness
Given the increasing global attention on the effectiveness of Protected Areas (PAs) and Additional 
Conservation Areas (OECMs), we need to have a unified approach to this vital work.

The key is agreeing on how 
to assess effectiveness and 

improve management!
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IUCN World Commission on Protected Areas (WCPA) Task Force
This work is being undertaken by the IUCN-WCPA Conservation Effectiveness / Outcomes Task Force in 
collaboration with many partners around the world.



Our Work
- Provide training & coaching

- Develop frameworks & tools
(eg Conservation Standards, Miradi)

- Facilitate collaborative learning

- Build capacity for the future 

Our Mission
Amplify the collective impact of the 
global conservation community 

The FOS Collective
- FOS North America 

- FOS Latin America & the Caribbean

- FOS Europe

- FOS Southern Africa 

About Foundations of Success (FOS)

We don’t implement conservation work, 
we make other people’s work better!



CONSERVATION MEASURES PARTNERSHIP



Conservation Standards Provide Best Practices



There are many groups working on assessing effectiveness. We aim to bring together these efforts that are 
seeking to ‘climb the same mountain.’

Bringing Together Groups ‘Climbing the Same Mountain'



‘Rosetta Stone’ Analysis Builds on Existing Frameworks & Tools
The good news is that we collectively have lots of experience with this topic. But the challenge is that there 
is not yet a consensus about what our recommended framework should be.  

Compile Rosetta Stone
of frameworks & tools



‘Rosetta Stone’ Analysis Builds on Existing Frameworks & Tools
We have completed a ‘Rosetta Stone’ analysis that allows us to compare the concepts presented in the most 
widely used frameworks and tools to identify commonalities and gaps.   

Components and results from each framework 
or tool are presented in their ‘original order’ - 

only the columns are meaningful here.

1. Original Order 2. ‘Rosetta Stone’ Cross-Walk

Frameworks and tools have been aligned so that 
similar concepts appear on the same row - this also 
reveals gaps where there is no equivalent concept. 

Compile Rosetta Stone
of frameworks & tools

https://docs.google.com/spreadsheets/d/1Ipi_dTeoZoURHE3EmO09Tj2V1Woq_KpWgPtT3HIHT_E/edit#gid=1157310011


Area 1
Area Team

Forest 
ecosystem

Strategy b1

Strategy b2

JaguarsStrategy a

Effectiveness needs to be 
considered for one area

Area 1

1. Needs to Be Considered at Both Individual Area & Network Levels
A Good Effectiveness Framework:

Assessments of effectiveness need to happen at both the level of an individual PCA in relation to its
theory of change pathways leading to its desired values…

Municipal 
water supply

Each area has one or more strategy 
pathways leading to desired values

Each area is managed by a team of people

Develop generic 
effectiveness principles



NETWORK
Area 1

Area 2

PCA 
SYSTEM

SYSTEM TEAM

Forests 
regionally

Strategy B1

Strategy B2

Jaguar meta- 
populationStrategy A

Effectiveness also needs to 
be considered across the 

Network of Areas…
…which is designed to achieve the 

PCA System’s desired values

Area 4

Area 3

1. Needs to Be Considered at Both Individual Area & Network Levels
A Good Effectiveness Framework:

…and also at the level of the Network of Areas in relation to the theory of change pathways leading to the 
desired values for the overall PCA System.

Regional 
water supply

Develop generic 
effectiveness principles



2. Assesses Effectiveness in Terms of Process & Outcomes
A Good Effectiveness Framework:

Imagine two rowing teams on side-by-side stretches of water. The gun goes off at T0 and the teams row 
madly toward the desired conservation outcome represented by the finish line….

Desired conservation outcomeDesired conservation outcome

Which team has 
been effective?

Team A has been 
effective in achieving its 

conservation 
outcomes…

whereas Team B has not 
been effective in achieving 
its conservation outcomes.

Develop generic 
effectiveness principles



Desired conservation outcome

2. Assesses Effectiveness in Terms of Process & Outcomes
A Good Effectiveness Framework:

But if we give you the additional info that Team A had a current pushing them toward the finish line, whereas 
Team B has been rowing against a strong current to stay in place, would you answer the question differently?

