

Project Management

Instructor Guide









Table of Contents


	
	
	
	
Returning to the Work Plan	1
Instructor Guide for the Work Plan	2
 Instructor Procedure	2
Activity, Turning a Work Break Down Structure Into a Gantt Chart	3
 Instructor Procedure	3
 Participant Procedure	4
Activity, Cohort Bright Spots in Work Planning	5
 Instructor Procedure	5
 Participant Procedure	5
Activity, RACI Chart	7
 Instructor Procedure	7
Lesson Content, Returning to the Work Plan	9
Work Planning Review	9
Gantt Chart	9
RACI	10
Summary	16
Stakeholder Management	17
Activity, Assessing Your Partnership Needs	18
 Instructor Procedure	18
 Participant Procedure	18
Reading Activity	21
 Instructor Procedure	21
 Participant Procedure	21
Activity, Best Practices in Stakeholder Management	23
 Instructor Procedure	23
 Participant Procedure	24
Activity, Integrate Your Stakeholder Engagement Plan Into Your Work Plan	27
 Instructor Procedure	27
 Participant Procedure	27
Lesson Content, Stakeholder Management	28
Summary	38
Leveraging Volunteers	39
Activity, Group Reading	40
 Instructor Procedure	40
 Participant Procedure	40
Activity, Planning for Success With Volunteers	42
 Instructor Procedure	42
 Participant Procedure	42
Lesson Content, Leveraging Volunteers	44
Summary	47
Best Practices in Project Management	49
Reading Activity	50
 Instructor Procedure	50
 Participant Procedure	50
Activity, Utilizing a SWOT Analysis	52
 Instructor Procedure	52
 Participant Procedure	53
Activity, Best Practices in Project Management	56
 Instructor Procedure	56
 Participant Procedure	56
Activity, Addressing Pitfalls: Contingency Planning	58
 Instructor Procedure	58
Lesson Content, Best Practices in Project Management	62
What is a SWOT Analysis?	62
Best Practices- Review of Key Project Management Skills	63
Addressing pitfalls in your Project Implementation– Adaptive Management	65
Summary	70
Tracking Your Campaign Progress	71
Reading Activity	72
 Instructor Procedure	72
 Participant Procedure	72
Activity, Refining Your Work Plan	74
 Instructor Procedure	74
 Participant Procedure	74
Activity, Updating and Finalizing Your Data Management Tool	75
 Instructor Procedure	75
 Participant Procedure	75
Activity, Documenting Campaign Photos	76
 Instructor Procedure	76
 Participant Procedure	76
Activity, Building a Photo Folder Structure	78
 Instructor Procedure	78
 Participant Procedure	78
Lesson Content, Tracking Your Campaign Progress	80
Bringing your Work Plan Back to the Field	80
Bringing your Data Management Tool Back to the Field	80
Using your Work Plan and Data Management Tool to Communicate Progress	81
Documenting Key Moments	81
Summary	85


[image: ]




iv | Project Management
v | Project Management
Lesson 1
[bookmark: _Toc384779114]Returning to the Work Plan
Through out the Implementation Planning phase, there is a good chance that the plan you start with may look significantly different than the plan you start the campaign implementation with.  Use this time to continue to make improvements to your Work Plan as you most likely will already have a list of changes that have come out of the previous lessons in this university phase.
By the end of this lesson you will be able to:
· Apply the concept of a Work Breakdown Structure.
· Finalize your campaign Work Plan. 
[bookmark: _Toc384779115]Instructor Guide for the Work Plan
[bookmark: _Toc384779116]Instructor Procedure
1. Prepare the Activity
This should be another customized work planning session where the participants get a chance to refine their Work Plan.
Note that the reading content is exactly the same as the first Work Plan lesson and is there in case participants would like to review.
1. Conduct the Activity
3  Review all activities in this lesson prior to teaching.
4  Customize activities according to your regional Work Plan.  
5  A number of key lessons will have activities that revisit the Work Plan however, we recommend that at the end of each week, participants open their Work Plan and incorporate all activities that may have come out of that week.  
[bookmark: _Toc384779117]Activity, Turning a Work Break Down Structure Into a Gantt Chart
[bookmark: _Toc384779118]Instructor Procedure
1. Prepare the Activity
6  You may want to review the Deconstructing your Work Activities in the first university phase, where CMs broke down campaign activities into smaller tasks to complete their deliverables.    
7  You will need ALOT of sticky notes.  We recommend 3-5 packs of sticky notes per CM (maybe more).
8  Make sure that your Cohort's customized Work Plan has the structure for the participants to turn their listed activities into a gantt chart.
9  Ensure participants arrive to this lesson with the current version of their Work Plan.  
10  It is suggested that you have a couple of experienced PPMs on hand to help during the gantting process in case participants have any questions about how to carry out certain tasks, or about how to break down Social Marketing activities.
11  Note that any resources listed may be beneficial for the participants to develop a RACI in an activity that will occur next. 
12  This activity should be the beginning of the work planning process, but will need to be repeated as participants begin to plan for social marketing activities, Community Mobilization activities, etc.
1. Conduct the Activity
13  Divide participants into groups of 3-4.  
14  Ask each group to chose one overarching (high-level) activity that one of the participants in their group will be using in their campaign in order to break it down, and write the activity on a sticky note.  
15  Have participants practice the work break down structure by breaking down the chosen activity using the same methodology taught in the first university phase.  Using sticky notes on a wall to represent each sub-task.  See sublist below for that process:
a Ask the participants to assess how long this task will take, and what resources (financial and other) will be required.  Give them a few minutes to brainstorm and discuss among themselves to prepare an answer.  Have them write it down.
b Now ask each group to break down this activity into smaller tasks.
c Have each group assign time, cost, and required resources to each lowest-level activity.
d Next, have participants assign start and end dates to each activity.  Starting with the date that the entire task will need to be completed by. They already know the activity durations, but they will have to determine which activities cannot start until others finish, which activities can occur simultaneously, etc.  Much of this will depend on their resource assignments.
e Have each team report out and give suggestions for improvement assuming that the tasks broken down will go into one of the CM's Work Plan gantts.  
f Inform them that they have just helped one of their fellow cohort members to create a piece of their gantt chart.
16  Have each participant find a large space on a wall, depending on the size of the room you may want to plan for additional break out space.  
17  Using sticky notes, have each CM write down the overarching activities and or/deliverables that they know they will need to carry out up to now (survey collection, barrier removal, etc).  
18  Using sticky notes, have them perform a work-break down structure following the process they just practiced in teams, for each activity ensuring that they begin to write down start and end dates on each sticky note.  
19  Have PPMs walk around the room and provide guidance to participants in developing their sub-tasks.
20  Once CMs have completed all of their sub-tasks, ask them to open their Work Plan and begin entering each task, indicating when there is a sub-task and entering in start and end dates, and resources.  
21  Consider using this time for them to also flesh out a preliminary budget. 
22  Remember that up until now, CMs still do not have any social marketing activities planned for, so they will be revisiting this exercise again later on in the university phase.  
1. Debrief the Activity
· After completing the Gantt chart, ask participants how they plan to check in on allocated project times, cost, or resource requirements throughout their campaign implementation.  
· Did thinking about dependencies allow them to compress, or force them to extend, the project time line?  
· Did visualizing multiple activities, some of which might need to occur at the same time, convince them to spread out work or request additional resources?
[bookmark: _Toc384779119]Participant Procedure
1. Purpose
To use a Gantt chart to schedule tasks and manage a project schedule.  
60 Minutes
1. Participate in the Activity
26  Break into groups as instructed.
27  Practice the work break down structure previously learned in the first university phase.  
28  Repeat the work break down structure you just practiced, on your own with all of your activities.
29  Use your work break down structure to enter all of your sub-tasks, start and end dates and resources into your Work Plan.
30  As a group discuss the challenges and benefits to planning using Gantt charts.
[bookmark: _Toc384779120]Activity, Cohort Bright Spots in Work Planning
[bookmark: _Toc384779121]Instructor Procedure
1. Prepare the Activity
31  Review the activity and determine how best to customize for your region.  You may want to share with the cohort your regional critieria for approving a Work Plan.  
32  Identify 3-4 different Work Plans produced in previous cohorts to distribute to the small groups.  
33  There are two ways to conduct this activity, determine the best approach for your cohort.  
· The first way can be selecting Work Plans that are all of good quality, one that is ranked high in the previous cohort's.  It does not have to be perfect nor does it need to exactly match the Work Plan format you currently use.
· The second way, which may result in a more robust conversation would be to identify 3-4 Work Plans of good and bad quality from a previous cohort.  Participants will be able to critically analyze the differences of good and bad Work Plans.  
34  Prepare flip chart paper, one sheet for each group, so teams can document their findings and report out to the group. 
1. Conduct the Activity
35  Divide the cohort into small groups.  For a cohort of 12, try to limit it to 3 - 4 teams. 
36  Distribute the flip chart paper to each team for documenting their findings.  
37  Distribute one Work Plan to each group. 
38  Have each group evaluate the pluses and deltas of each Work Plan.  (Customize depending on which type of Work Plans you chose)
39  Ask each small team to report out on their findings.  
1. Debrief the Activity
· What parts of your team's Work Plan really caught your attention?
· What questions do these Work Plans raise for you?
· What additional work would you recommend to the campaign manager to improve the Work Plan?  
· How has reviewing this Work Plan guided you to thinking about improvements to your own Work Plan.  
· How do you think the campaign manager for this site implemented their Rare Pride campaign using this Work Plan?
[bookmark: _Toc384779122]Participant Procedure
1. Purpose
To evaluate good and bad examples of Work Plans.
60 Minutes
1. Participate in the Activity
45  Divide into small groups as directed by your instructor.  
46  Review the Work Plan provided to your group.  
47  Using the flip chart paper provided, list some plus deltas you noticed in the Work Plan.
48  Report out.
[bookmark: _Toc384779123]Activity, RACI Chart
[bookmark: _Toc384779124]Instructor Procedure
1. Prepare for the Activity
49  Collect the following materials:
i Flip chart paper and markers
j It is important that the participants have completed the 1st activity in this lesson, where they have created a gantt chart for each activity.  Consider placing a section in the gantt piece of the Work Plan for a RACI (this may help prevent double the work), depending on how much each participant will want to flesh out each broken down activity. Otherwise, participants will need to hand write on this lesson for practice, or create a new separate document for the RACI.  
k Projector 
50  Review the Lesson Content associated with this activity.
51  Review and customize the PowerPoint Presentation along with the activity steps and materials before class. 
1. Conduct the Activity
52  In the generic RACI Chart for the social marketing activities, finish filling out the relevant roles or job titles in each of the columns.  The answer key is provided below.  Consider doing this verbally as an all group exercise or in front of the class on flip chart paper.  