Team A has been 
effective in achieving its 

conservation 
outcomes…

whereas Team B has not 
been effective in achieving 
its conservation outcomes.

Desired shorter-term  
process objectives

But Team B has been 
effective in implementing 

its strategies and is 
meeting short-term 

objectives - aka they have 
an effective process!!

Enabling
Conditions

Threats

Develop generic 
effectiveness principles



3. Requires Setting Credible & SMART Objectives / Outcomes
One analogy to think about setting desired targets for a given objective or outcome is a high-jump 
competition. During the planning process, the managers must specify the height of the bar to be cleared.

The bar represents the desired 
target (aka threshold) for a 
given objective or outcome.

Specifying the height of the bar must be 
determined by the area or network 

managers during the planning process… 

…to represent the desired viability 
status of the biodiversity value or threat 

reduction result that NEEDS to be 
achieved to reach desired effectiveness.

A Good Effectiveness Framework:

 Values
conserved

Develop generic 
effectiveness principles



3. Requires Setting Credible & SMART Objectives / Outcomes
Although managers need to set their objectives or outcomes to meet local needs, they still need to be 
‘credible” to ensure that the bar is not being set at too low a level.

 Values
conserved

The bar has to be ‘credible’ -
if the bar is set too low, it will not 
lead to ultimate effectiveness…

A Good Effectiveness Framework: Develop generic 
effectiveness principles



3. Requires Setting Credible & SMART Objectives / Outcomes
At the same time, if the bar is set too high, then there is no way that the PA or OECM will clear it. This is 
particularly relevant when dealing with intractable changes that no management will be able to deal with.

…while if the bar is set too 
high, then, the protected area 

is being set up for failure.

This is particularly relevant if PAs 
or OECMs are being asked to 

counter intractable changes like 
sea-level rise or invasive species.

If the bar is too high, then the team 
has to either figure out how to 

manage / mitigate the intractable 
changes or triage the work. 

A Good Effectiveness Framework:

 Values
conserved

Develop generic 
effectiveness principles



3. Requires Setting Credible & SMART Objectives / Outcomes
To this end, objectives and outcomes need to strike a balance between being Results-Oriented and 
Achievable. They also have to be Specific, Measurable, and Time-Limited so they can be easily assessed.

Setting the bar must thus balance between 
Results-Oriented (high enough to matter) 

and Achievable (low enough to be feasible).

It also must be Specific, Measurable, and 
Time-Limited so that it can be easily assessed.

A Good Effectiveness Framework:

 Values
conserved

Develop generic 
effectiveness principles



4. Demonstrates that Management Processes Lead to Outcomes
In most cases, there is not one “bar that needs to be cleared” but rather a series of hurdles that are linked 
together along a theory of change pathway.

Rather than a one-time high jump, working along a 
theory of change is more like a set of hurdles.

A Good Effectiveness Framework:

 Values
conserved

Governance 
& Design

Strategies 
planned

Strategies
implemented

Develop generic 
effectiveness principles



● 1st Party Assessments – PCA and system managers vouch for both the 
credibility of their objectives and outcomes and whether they are achieved.

● 2nd Party Assessments – Peer review of the credibility of objectives and 
outcomes and whether they are achieved.

● 3rd Party Assessments – Independent review of the credibility of objectives & 
outcomes and whether they are achieved (ideally by different parties).

5. Balances Feasibility, Usefulness, & Credibility
There are three different approaches to assessing whether a PCA has set credible goals & objectives and the 
results of whether they are achieved. Our approach needs to balance practicality with reliability.

A Good Effectiveness Approach: Develop generic 
effectiveness principles



Iron Triangle of Effectiveness Assessments

Useful

CredibleFeasible

1st Party
ToC

3rd Party
ToC

Non-ToC

2nd Party
ToC ??

Iron Triangle of Service Delivery

In the service industry, the “iron triangle” holds that you can only have two of the following.
We can think about an an analogous “iron triangle” for effectiveness assessments.