53  Now ask students to create their own campaign RACI charts for activities they have planned up until now, adding in specific names after each roles. 
1. Debrief the Activity
· When participants have completed their charts, ask for volunteers to share the role assignments. Note that though teamwork is encouraged, only one person is “accountable” for any given task. In social marketing activities the campaign manager (CM) is almost always “accountable.”  Also note that authority (final decision-making) must accompany accountability. 

· Discuss the importance of motivating those individuals who have some responsibility in the campaign activities.
· Remember that the RACI chart is also used for other aspects of the campaign, such as project management, barrier removal, and monitoring.
Answer Key for Generic RACI Chart
Generic RACI Chart for Pride Campaign
	Social Marketing Activity
	Responsible
	Accountable 
	Consulted
	Informed

	Organize a Fundraising Event
	Development Staff of Local Partner
	Campaign Manager (CM)
	Volunteers
	Local Partner Executive Director

	Design and Produce Poster
	Communication Staff of Local Partner
	Campaign Manager (CM)
	Development Staff of Local Partner
	Barrier Removal Partner

	Visit Elementary School
	Lead Volunteers
	Campaign Manager (CM)
	Volunteers
	Local Partner Executive Director

	Design Suite of Radio Spots
	Communication Staff of Local Partner
	Campaign Manager (CM)
	Development Staff of Local Partner
	Barrier Removal Partner



Purpose
To use a RACI chart in order to manage various roles and responsibilities during the implementation phase.  
Time
30 Minutes
Participant Guide
· Complete the blank RACI chart for your Pride campaign Implementation.  
RACI Chart for Your Pride Campaign 
RACI Chart
	Social Marketing Activities
	Responsible (R)
	Accountable (A)
	Consulted (C)
	Informed (I)

	





	
	
	
	

	






	
	
	
	

	






	
	
	
	

	





	
	
	
	



[bookmark: _Toc384779125]Lesson Content, Returning to the Work Plan 
You may feel that the planning proposed in the Rare program is “over kill.”  After all, by the time you complete the field planning phase you will have taken almost five months to plan a campaign. 
You probably will have:
· Been back to the same stakeholders (resource users, scientists, resource managers) many times to check and re-check your data;
· Conducted extensive quantitative and qualitative research; and 
· Probably have gone through many iterations of what you have written with both your own supervisor and Rare staff.
[bookmark: _Toc384779126]Work Planning Review
Rigorously managing a project's schedule, scope, and budget greatly increases the chances that all stakeholders will be satisfied.  In a Pride campaign, it ensures that all stakeholders – from donors, to team members, to community leaders – understand precise goals and stay informed of changes.  It makes sure that only activities that are directly relevant to the overarching goals are completed.  Project management also ensures that team members collaborate as efficiently as possible, since a project manager keeps them informed of the status of each other’s work.
Work Breakdown Structure
A Work Breakdown Structure (WBS) is simply a complete list of project activities, broken down to a level that the project team can accurately estimate how much time and how many resources they require.  This list does not have to be in any particular order – it can be chronological, organized by phase, or organized by project area (e.g. barrier removal, social marketing).  When listing activities, it is important to ask yourself, “What would happen if we didn’t do this?” If removing an activity would not jeopardize the project’s goals, you might want to take it off the list.
Risk Management Plan
It is essential to consider risks in project planning.  This can be done fairly informally, by simply listing potential concerns and considering responses to them, or more rigorously by estimating each risk’s likelihood and potential impact.  Risks that are unlikely or not impactful can be handled by writing a contingency plan; for example, if there may be no business at a campaign site capable of producing high-quality mascots, you could collect information in advance for alternative producers.  Highly likely and impactful risks may lead you to entirely change your strategy; for example, if the intended barrier removal partner is likely to pull out of the campaign, you should begin planning to use another partner or otherwise replace the original partner’s expertise.
In the Pride methodology, a risk management is included in the Barrier Removal Operations Plan.  Resource shortages, partner problems, and community resistance are often considered.
[bookmark: _Toc384779127]Gantt Chart
A very useful tool for scheduling project activities and managing schedule complexity is the Gantt chart. A Gantt chart is a well known type of bar chart that clearly illustrates a project schedule by showing the start and finish dates of tasks. This allows the campaign manager and project team to clearly see the expected elapsed time and target dates of project tasks, as well as to better understand how completing one task prepares the project to progress to the next step. A Gantt chart can also be modified to illustrate the dependencies that exist among tasks.
The diagram below provides a simple example of a Gantt chart. The WBS is displayed vertically on the left side with the phases and tasks defined in order of expected sequence. To the right, the column headers show the month of the schedule. (This scale can be changed to show days or weeks, depending on the scale of the project.) The colored bars represent the elapsed time scheduled for each task. (You can also show actual time this way, too.)

[image: ]
Figure 1:  Gantt Chart Example
Twenty-four months may seem like a long time to run a Pride campaign but, in reality, time is a very precious resource. Many activities in the Pride methodology cannot begin until others have been completed.  This places a great deal of importance on carefully scheduling Pride campaign activities and managing the project to meet the schedule.
[bookmark: _Toc384779128]RACI
What is a RACI?
A RACI chart is “a technique for identifying functional areas, key activities, and decision points where ambiguities exist; differences can be brought out into the open and resolved through team effort.”  Drafting a RACI chart  “enables management to actively participate in the process of systematically describing activities, decisions that have to be accomplished, and to clarify the responsibility that each (individual) plays in relation to those activities and decisions.” [footnoteRef:2]  [2:  YouSigma, "RACI (Responsibility Charting)," 2008, http://yousigma.com/tools/raciresponsibilitycharting.pdf.] 

This tool will help you distinguish among the various roles and responsibilities involved in campaign activities. By identifying who is responsible, accountable, consulted, and informed for each activity, you clarify the responsibility each individual has in relation to each activity and the associated decisions. This clarity serves to eliminate misunderstandings, reduce stress and work duplication, and improve communication and decision making within the project team.
Generic RACI Chart for Pride Campaign
	Social Marketing Activity
	Responsible
	Accountable 
	Consulted
	Informed

	Organize a Fundraising Event
	Development Staff of Local Partner
	Campaign Manager (CM)
	Volunteers
	Local Partner Executive Director

	Design and Produce Poster
	Communication Staff of Local Partner
	Campaign Manager (CM)
	Development Staff of Local Partner
	Barrier Removal Partner

	Visit Elementary School
	Lead Volunteers
	Campaign Manager (CM)
	Volunteers
	Local Partner Executive Director

	Design Suite of Radio Spots
	Communication Staff of Local Partner
	Campaign Manager (CM)
	Development Staff of Local Partner
	Barrier Removal Partner



How do you create a RACI and use it to build a project team?
Running a Pride campaign requires teamwork. You simply cannot do it alone!  Have you ever wondered why Rare does not accept applications to its course from individuals, but requires all applications to come from an organization?  Have you ever wondered why the Campaign Agreement that we sign is not with you, but with your Executive Director?  This is because successful campaigns need successful organizations behind them.  Additionally, campaigns need to be embedded into ongoing strategies to ensure sustained impact; they need to work hand in hand with complementary strategies that enhance efficacy and impact.  A Pride campaign run by one person over one or two years is apt to have low impact.  A Pride campaign that coordinates many programs and many people is apt to be effective.  In short, you can’t do it alone, so don’t even try. 
You will need support. The first level of support will be your own Lead Agency.  Indeed, you were selected for the program based not solely on your own competencies, but on the competencies and commitment of the organization for which you work. Throughout the application process, we reviewed what complementary competencies exist and whether we believed your organization to be committed to providing the additional resources required to have a great campaign.  But even the strongest, most well-resourced group will need to draw upon the skills of other organizations.  For example, even if your organization has the fuel-efficient stoves needed to move a community away from over-utilization of fuel wood, it may not have the micro-credit facilities or distribution channels required to get the stoves into the hands of the people who need them. 
From the very first day of the first university phase, we have emphasized the need to work with others. You will recall that you brought with you a stakeholder matrix and have engaged these individuals throughout the planning process. 
Working in a team can be very fulfilling, but it can also be complicated and stressful.  Often, this stress is the result of a lack of clarity around roles and responsibilities.  For example, Rare expects you, the campaign manager, to solicit additional resources for material production.  This may include donated posters and other resources, but it may also include cash donations or contributions.  Your organization may have different expectations for your role; it may only allow certain departments or people to raise money.  
Another example could involve negotiating with vendors.  Your role within your organization may not allow you to sign a Memoranda of Understanding or contracts and this could delay production of campaign materials.   
· Definition of “role”:  “The actions and activities assigned to or required or expected of a person or group.” [footnoteRef:3] [3:  "Role," The Free Dictionary by Farlex, accessed January 15, 2013, http://www.thefreedictionary.com/role.] 

· Definition of “responsibility”:  “The state of being responsible, accountable, or answerable; a duty, obligation or liability for which someone is responsible or accountable.” [footnoteRef:4] [4:  "Responsibility," Wiktionary, last modified January 13, 2013, en.wiktionary.org/wiki/responsibility.] 

Stress may occur when: 
· It is unclear who should be making the key decisions on specific issues and who just needs to be informed.
· Nobody is quite sure who is specifically responsible for the delivery of key action items. 
· Work has gotten stuck because everyone wants to be personally involved in shaping the future direction of the campaign. 
· You're overloaded and overwhelmed with work because colleagues are making commitments on your behalf without properly consulting you.
· Too much confusion is causing stress levels to overload when work pressures start to rise.
Almost certainly you will have collaborated with others, including your own agency.  But your role previously will have been clear…well, clearer than it may be during the implementation phase.  This lack of clarity is the result of your growing responsibilities.
When you return to your site after the second university phase, you will be transitioning from project planning to project implementation. Your role will change and the number of partnerships and their complexity is likely to increase significantly. More than ever, you (and these partners) need to understand and agree upon roles and responsibilities.  
In building out your project team that will implement your activities, you need to ask two questions: 
68  Who should be involved?
69  How should they be involved? 
Question 1. Who should be involved? 
As you develop your activities, it is also important to define who across your campaign team members, consultants, and partners will be responsible for each activity.  You may need to identify people who are responsible for individual tasks, but we will deal with that below. 
The following factors should be considered when defining responsibilities for an activity: 
· skills and knowledge that are required to implement the activity
· availability of individual - does the person have time to do the work
· individual's interest in the activity
· Cost.  If the person costs more than the resources you have or can get, then you may have to find someone else
· Organizational structure foreseen for the whole campaign
· Level of authority or positional power required in order to be able to implement the activity
· Natural groupings of activities, for example, you may want everything related to campaign media to be handled by one person, whereas another person might handle all the logistics of the barrier removal tool
Question 2. How should they be involved? 
One great tool for managing this question is a RACI chart.   
RACI-the format that is recommended for a Pride campaign, stands for: 
· Responsible means the person or persons working on the activity, i.e., the “doer.” Only the responsible person/people are input to the Miradi Work Plan (described below) because you will need to allocate their time. You may also assign people to be responsible for work at the level of “task” or “sub-task” in Miradi, but for the purposes of the RACI chart, we will only work at the level of “activity.”
· Accountable means the person with the authority to say “yes” or “no.”  There should be only one individual assigned as being accountable for any given activity.
· Consulted means the person or persons who are involved prior to the “go-no go” decision or before the activity is implemented.  This necessitates two-way communication between the CM and all consulted persons.
· Informed means the person or persons that need to know of the activity.  This may require only one-way communication from the CM to the informed persons.
Guidelines for a successful RACI implementation includes the following: 
· Define a positive culture around activity management.
· Avoid “checkers” checking “checkers” – this creates duplicate work and reduces people’s sense of ownership of their work.
· Encourage teamwork, but discourage “group think,” i.e., find the best ideas that can be created, rather than consensus ideas.
· 100 percent accuracy is not always required (and, in most cases, should be avoided).
· Place Accountability (A) and Responsibility (R) as close to the activity or knowledge and expertise required as possible.  Do not always assign the most senior person, but rather the “right” person.  Recognizing talented but junior staff is a great way to get their commitment.  However, make sure these junior staffers are not being set up to overstep their authority.
· There should be only one Accountable person per activity.
· Authority must accompany accountability – people can’t be expected to deliver on things they cannot control.
· Minimize the number of Consulted (C) and Informed (I) people to only those whom it is essential to include:
· reduce campaign management team size to the essential people
· set the right expectations about participation
· All roles and responsibilities must be communicated and agreed to by the person. You can confirm his or her understanding by stating a very clear expectation:  “As a Consulted person, you are expected to read the updates and comment back to me within a week.”
As you write down the roles and responsibilities, it is important to think about what you really would like your colleagues to do and how to motivate them.  Based on each situation, you should determine how you want to relay this information.  
Some of the issues include: 
· Do you need to inform his or her manager or do you contact the individual directly? 
· Why should he or she be interested in helping? 
· Is it part of his or her job?
· Is he or she getting paid extra to do it? 
· Is there an opportunity for job promotion because of his or her participation? 
· What is he or she going to learn? 
· How can you make it exciting and rewarding for him or her? 
Within each component of a Pride campaign, there are several roles that each campaign manager needs to complete.
A typical RACI chart for activities will look something like  (note that this is just an example, not a complete list of activities). 
Table 1: RACI Chart for Pride Campaign Implementation
	Work Component
	Activity
	Responsible
	Accountable
	Consulted
	Informed

	Project Management 
	Submit Monthly Reports to Rare
	Campaign Manager
	Campaign Manager
	Pride Program Manager
	None

	
	Keep RarePlanet up to date
	Campaign Manager
	Campaign Manager
	Pride Program Manager
	None

	Barrier Removal
	Train Fishermen in the use of Traps
	Barrier Removal Partner Staff
	Barrier Removal Program Officer
	Campaign Manager
	Local Partner Executive Director

	
	Communicate with MPA Partners
	Barrier Removal Program Officer
	Barrier Removal Executive Director
	Campaign Manager
	Local Partner Executive Director 

	Social Marketing
	Organize a Fundraising Event
	Dev. Staff of Local Partner
	Campaign Manager
	Volunteers
	Local Partner Executive Director

	
	Design & Produce Poster
	Communications Staff of Local Partner
	Campaign Manager
	Dev. Staff of Local Partner
	Barrier Removal Partner

	
	Visit Elementary School
	Lead Volunteers
	Campaign Manager
	Volunteers
	Local Partner Executive Director

	Monitoring 
	Annual Measure of Rat Population on Serena
	REI
	REI 
	Campaign Manager
	Forestry & Wildlife

	
	Annual Measure of Rattrap Compliance on Fishers' Boats
	Forestry & Wildlife Staff
	Joe Smith, Forestry & Wildlife
	Campaign Manager
	None



The advantage of using the RACI chart is that it defines everyone’s role within the broader campaign.  Based on a RACI chart, you will know who is responsible for a deliverable, who needs to be involved in the process, and who needs to be kept informed. Note that on the RACI chart presented in , the campaign manager has different roles for each activity. Finally, note that while the campaign manager is responsible for the entire campaign, she or he may not be responsible or accountable for every deliverable or activity.
Successful campaign management required that these roles are clearly defined and that each person agrees to his or her role. 
	Top Six Reasons for Creating a RACI Chart
1  Chart roles & responsibilities in a consistent manner.
2  Clarify individual or organizational roles and responsibilities.
3  Identify the individual ultimately accountable for one or more aspects of the project.
4  Eliminate misunderstandings, encourage teamwork, and reduce stress.
5  Reduce work duplication.
6  Improve communication and decision-making.