A Good Effectiveness Approach:

5. Balances Feasibility, Usefulness, & Credibility
Develop generic 

effectiveness principles



Our overall theory of change demands an approach that is feasible to apply to PCAs globally,
useful to managers, and credible to key supporters and broader society.

Broader society has 
confidence in PCAs

& provides
sufficient support

PCAs have public, credible, 
current & useful outcome-based 

effectiveness assessments

Successes 
documented so 

30 x 30 commitments 
can be easily tracked 

PCA managers use 
assessments to 

identify gaps needed 
to  improve practices

PCA managers able to 
get technical & 

capacity support to fill 
these gaps

PCAs achieve 
desired 

outcomes

Feasible to apply globally

Useful to managers

Credible to supporters

A Good Effectiveness Approach:

5. Balances Feasibility, Usefulness, & Credibility
Develop generic 

effectiveness principles

Credible Reporting Pathway

Improved Management Pathway



PCA Site

Planning & 
Management

Ultimate Outcomes

Monitoring & adaptation 

Human 
wellbeing 
enhanced

Values 
conserved

Governance Threats 
mitigated

Restoration 
needs met

Design
& Context

Our Generic Framework Linking Management & Outcomes

National
& Global 
Reporting

Adapted from 
SERNANP

Develop generic 
effectiveness framework

Strategy 
implementation

Planning



PCA Site

Planning & 
Management

Planning

Ultimate Outcomes

Restoration 
needs met

Threats 
mitigated

Human 
wellbeing 
enhanced

Values 
conserved

National
& Global 
Reporting

Governance

Design
& Context

We Found Gaps in Existing Effectiveness Frameworks & Tools…

✔

✔

+

Existing frameworks & tools generally 
track governance & design…

+
+ +

…and major gaps in practically & 
usefully tracking outcomes 

+

Develop generic 
effectiveness framework

Strategy 
implementation

±

…but there are some challenges 
tracking strategy implementation… 

Monitoring & adaptation >



The WCPA approach asks key adaptive management questions about common PCA strategies.

Tracking Strategy Implementation

c. Did you implement your 
activities as planned?

d. Are you seeing the results you expected?

e. Are these results sufficiently 
reducing or managing the 

threat or restoring the value ?

a. Strategy planning? b. Sufficient capacity?

System provides generic 
ToCs for common PCA 

strategies…

…and then asks key adaptive 
management questions

This process repeats for key 
strategies being implemented

Develop generic 
effectiveness framework



PCA Site

Planning & 
Management

Ultimate Outcomes

Human 
wellbeing 
enhanced

Values 
conserved

National
& Global 
Reporting

Governance

Strategy 
implementation

Planning

Design
& Context

Filling the Strategy Implementation Gap
Building standardized ToCs for 
common PA mngmt strategies

Enforce-
ment

‘Good’ 
enforcement 

plans

Needed staff 
trained & 
deployed

Enforcement 
equitably 

implemented

Potential 
poachers 
deterred

Illegal threat 
activities 
reduced

Conservation 
values 

enhanced

Develop generic 
effectiveness framework

Threats 
mitigated

Restoration 
needs met

Monitoring & adaptation 



The WCPA approach is based on established threat assessment methodology. It also supports both 
qualitative or quantitative objectives and indicators.

WCPA/GL: Tracking Outcomes - Threats

Lists threats &
restoration needs

Allows qualitative 
objectives…

With optional quantitative 
objectives & indicators

Can roll-up ratings 
allowing drill down 

Cues management 
response 

Develop tool for GEF 
OECM assessments



The WCPA approach is based on established viability assessment. Users can set qualitative or quantitative 
goals and assess whether it has been achieved and what management response is needed.

Tracking Outcomes - Natural, Cultural & HWB Values

Status based on established 
viability assessment methodology

Allows for qualitative 
or quantitative goals

Allows for 
interpretation of goal

Encourages 
management response

Summary shows issues
& cues drill down

Develop tool for GEF 
OECM assessments

Explicit articulation of 
all values



PCA Site

Planning & 
Management

Ultimate Outcomes

Human 
wellbeing 
enhanced

Values 
conserved

National
& Global 
Reporting

Governance

Design
& Context

Filling the Outcome Tracking Gap
Threshold based assessments 

of value status…

…relative to the stated 
desired status (aka goal)

Develop generic 
effectiveness framework

Threats 
mitigated

Restoration 
needs metStrategy 

implementation

Planning

Monitoring & adaptation 



● Expert Desk Reviews – Protected area system M&E specialists review and 
comment on the components and results in our draft framework.