[bookmark: _Toc384779129]Summary
Through out the Implementation Planning phase, there is a good chance that the plan you start with may look significantly different than the plan you start the campaign implementation with.  Consulting your supervisor and colleagues through check ins of your Work Plan is essential.  
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Lesson 2
[bookmark: _Toc384779130]Stakeholder Management 
Stakeholders are those individuals and groups that may positively, negatively, directly or indirectly affect the campaign. Research suggests that participation of stakeholders is the key to the success of a social marketing campaign with an environmental focus. The values, constraints and needs that face the various stakeholders of an environmental program must be the foundation upon which effective campaigns are built.
Through the planning process, you have already begun working with stakeholders. As you move into the implementation phase, the number of stakeholders you work with and the complexity of your relationships with them will potentially grow exponentially. Your relationship with your own staff and supervisors may also change as you move into implementation. In the planning phase, you engaged them by soliciting input and information. In the implementation phase, you will also need their help in disseminating materials and in supporting you in monitoring. As such, management of both internal and external stakeholders will continue to be a critical component of your campaign.
By the end of this lesson you will be able to:
· Identify and engage additional stakeholders for the implementation phase of your campaign. 
· Describe three core values of effective partnership management. 
· Select communication styles and tools for involving and managing stakeholders. 
· Integrate a stakeholder management plan into your campaign Work Plan. 
[bookmark: _Toc384779131]Activity, Assessing Your Partnership Needs
[bookmark: _Toc384779132]Instructor Procedure
1. Prepare the Activity
91  Review the Lesson Content in advance. 
92  Participants will need to have available their stakeholder matrix from the first university phase and their Work Plans. 
1. Conduct the Activity
93  Divide the cohort into pairs. 
94  In their pairs, ask participants to reflect on what they have already learned about partnerships by interviewing each other using the questions listed below (and others they find relevant around partner needs):
l How has it felt to work to work with new stakeholders and experts so far in your campaign?
m How were the relationships collaborative?  How were they conflictive?
n What were the benefits of engaging different stakeholders?  What were the barriers?  
o Based on your experience, what would you do similarly in the implementation phase?  What would you do differently?
95  Inform participants that they are now going to use their experiences with these relationships to plan out an stakeholder engagement strategy for the implementation phase. 
96  Direct participants to use the blank table and instruct them to fill out the table for their own campaigns with as much detail as they currently have available.
1. Debrief the Activity
· When students have finished filling in the matrix, ask a few students to share something from each column.
· When you get to column 4 examples, have other students offer additional suggestions for what type of person might fill that role. 
[bookmark: _Toc384779133]Participant Procedure
1. Purpose
To identify new and existing stakeholders who can support the implementation of your campaign. 
30 Minutes
1. Participate in the Activity
99  Work in pairs, use the questions below to guide your discussion on your experiences with stakeholders during the planning phase.    
p How has it felt to work with new stakeholders and experts so far in your campaign?
q How were the relationships collaborative?  How were they conflictive?
r What were the benefits of engaging different stakeholders?  What were the barriers?
s Based on your experience, what would you do similarly in the implementation phase?  What would you do differently?
	Notes from Interview























100  Once you have finished the discussion, complete the table with your own campaign in mind.  Try to fill in as much detail as you currently have available, based upon the marketing, technical, and monitoring needs for the successful implementation of your campaign.
101  Remember to consider the names of individuals and groups that were originally listed in your stakeholder matrix.
102  Share your tables, as directed by instructor.
Table 2: Current and Potential Partnership Matrix
	1
	2
	3
	4

	Areas of Work Needing Partner Involvement
	Current Partners Already Supporting My Campaign
	Potential Partners 
	How Will You Engage Potential Partners

	

Barrier Removal



	
	
	

	


Marketing Strategy




	

	
	

	


Community Mobilization



	



	
	

	


Biological Monitoring




	
	
	

	


Funding



	



	
	

	


Campaign Materials - Design & Production



	
	
	

	


Campaign Administrative Support



	
	
	

	


Other



	


	
	



[bookmark: _Toc384779134]Reading Activity 
[bookmark: _Toc384779135]Instructor Procedure
1. Prepare the Activity
103  Review the Lesson Content.
104  Print one copy of the Lesson Content for every participant. If the region does not want to print send the URL link generated out of Xyleme.
105  Review and customize the lecture slides for the lesson.  
1. Conduct the Activity
106  Hand out or send the link to the Lesson Content to the participants.
107  Instruct the participants to read the Lesson Content. 
108  Space is provided below in the participant guide for participants to take notes and write any questions they may have as they read through the materials.  
109  After they have completed the reading lead a short debrief before presenting the lecture slides and diving into the activities.  Use this as an opportunity to gauge the cohort on what concepts you may have to spend more time on during the lecture and activities.  
1. Debrief the Activity
· What are the benefits to managing stakeholders?
· What are the three core values to managing an effective partnership?
· What are some communication styles and tools for involving and managing stakeholders?
· How do you plan to keep your stakeholders engaged and informed?
[bookmark: _Toc384779136]Participant Procedure
1. Purpose
To read the Lesson Content and review the benefits, values, and communication styles for engaging stakeholders. 
30 Minutes 
1. Participate in the Activity
114  Read the  Lesson Content distributed by your instructor. 
115  Use the space provided below to take notes.  Also write down any questions that you may have for your instructor. 
	Notes/Questions













































[bookmark: _Toc384779137]Activity, Best Practices in Stakeholder Management 
[bookmark: _Toc384779138]Instructor Procedure
1. Prepare the Activity
116  Review the Case Studies found below.  An answer key with some general observations and insights for each case study has been provided, but be sure to review to identify if there are any additional lessons learned that should be identified around successfully managing partnerships. 
117  Prepare three pieces of flip-chart paper, one for each group. 
1. Conduct the Activity
118  Divide the cohort into small groups.  
119  Give everyone time to read all three Case Studies.  
120  Instruct them to evaluate each of the examples, based upon the following:  
t Three key benefits of partnerships: leverage, increased efficiency, and increased support.
u Three core values for stakeholder management: equity, transparency and mutual benefit. 
v Four communication styles for managing stakeholders: continuous communication, Consultative Communication, Transparent Communication and Integrated Communication. 
w Tools for managing communications with partners (see table in the Lesson Content)
121  Distribute a single piece of flip chart paper to each group so that they can record their findings. 
122  Ask each group to report out their findings, identify which of the above they would have used to improve the stakeholder relationship.  
1. Debrief the Activity
· What did each of these case studies have in common?
· Based upon the benefits, values, communication styles and tools provided regarding good stakeholder management, what did each of these case studies do well?  Where did they fall short?
· How will these values, tools, and resources support your management of stakeholders in the implementation phase?
· Which are the 2-3 values, communications, and/or tools will you mostly likely apply in your campaign?  Why? 
ANSWER KEY (With regards to the 3 values. Participants will also identify tools and communication styles that they could use to improve the management of the stakeholders/partners.) 
Example #1 - Key Takeaway
Lacking Equity
Make sure you have the right partners to begin with!  You must take into account ALL of the people whose support (or lack of support) might influence your campaign and engage them as partners in a strategic fashion along the way.
Example #2 - Key Takeaway
Lacking Mutual Benefit
You can’t just communicate with people when you want something. You must build and then nurture relationships over time, so that they become a reliable source of ongoing support that can be tapped into as needed.  It is also critical to make partners and volunteers feel continuously appreciated and informed if you want them to stay invested in your campaign. 
Example #3 - Key Takeaway
Lacking Transparency
When a project depends heavily upon the support of certain key individuals, it is critical to put strategic communications and tracking tools in place and adhere to them rigorously.  Messaging should be well-coordinated and consistent from various project representatives and key donors or partners should be made to feel heard and understood at all times.
[bookmark: _Toc384779139]Participant Procedure
1. Purpose
To create a list of tips for employing the values, communication styles, and tools for the effective management of stakeholders. 
60 Minutes
1. Participate in the Activity
127  In small groups, read each of the Case Studies found below. 
128  Evaluate the Case Studies, and determine which of the items below could have been better leveraged for a more positive outcome with regards to stakeholder management.  
Three Benefits of Partnerships
x Leverage
y Increased Efficiency
z Increased Support
Three Core Values in Stakeholder Management
aa Equity
ab Transparency
ac Mutual Benefit
Four Communication Styles
ad Continuous Communication 
ae Consultative Communication
af Transparent Communication 
ag Integrated Communication 
Tools for Managing Communications with Partners
ah MOU/Memorandum of Understanding 
ai Contracts
aj Schedule or Calendar
ak Deliverables
al Tasks
am Milestones
an Success Measures
ao Satisfaction Surveys
ap Issues Escalation
aq Roles and Responsibilities
ar Communication Plan 
129  Identify in the case study, which of these benefits, values, tools and styles is missing and what they need to implement in order to be more successful in managing their partnerships.  
130  Using the flip chart paper, record the groups findings and report out to the cohort. 
Partnership Case Studies 
Example #1
A lobbying firm in Mexico led a large campaign to get more funding for science education in elementary schools.  The firm focused for months on targeting lawmakers and influential political donors as well as the general public, and started to get the support it needed as budget time drew closer.  But at the last minute, the firm’s efforts were undermined by an unexpected group – teachers (who were unhappy with the type of science curriculum proposed).  The firm had simply assumed all along that teachers would support more money for education, so it never asked teachers for their opinions on the lobbying agenda or even to participate in the campaign.  It had been carefully tracking relationships with its list of partners, but had left an important group off the list altogether.
Example #2
An environmental NGO in Indonesia was very successful in attracting large numbers of volunteers one year to help with cleaning up local nature trails, removing trash from the river, and planting new trees near an important reserve. When it sent out a call for volunteers the following year, it expected to get an even greater number, due to word of mouth and the general enthusiasm witnessed during the cleanup activities. However, the NGO received less than half the number of volunteers from the previous year. Why? While some volunteers found a cleaner community to be enough reward for their work, many others had lost interest due to lack of follow-up communications from the NGO. They had not received a follow-up thank-you letter, nor any update on the organization’s work or on the lasting impact of their contribution of time and effort. So the cause no longer felt like a priority to them.
Example #3
A nonprofit health organization in South Africa relies on generous contributions from 25-30 wealthy individuals to support its work.  There are many different staff who come in contact with each of these individuals throughout the year – the President (who calls to ask for new money), the program staff (who call to offer updates on work in the field), and the accountant (who calls to settle the details on payments schedules and tax issues).  The organization keeps information on the strategy for each donor and any one-on-one communications that take place in a spreadsheet that is available to all staff on a shared drive. Recently, a new person on the program staff took it upon himself to call a donor with an update on a new service at one of the organization’s clinics.  The donor was outraged, having just given the President an earful about not wanting her money to be used for supporting this particular service.  If the program staffer had checked the Relationship Management Spreadsheet, he would have seen this note prior to the call.  
[bookmark: _Toc384779140]Activity, Integrate Your Stakeholder Engagement Plan Into Your Work Plan
[bookmark: _Toc384779141]Instructor Procedure
1. Prepare the Activity
131  Ensure that participants come to class with their Work Plan.
1. Conduct the Activity
132  Have campaign managers return to the Work Plan.
133  Ask the participants to record and plan for any additional steps or activities in their Work Plan for engaging key stakeholders.  (This can take the form of meetings, presentations, consultations, any or all social marketing activities, delegation, email updates, phone calls, barrier removal workshops, etc.)
1. Debrief the Activity
· No debrief needed. 
[bookmark: _Toc384779142]Participant Procedure
1. Purpose
To plan your stakeholder engagement activities and incorporate them into your Work Plan.
30 Minutes
1. Participate in the Activity
135  Return to the Work Plan.
136  Review your original Stakeholder Engagement Plan developed in the first university phase.
137  Record and plan for any additional steps or activities in your Work Plan for engaging key stakeholders.  (This can take the form of meetings, presentations, consultations, any or all social marketing activities, delegation, email updates, phone calls, barrier removal workshops, etc.)
138  Consult your PPMs as needed.
[bookmark: _Toc384779143]Lesson Content, Stakeholder Management
Good stakeholder management often determines whether or not companies thrive or projects succeed. Rare recommends that you invest significant time in developing and implementing a good stakeholder management plan. You cannot succeed without the help of a wide range of partners, so leaving their level of commitment to chance is not a good strategy.
Earlier, you diagrammed all of your potential campaign stakeholders. During this lesson, you will revisit this list of partners, refine it as needed and build a strategy for communicating and strengthening relationships with each stakeholder over the coming months and even years.
Successful stakeholder management will depend on your careful efforts to motivate and manage simultaneously. In this Lesson Content, you will learn:
· The benefits of partnerships
· Three core values in stakeholder management
· Four communication styles
· Tools for managing communications with partners
· Three basic steps to engage stakeholders
The Benefits of Partnerships
Since managing stakeholder relationships may be the one of the most difficult things you do as a campaign manager, why do it? Well, because working with them provides three key benefits for a large project like a Pride campaign: leverage, increased efficiency and increased support.
144  Leverage
m. New expertise. Stakeholders may know things that you do not know or have skills that you do not have, e.g., knowledge of a particular audience in the community.
n. Extra work. They can take on work that you do not want to take on or for which you do not have the time.
o. Expanded reach. They increase your ability to reach different audiences or have a greater impact than you would have working alone
p. Access to other resources. They may provide access to financial or technical resources and people or government agencies that you cannot readily access.
145  Increased Efficiency
q. Work distribution. Partners can complete tasks for you, thereby freeing you up to direct their work and work on other important aspects of your campaign
r. Project acceleration. Many stakeholders tend to have existing infrastructure, so you do not need to take the time or money to build it. For example, one of the reasons that Rare partners with national universities is that they have infrastructure that would be time-consuming and expensive to recreate (rooms, libraries, highly qualified lecturers). You can use a partner’s infrastructure to help accelerate your project. For example, most organizations have existing volunteers and fundraising capacity. These are things they may allow your campaign to leverage. An organization may also have facilities in a part of the site where you do not have logistical support – you can use their telephone, Internet, office space or conference room while you are traveling or as your volunteers need these resources.
146  Increased Impact
s. Built-in support base. By working with partner organizations you get the commitment of one more organization in your community, which is essential to ensuring the sustainability of your campaign. Additionally, these organizations can provide you with support and credibility when other interests try to oppose you.
t. Credible networks. Selectively mentioning all the organizations and their leaders that back your campaign can give you a great deal of credibility. For example, communities might be skeptical of your approach, fearing that you do not have their interests at heart. If you partner with community groups, this fear might be alleviated. Partnering with respected universities helps add to your credibility when you meet with government officials; working with scientists can have a similar result.
	Example of Partnership Management: The Tieton River Canyon Partnership[footnoteRef:5] [5:  Adopted from:"Our Partners in Conservation," The Nature Conservancy, accessed January 15, 2013, http://www.nature.org/partners/commonground/partnership/trcp.html.] 

The Nature Conservancy works with partners in many places in order to complement their skills or to increase project scope. To advance this approach, U.S. federal agencies and The Nature Conservancy have established the Fire Learning Network, which brings together communities and stakeholders to plan for management and restoration of the landscapes in which they live and work.
	[image: ]


An example of the Fire Learning Network in action is emerging in the Tieton River Canyon in central Washington state, U.S.A., where a project that initially focused on the purchase of land has now turned into a successful partnership that will use fire as a key restoration tool.
This core group is reaching out to include new partners, such as the Yakama Indian Nation, the Washington State Department of Natural Resources and the South Central Washington Resource Conservation and Development organization of the Natural Resources Conservation Service.
The project began with the Conservancy purchasing 10,000 acres of checkerboard land for conservation in public and private ownership. It has now evolved into a broad partnership whose goal is to promote fire management as a restoration tool on the larger landscape.
As with many fire partnerships, this approach includes a wide range of strategies and partner relationships, from ecology research and restoration-based tree and brush removal, to cooperative fire management planning, to use of LANDFIRE products for wildfire management, risk assessment and forest restoration planning. All of these represent an array of skills and interests that no one organization could have brought alone.