● Field User Tests – Real world protected area and system managers apply the 
components and results to their work in a facilitated workshop setting.

There is a spectrum of different ways of testing this framework with a representative sample of different 
agencies.

We Tested this Framework with Key User Agency & Orgs
Pilot test with

key PCA systems



b. Extending Framework
to PCA Systems 



Planning & 
Management

Does this Framework Also Apply at a System Level?

Ultimate Outcomes

Human 
wellbeing 
enhanced

Values 
conserved

National
& Global 
Reporting

PCA System

Ultimate Outcomes

Human 
wellbeing 
enhanced

Values 
conserved

Threats 
mitigated 

Restoration 
needs met

?

PCA Site

Governance

Design
& Context

Adapted from 
SERNANP

Develop generic 
effectiveness framework

Threats 
mitigated

Strategy 
implementation

Planning

Planning & 
ManagementGovernance

Strategy 
implementation

Planning

Design
& Context

Monitoring & adaptation 

Monitoring & adaptation 

Restoration 
needs met



Theories of Change for System Level Actions

Individual & 
institutional 

capacity 
building

‘Good’ overall plan 
for capacity 

building

Key management 
process improved

Regulations 
revised & adapted

Capabilities linked 
to key processes 

& regs 
strengthened

Performance of 
System improves

PAs & System 
achieve outcomes

Increase 
knowledge & 
info needed 
for mngmt

‘Good’ overall plan 
to get needed 

knowledge

Comprehensive 
info system for 

decision making

Info added to 
system over time

Key decision 
makers get timely 

information

Key decision 
makers improve 
decision making

PAs & System 
achieve outcomes

We are starting to develop generic theories of change for key system-level strategies. These can be tested 
and adapted over time.



Site 1 in Caribbean

Increased sea 
turtle nesting 

success

Community 
guards

Effective 
guards 

deployed

Guards catch 
egg collectors

Illegal egg 
collecting 
reducedGuard presence 

deters egg 
collectors

Specific Action : Community guards on sea turtle nesting 
beaches

Patrols can 
safely confront 

poachers

Iteration Between Specific & Generic Actions



Site 2 in Africa

Increased 
pangolin 

population

Community 
ranger 
patrols

Effective 
patrols 

deployed

Patrols catch 
poachers

Illegal pangolin 
poaching 
reduced

Patrol presence 
deters poachers

Specific Action : Community ranger patrols at pangolin sanctuary

Patrols can 
safely confront 

poachers

Iteration Between Specific & Generic Actions



Site 2 in Africa

Increased 
population of 
key species

Community 
patrols & 
guards

Effective
patrols / guards 

deployed

Patrols / guards 
catch poachers

Illegal 
poaching 
reducedPatrol / guard 

presence deters 
poachers

Generic Action 4.1 : Detection & arrest - Patrols & 
Guards

Patrols can 
safely confront 

poachers

Iteration Between Specific & Generic Actions



Ideally, case study info 
enables evidence synthesis... 

...which in turn informs 
ongoing practice  

Iteration Between Specific & Generic Actions



c. Country Experiences



d. Creating System Dashboards



Gas Gauge
- Info need
- Actual measurement
- Interpretive markings to trigger action

Tachometer
- Info need
- Actual measurement
- Interpretive markings to trigger action

Building Useful Assessment Dashboards 
Using an analogy of a car’s dashboard, a useful gauge is tied to a specific management
Decision. It does not need to be precise, but it does need to be accurate.

Share our approach with 
key managers

Incorporate approach 
into existing tools 



Understand Users and their Management Questions
- Who will use the dashboard?
- What management questions do they need to answer?
- How do these questions fit into their ongoing business processes?
- What levels of precision / time sensitivity do they need for each question?