Three Core Values in Stakeholder Management
Every productive stakeholder relationship is built on three core values:
· Equity
· Transparency
· Mutual benefit
Equity leads to respect, transparency leads to trust and mutual benefit leads to sustainability. Stakeholders may believe in your cause, but usually they choose to work with you because they get something out of the partnership as well.  This mutual benefit is its own motivation to partners to stick with you through your whole campaign. However, if you ignore equity and treat stakeholders like volunteers or vendors rather than equal partners, their frustration might eclipse the mutual benefit, just as you would be frustrated if a stakeholder started treating you as an employee. For an equal partnership to thrive, both parties must have transparency, i.e., be open and honest about what is going on and provide regular reports and updates on shared projects. 
Four Communication Styles for Managing Stakeholders
Having identified and prioritized your stakeholders, and with a clear understanding of the benefits your campaign will reap from strategically managing your relationships with them, you should be starting to think about methods and best practices for stakeholder management. Below is a description of various communication strategies that can be used to improve and get results from stakeholder relationships.
The four communication styles are: Continuous, Consultative, Transparent, and Integrated.
150  Continuous Communication
Successful leaders will be the first to admit that managing effective partnerships is one of the most challenging aspects of doing business. Collaborating with other organizations and individuals takes planning, patience, listening, compromise and mutual respect. But it is worth the effort! Projects that draw on strong partnerships usually have greater impact and sustainability.
Many organizations find it difficult to share decision making or align processes and practices with outside groups. This is natural, but the only guaranteed way to overcome difficulties and reap the benefits of collaboration is through continuous communications. Regardless of the audience, communication should never be a one-time occurrence. Sending reports to stakeholders is important, but creative communications can be used to achieve a wider range of goals than simply imparting information.
The goals that can be achieved through creative communications include:
· Building and sustaining project momentum
Throughout your campaign, make sure to keep all your stakeholders informed as different phases of the project launch or conclude, as well as when any key milestones are achieved. This will not only provide them with an ongoing sense of progress and change, but also with a greater sense of ownership and stake in the campaign outcomes. Updates do not have to be too elaborate. Just an email or a quick note goes a long way. Remember that RarePlanet has been designed specifically as a tool for keeping people informed and involved in your campaign. Sending a link to your campaign page whenever new content is posted – such as survey results or a blog about your first stakeholder meeting – is an easy way to engage partners and invite interaction.
· Managing change
As your project changes (and it will!) due to new opportunities and/or unforeseen circumstances, keep all your partners informed. There is nothing that alienates people more than a feeling that things are happening without their input or notification. Ideally, you should communicate change to partners before it happens, and solicit feedback if desirable. At the very least, send timely updates and clear explanations for new campaign strategies, tactics or plans, even if they do not directly relate to the partner’s own deliverables. This simple courtesy will enhance your relationship and level of trust with partners. Again, it can be a simple email or short note. 
· Spurring action
Never assume that, just because you have signed an agreement with a partner specifying the delivery of certain things by a certain time, the partner will do so. Check in a few times in advance to confirm the agreed-upon deadlines for specific deliverables, as well as to ensure that you are still in alignment about expectations if some time has passed since they were originally discussed. You can never over-communicate, but you can definitely under-communicate – assumptions always lead to trouble. Pride alumni have even told of setbacks that came from making assumptions about their own local implementing organizations, e.g., expecting funds or transportation to be available when promised and then being let down. The bottom line is that it is just as important to check in with the person sitting next to you as it is to send reminders to the stakeholders across town.
· Inspiring celebration and goodwill
Sometimes you are so entrenched in your campaign, you forget that others are not seeing and hearing everything you are. People crave good stories, inspiring signs that positive change is happening and other small reasons to celebrate. Take 10 minutes to share any of these things with a partner and it will pay off exponentially when it comes time for that partner to play a role in supporting your work or helping you solve challenges. To really get creative, consider tactics like sending key partners a copy of your first poster once it is printed or having your mascot make a personal visit to their offices to thank them for supporting the campaign.
Perhaps the most important communication you can craft is a convincing argument for how collaborating with you will bring your partner value. This “value proposition” should be reinforced in every communication you create throughout the life of your partnership. Just as your campaign messaging will focus on the benefits of behavior change, your partner communications should focus on the benefits you are offering in exchange for whatever support they are providing. Continuing to emphasize benefits will also help counteract any strains or tensions that occur naturally in the process of partnering.
151  Consultative Communication
To build real relationships, communication needs to be consultative and interactive, not merely informative. It is great to send updates, but one-way communication is limited in its ability to capture stakeholder concerns and feedback. You will certainly need to provide official reports to stakeholders to demonstrate progress and impact, but it is two-way communication that will ultimately determine the success of your campaign and the long-term nature of your partner relationships.
· Meetings
In these busy times, there is a tendency to use only email or phone to communicate. However, body language and facial expressions during in-person meetings can tell you a lot about the quality of the relationship and the levels of trust and enthusiasm in both parties. Hold regular meetings (in a formal setting or over a meal) in order to really listen and build rapport.
· Share notes from meetings or conversations and invite edits
Rather than assume that everyone has heard or agreed on the same thing, type up notes after any major meeting or phone call and invite others to fill in gaps, make corrections or add their own perspectives. That way, you have key relationship points on record and you avoid misunderstandings as you move forward with actions.
· Co-author a report or press release
If you have to provide a written report to a donor or want to issue a press release, involve your partners in crafting the language. Get quotes from expert or volunteer partners; ask partners outside your organization to review and provide input. This will give them a feeling of being “insiders” and true partners, as opposed to “add-ons” to a project that is yours alone. In addition, ask relevant partners if you can include their logos on your poster or solicit their feedback on design.
· Hold celebratory events
Do not wait until the end of a project to celebrate. Look for smaller milestones and gather multiple partners and volunteers to celebrate them in a small, informal fashion. This will help sustain momentum and support.
· Hold roundtables
Choose key decision points throughout your campaign and involve partners in these decisions. Bring people together to discuss key challenges, rather than trying to solve or keep them to yourself.
· Introduce partners to each other
Build a coalition of support for your campaign by helping partners network with each other and finding new ways to collaborate. This benefits everyone and brings you greater loyalty for your open approach to sharing and connecting.
· Make it a habit to include a line at the end of e-mails or written notes that asks for feedback
Try not to issue a lot of declarative communication that discourages dialogue (e.g., “This is the way it is, and that is that”). These are not always possible to avoid; sometimes you have to just make a decision and inform key stakeholders. However, for the most part, you can only enhance your work by including an open-ended appeal for feedback at the end of any communication, such as: “As always, I look forward to your additional ideas or suggestions,” or “Please feel free to add your own perspectives, notes or input to this discussion.”
· Proactively solicit input
Never wait for partners to bring up issues or concerns. If either of you is ever surprised by an issue, you probably have not been communicating well. Ask key partners how things are going on a regular basis and really listen to their answers.
· Involve partners in project monitoring
One way to strengthen buy-in and enhance transparency is to include partners in actual campaign monitoring. Such participation, and the flow of information generated, can actually encourage partners to take on a greater sense of accountability for solving problems or promoting positive outcomes. This tactic should be used not only with external partners, but also with internal stakeholders, such as your supervisor and colleagues. The closer they get to the real action and the impact, the more support you are likely to receive.
· Take them to the field
If your partners spend much of their time in an office – perhaps in the capitol or regional center – invite them out into the field to see your campaign in action. Accompany them and answer any questions they have. Make them feel special.
152  Transparent Communication
The word transparency is loaded with many different meanings in the professional world, but for the purposes of partner relationship management, we suggest you interpret it as the need to be open, honest and accountable – i.e., transparent – in all communication.
Following is a description of what we mean by these terms:
· Open
While certain information will always need to be kept confidential, you should make every effort to ensure that your Project Plan, reports and budget are as accessible as possible to partners and donors. You should also make sure to communicate key changes, provide timely and regular updates and demonstrate willingness to answer any and all questions about your work to key stakeholders. This will alleviate any chance that confusion or misunderstanding will sabotage your campaign, and build trust with the people whose support you most need.
· Honest
There is no one working in conservation that has not faced challenges at some point, and partners will appreciate knowing:
· you have identified the issue
· you have come up with (or are working on) a solution
· you are making every effort possible to protect the investment of time and money made by all of the project stakeholders
· you are learning from the experience and sharing those lessons learned
Hiding major problems or large-scale change in any project only makes things worse in the end. The earlier you disclose information the better, as those who have a chance to listen and participate in the dialogue are more likely to continue their support or even offer solutions.
· Accountable
These days, the nonprofit, NGO and government arenas are demanding more accountability than ever before. Accountability is basically an obligation to be responsible to another party, and prove to them that you are doing what you said you would do. Even if you do not have written or verbal expectations of accountability, it is a best practice to remember that you are accountable to all partners who provide funds, time, expertise or materials to your campaign and that you must report results with as much detail and analysis as possible.
This means sharing, at a minimum, the following information with each partner or donor to your campaign:
· summary of all quantitative and qualitative data gathered on your activities and their outcomes
· financial accounting of how specific donor or partner funds were used
· honest analysis of learning from various components of the project and suggestions on how to improve or apply learning going forward
· results of your project and progress toward the accomplishment of your SMART Objectives and Theory of Change.
An important tool for helping you increase transparency as you communicate and build relationships with partners is RarePlanet. The site has been specifically designed to house materials, reports, goals, outcomes, photos, videos, personal stories and more from your campaign. Most of this information will be publicly available and you can proactively send your campaign link to partners on a regular basis, urging them to view updates, add comments or post their own related information.
153  Integrated Communication
It is important that you consider stakeholder communication and management not as nice-to-have additions to campaign implementation, but as critical business functions. Too often, we are so busy with project management that keeping partners informed and enthused seems like a relatively easy item to sacrifice. Unfortunately, doing so will cause great risk to the campaign. Your partners are some of your most important assets, so planning out the time, strategy and tools you will use to engage them is critical to campaign success.
Top business functions usually have goals, time lines and resources behind them – whether it is financial management, scientific monitoring or fundraising. Starting now, you should consider stakeholder management (and all of the related communications) as a core area of your business planning and execution. A strategy for keeping partners informed and engaged should be integrated into all phases of your planning, your activities and your long-term follow-up. Make your supervisor and colleagues aware of this aspect of good project management and try to make it a priority not only for your campaign, but for your organization as a whole.
It will help to record and track communications with stakeholders and to continually assess the strength of these relationships going forward. 
Tools for Managing Communications With Partners
Not all partners will require the same type or frequency of communications. The table below contains some tips and tools for navigating relationships with a variety of partners.
Table 3: Tips and Tools for Navigating Relationships
	Tool
	Definition
	Who to Use With
	When To Use
	When Not to Use

	MOU / Memorandum of Understanding (also called a partnership agreement)

	A document that describes everyone’s commitments
	Partners
	When you have general objectives and a great deal of trust
	When you do not trust the other party

	
	
	
	
	When you are dealing with large sums of money

	
	
	
	
	When you may want or need legal enforcement

	Contracts
	A document that describes everyone’s commitment in legal terms
	Vendors
	When you do not trust the other party; when the deliverable/ objectives are very clear (vendor)
	When there are not funds being exchanged

	
	
	Partners
	When you are dealing with money
	

	
	
	
	When you may want or need legal enforcement or recognition
	

	Schedule or Calendar
	Assigning activities to a certain date
	Vendors
	
	For ongoing activities or single tasks

	
	
	Partners
	
	

	
	
	Volunteers
	
	

	Deliverables
	An agreed-upon product (e.g., research findings, logo survey analysis). Note: can be the final product (fashion) or can be smaller products that are inputs to the final product (e.g., posters advertising the fashion show, mascot costume used in fashion show)

	Vendors
	When you need something specific and tangible to show that a contract is complete or an agreed goal has been achieved
	For ongoing activities

	
	
	Partners
	
	

	
	
	Volunteers
	
	

	Tasks
	Something that can be accomplished in a relatively short period of time such as the completion of a poster, writing a contract, holding a fundraiser

	Partners
	When you can break activities down into steps that a volunteer or partner can complete
	Avoid if the person cannot commit to specific time or quality measures

	
	
	Volunteers
	
	

	Milestones
	The culmination of many deliverables and the point at which you can say that the issue is “complete.”

	Partners

	All Pride campaigns should be broken down into milestones



	Do not use for the culmination of simple deliverables and tasks

	
	
	Volunteers
	Use to celebrate successes

	

	Success Measures
	These are the data points or experiences that you can document that show how well you are doing against your goals
	Vendors
	All activities should know what “good” looks like for deliverables and milestones
	Simple or routine tasks

	
	
	
	Does not need to be quantitative, but should be meaningful
	

	Satisfaction Surveys
	Surveys whether your stakeholders are happy with the work
	Partners
	When you have a large number of stakeholders and you can’t speak with them all
	When a simple face-to-face conversation would suffice

	
	
	
	You don’t believe you will get honest feedback
	When you need very specific advice or feedback

	
	
	
	You want to measure trends over time
	

	Issues Escalation
	A process for focusing on issues that are blocking progress in the relationship
	Vendors
	When each party may not be the ultimate decision maker and you want a clear protocol for contacting (typically) more senior staff or third parties

	For information relationships

	
	
	Partners
	
	Where both parties are the final decision makers

	
	
	Volunteers
	
	

	Roles and Responsibilities
	A clear set of guidelines for who is responsible for what (see RACI)
	Vendors
	When more than one person is involved in an activity
	For short and simple tasks this may not be necessary

	
	
	Partners 
	When the activity spans over many weeks

	

	
	
	Volunteers
	
	

	Communication Plan 
	The way you plan to communicate with each of your core audiences. This can include fliers, emails, RarePlanet.org postings, meetings, etc.
	Partners
	Whenever you have more than two people involved in your activity
	

	
	
	Volunteers
	
	



Three Basic Steps to Engage Stakeholders
Below are a series of steps to help you think through everything that needs to be done:
· Step 1: Finalize Your List of Key Campaign Stakeholders
Examples of partners that might be on this final list:
al. Monitoring partners
am. Barrier removal partners
an. Volunteers
ao. Donors
ap. Experts/scientists
aq. Government offices or officials
ar. Schools or community groups
as. And many others…
· Step 2: Create a Communication Strategy for Each Stakeholder
It is important to think about how important each partner is to your campaign and what your strategy is for engagement.
The following is a guide of topics to consider when evaluating each of your partners:
at. Value to campaign
What is at stake with this partner? What will be lost if you don’t keep this partner engaged and satisfied with the partnership? Use this column to note what value the partner is providing to the campaign, whether it be money, scientific expertise, technology support, manual labor or other inputs. The bigger the value, the more attention needs to be paid to managing the relationship with this partner.
au. Benefits offered in return
Why has this partner chosen to support or participate in the campaign? What is the partner getting out of it? This is the message you must keep at the top of your mind across all communication with the partner.
av. Frequency of communications needed
Is this partner of a particularly high value or in a particularly sensitive role that necessitates more frequent communication? Or is a general update every few months enough to maintain this relationship? Consider the nature of the partnership, the personality and needs of the person you are interacting with and what is at stake, and then set a tentative schedule for how often you will communicate. You can always revise the time line as needed.
aw. Preferred type of communications
If you only send e-updates to your entire partner list and one partner does not have reliable e-mail access, he or she will be completely uninformed. To prevent this, you will need to add multiple methods of communication to your toolkit. If a specific partner is a bit challenging to work with, in-person communication might be a better choice for relationship-building than written e-mails or letters, which can be misconstrued in the absence of body language and facial expressions. Ask partners which form of communication they prefer and do some strategic thinking on your own as well to ensure that you are using the medium that is best for your message and your partner’s needs at all times.
ax. Partner satisfaction (metrics and method for gathering info)
Just as you measure attitudes and behaviors in the target audience for your campaign, you should conduct a similar (but far less complex) exercise with partners. You will not know if they are satisfied, what their top concerns are or how they perceive your project if you do not ask at key stages of the partnership. So, make sure to set a specific point on your time line to check in with your partner for the sole purpose of discussing satisfaction levels. It is also critical to ask what indication of satisfaction will be most meaningful to both you and your partner, and possibly even agree on these metrics together up front. Will renewing a financial contribution or signing a new MOU for further collaboration at the end of the partnership be a good indication of satisfaction? Will satisfaction rest solely on the campaign outcome and how much a specific threat was reduced? Figure out how you will define success and set clear points on the time line, as well as methods, for measuring how well you are achieving your goals.
· Step 3: Create Specific Communication Tactics for Each Partner
While many of your partner communications will be determined by circumstances and needs during campaign implementation, it is critical to map out the major points at which you are committing to engage with each partner. If you do not, a year will go by quickly with either no communication or your being simply reactive. Plan now how frequently you wish to share successes, review progress, confront challenges, celebrate, etc. and schedule time to make it all happen. Remember, partner relationship management is a critical business function, not a nice-to-have extra.
Next, begin thinking about the major points throughout your campaign at which you need to engage various partners. Work with your Pride Program Managers and fellow campaign managers to brainstorm ways to get key messages across during each of these times. Below are some additional tactics you might add to your list of communication options.
ay. E-mail
az. Phone call
ba. Written note (perhaps with a compelling campaign photo enclosed)
bb. In-person meeting or roundtable focused on a specific issue
bc. Celebratory event for multiple partners during campaign launch or graduation
bd. Invitation to join a monitoring activity
be. Informal events to celebrate key milestones
bf. Co-authoring a press release with partners
bg. Co-authoring a donor report with a partner
bh. Co-authoring a case study with a partner and seeking conferences at which to present it
bi. Asking a partner to provide a testimonial on the campaign and posting it on RarePlanet
bj. Asking partners to submit blogs on RarePlanet or to join groups/forums
bk. With your supervisor, hosting a partner for lunch to ask about satisfaction and areas for improvement
bl. Ensuring that all partners are members of your RarePlanet campaign, and proactively sending notices (with links) when interesting new content is posted
There are hundreds of creative ways to keep partners informed and inspired, so do whatever it takes!
[bookmark: _Toc384779144]Summary
Managing your relationships with your stakeholders is a strategy that will be key to the success of your implementation phase. Investing a significant effort in developing and implementing a comprehensive stakeholder analysis and strategies for managing stakeholders will turn out to save you time and energy in the long run. You cannot succeed all on your own, so utilizing others' commitment should always be taken into consideration.
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Lesson 3
[bookmark: _Toc384779145]Leveraging Volunteers
During the planning phase, you recruited volunteers to help you conduct your KAP surveys and perhaps perform other necessary tasks. For the implementation phase, you will have to take a fresh look at which aspects of your campaign need volunteer contributions and what types of qualifications you need your volunteers to have for them to provide ideal assistance. In this respect, you may have to recruit new volunteers and/or rekindle your previous volunteers' commitment to the campaign.  
As you know, a Pride campaign is a huge endeavor, and you cannot do it all on your own. A good network of volunteers will support you when you have a million things to get done and limited time. Volunteers are a vital resource, and if managed correctly, they will add efficiency and enthusiasm to your campaign.
By the end of this lesson you will be able to:
· Identify your volunteer needs during the implementation phase.
· Describe Best Practices for recruiting and managing volunteers.
[bookmark: _Toc384779146]Activity, Group Reading
[bookmark: _Toc384779147]Instructor Procedure
1. Prepare the Activity
159  Review the Lesson Content.
160  Print one copy of the Lesson Content for every participant. If the region does not want to print send the URL link generated out of Xyleme.
161  Review and customize the lecture slides for the lesson.  
1. Conduct the Activity
162  Hand out or send the link to the Lesson Content to the participants.
163  Break participants into small groups of three or four individuals, depending upon the cohort size. 
164  Instruct the participants to review the Lesson Content. 
165  After they have spent some time reviewing and discussing in their groups, distribute a piece of flip chart paper to each group. 
166  Working in their small groups, have participants brainstorm best practices for working with volunteers based upon their personal and past experiences. 
167  Have each group share the list of best practices generated. 
1. Debrief the Activity
· How have you used volunteers in the past?  What were the benefits?  What were the challenges?
· What are some common 'best practices' that were identified by the group?  
· What are the projects that will require volunteer assistance during the implementation phase? 
· What are you techniques for recruiting volunteers?  
· Are there any tips in the Lesson Content that were especially important to you?
· What is one way that you have recognized or thanked a volunteer?  How will you continue that practice?
[bookmark: _Toc384779148]Participant Procedure
1. Purpose
To read the Lesson Content and brainstorm Best Practices for recruiting and leveraging volunteers. 
60 Minutes 
1. Participate in the Activity
174  Break into small groups as directed by your instructor. 
175  Working in your small groups review the Lesson Content distributed by your instructor. 
176  Brainstorm a list of best practices for recruiting and leveraging volunteers.  In addition to the Lesson Content, draw upon your personal experiences. . 
177  Present your list of 'best practices' to the cohort.  
178  Participate in the final debrief.  
[bookmark: _Toc384779149]Activity, Planning for Success With Volunteers
[bookmark: _Toc384779150]Instructor Procedure
1. Prepare the Activity
179  Review the activity steps and materials before class. 
180  Ensure that participants have their Work Plans available to identify the activities that may require the support of a volunteer. 
1. Conduct the Activity
181  Review the table below with participants. 
182  Instruct them to review the most current version of their Work Plans and identify the activities that will require volunteer assistance.  
183  Encourage participants to use the list of 'best practices' that they generated in the previous activity.  
1. Debrief
· What is one new way that you plan to leverage volunteers?
· What resources, partnerships, or networks will you be able to tap into in order to recruit new volunteers?
· What will be the most difficult tasks for your volunteers to complete?  
· How will you manage these challenges?
[bookmark: _Toc384779151]Participant Procedure
1. Purpose
To identify existing and/or new volunteers that you can leverage during your campaign implementation.
30 Minutes
1. Participate in the Activity
188  Review your Work Plan.  Identify the activities that may require the support of volunteers.  
189  Armed with a list of 'best practices', work individually to complete the "Volunteer Recruitment Planning" table found below.
190  Review a classmate’s list, and offer suggestions, particularly around barriers and benefits. 
191  Be sure to use this table when assigning roles and responsibilities to volunteers in your Work Plan. 
Table 4: Volunteer Recruitment Planning
	Tasks for Which Volunteers may be Required
	Period Needed
	Potential Sources of Volunteers
	Principle Contact if Known
	Barriers that May Impede 
	Benefits that may Motivate