Principles for Dashboard Construction
Dashboard construction requires a user-centered design process.

Share our approach with 
key managers

Incorporate approach 
into existing tools 

Minimize Dependence on New Data Sources
- What evidence already exists to answer the questions?
- What data are already being collected that could be analyzed?

○ Collected locally through existing biz processes
○ Publically available data sets

- What additional data are absolutely needed to fill gaps?



FAPBM’s Management Information System & Dashboard 
Example:





FAPBM’s Management Questions:
A financing mechanism supporting many of the PAs in Madagascar

FAPBM’s Management Information System & Dashboard 

Is our funding having an impact on biodiversity? Is biodiversity stable or increasing 
inside PAs compared to outside PAs in the ecoregion?

Are the priority direct threats eliminated in the PAs of this ecoregion?

Do members of local communities benefit from the existence of PAs? More concretely, 
in terms of provisioning of resources for living, protection, and livelihoods 

Are the Protected Areas in the right places? (Is the protection well-distributed, and does 
it protect the relevant elements?

Are the PAs ecologically connected?



FAPBM’s Management Questions:
A financing mechanism supporting many of the PAs in Madagascar

FAPBM’s Management Information System & Dashboard 

Are Protected Areas sufficiently funded?

Are the PAs effectively managed?

Are the PAs in this ecoregion surrounded by (enough) Community Management Zones 
(LMMA, TGR, etc.)?

Are the locally managed areas (buffer areas) in the ecoregion sufficiently funded?

Are these community management zones sustainably managed?



La portée couvre l'ensemble des écosystèmes terrestres et marins de Madagascar, jusqu'à la zone 
économique exclusive (ZEE). Dans ce cadre, le FAPBM se concentre sur:

Toutes les Aires Protégées (AP) formellement désignées, et les Aires Gérées Localement 
adjacentes (TGR, TGRH et LMMA). 

Nous divisons la portée en six écorégions (unités) basées sur la distribution de six types d'habitats 
principaux, inspirés pour un travail antérieur sur les écorégions terrestres de Madagascar publié dans 
Plos One en 2015 par Kathleen M. Muldoon et Steven M. Goodman (voir les détails de la figure originale ici). 

Certaines écorégions comprennent des sous-unités pour faciliter la prise de décision en matière de 
gestion.

Portée et unités 

Écorégion Forêt Humide Forêt Sèche Forêt 
Epineuse Savanne Marine Mangrove

Sous-
unités

Nord
Centre Nord
Centre Sud
Sud

Extrême Nord 
Nord Ouest
Centre Ouest
Sud Ouest

Sud Ouest 
Sud Est N/A

Nord Est
Moyen Est
Sud Est
Extrême Sud
Sud Ouest
Moyen Ouest
Nord Ouest

Man. Est
Man. Nord Ouest
Man. Centre Ouest
Man. Sud Ouest

https://journals.plos.org/plosone/article?id=10.1371/journal.pone.0136787
https://www.researchgate.net/figure/Map-of-terrestrial-ecoregions-of-Madagascar-Circles-indicate-geographic-locations-of-the_fig8_281515510




















Next Steps & Discussion



High Level Agenda for a Virtual Sprint Training Course

Session Description

Session 1 Intro & Overview

Session 2 Components 1 & 2:
Governance & Design

Session 3 Component 3:
Planning & Management

Session 4 Component 4:
Outcomes - Threats & Values

Session 5 Discussion, Potential Future Work 
Next Steps

Audience: System Managers

Objectives: 
Understand how to think about 
effectiveness at a system level

Practice applying framework

Discuss potential future joint work

Structure: Each session with ‘lecture’ 
followed by breakout practice



For More Information…and a Future Product?

Improving Outcome-Based 
Effectiveness Assessments of 

PCA Networks & Systems

Your Name Here

https://iucn.org/sites/default/files/2026-06/WCPA%20Issues%20Paper%2009%20Final.pdf 
nick@fosonline.org, paola@fosonline.org 

https://iucn.org/sites/default/files/2026-06/WCPA%20Issues%20Paper%2009%20Final.pdf
mailto:nick@fosonline.org
mailto:paola@fosonline.org