	Poster distribution
	May-June 2008
	Andrea Boy Scouts
	Bertie McElhinny
	Only available Monday and Wednesday evenings, transportation
	Community support badge

	







	
	
	
	
	

	





	
	
	
	
	

	





	
	
	
	
	

	





	
	
	
	
	

	





	
	
	
	
	

	





	
	
	
	
	

	





	
	
	
	
	


The second row is provided as an example.
[bookmark: _Toc384779152]Lesson Content, Leveraging Volunteers
Volunteers are individuals or organizations that provide assistance or perform a service of their own free will and without pay. Volunteers may include individuals and groups that help in material design and dissemination, the students who put up your posters, the musician who donates a song, the community members who man the no-take zone guardhouses, the people who donate their time to patrol the protected area and anyone else who is enthusiastic enough about your campaign to donate their time and effort. 
Since they are offering to help you and asking nothing in return, you may think that managing your volunteers will be a simple task. This is not the case. Effectively leveraging your volunteer resources actually takes a great deal of planning and effort, from recruiting the right people to maintaining their enthusiasm and showing your appreciation.
In this lesson, we will review how your experience with volunteers has been so far and how you might go about managing those volunteer relationships during the implementation phase.
Recruiting and Motivating Volunteers
You may already have a solid cadre of volunteers upon which to build. But remember that by the time you return to your site, it will have been over five weeks since you last saw the volunteers you used during your planning phase. A great deal can happen in that time, and besides, the skills that you need may have changed. The enumerators that you trained for your KAP survey had a very specific skill set that may not apply to the activities you have chosen for implementation. You will have to reintroduce your existing volunteers to your campaign, and possibly recruit new ones.
Be creative when recruiting volunteers. Recruiting the right people for the right activity requires a commitment of time, energy, creativity and persistence. The Center for Intergenerational Learning at Temple University has identified 16 effective practices to follow when recruiting adult volunteers (see text box below). If you do not have a large pool of volunteers to pull from, you can use these tips to build an organizational volunteer database.
Remember, although highly motivated individuals can quickly become engaged, they can just as quickly become disenchanted if you do not keep them occupied and motivated. Volunteers need to feel part of the program and be empowered to offer the most benefit when you need them. It is important to be aware now of not only the who and the what, but also the when. If you are going to rely on volunteers to complete a task (e.g., a petition drive) two to three months from now, you will need to plan engagement well before then. You will need to identify the volunteers, train them and put in place logistics, such as assigning locations and transport. All of this may take a month or two.
However, you do not want to engage volunteers too soon. If you have people standing around with nothing to do, they will quickly lose interest and drop out. There is a fine balance then. You can keep volunteers engaged by keeping them updated. There are many ways to do this: you might encourage them to join your campaign on RarePlanet as “friends,” you might want to have a special newsletter for them and you should certainly consider sharing your Project Plan (or at least the pieces that are relevant).
Sharing your approved Project Plan will generate commitment and buy-in of your campaign. It will be a source of credibility for your work and will instill confidence in your leadership abilities. Clearly articulating the Objectives and Theory of Change for your campaign will build consistency and clarity in the message your volunteers deliver to the community; they will be well-trained and familiar with your projected Conservation Result. Additionally, presenting your Project Plan to existing and new volunteers will help you identify the tasks that remain and how to structure them around your proposed time line. You will need to track and coordinate your volunteers’ schedules around campaign deliverables.
Keeping a list of what volunteers (and what prerequisite skills/expertise) are needed for what activities and when should help you to identify which volunteers are required.
For example, if you need Boy Scouts to help in poster distribution, you might weave into your conversation with the Boy Scout leader that his troop could use this opportunity to work toward their “Community Support badge” and that your department would provide the required training and transport. You could add that distribution time lines can be adjusted to fit scout availability (e.g., Monday and Wednesday evenings).
Utilize the project management skills you have learned over the course of the last few months to train, inform, support, recognize and engage the dedicated group of volunteers you are about to depend upon. 
	16 Tips for Recruiting Adult Volunteers
7  Decide on the characteristics you want your volunteers to have. Think of the goals of your campaign, the strengths of the community and all the activities the volunteers will be engaged in.
8  Develop a checklist of the most important requirements. Think about the requirements needed for an activity the same way you would when writing a job description. What are the roles and responsibilities going to be?
9  Identify the barriers that may deter people from volunteering. Physical limitations, financial limitations, lack of confidence: These are all examples of barriers people will face when considering volunteering.
10  Think about how to motivate volunteers from all age groups in your community. How could you motivate the elderly? Children, young adults, adults? Look at all audiences in your community.
11  Develop a recruitment message that sells your campaign. You have worked on refining your message; now use it to motivate people to participate.
12  Create recruitment materials that will catch people’s attention. Use simple flyers or brochures; post videos of existing volunteers to your organization’s website to generate new excitement.
13  Share your Project Plan with the community. Using the presentation skills that you have strengthened, go out into your community to share your excitement.
14  Use a range of recruitment strategies to reach new volunteers. Word of mouth, presentations, information tables at community events, your organization’s or other organization’s newsletters, an ad in a weekly church or temple bulletin. If you have the resources, put a Public Service Announcement (P.S.A.) on the local radio station.



	16 Tips for Recruiting Adult Volunteers Continued..
15  Start with what you have. Recruiting is all about relationships. Think about whom you already know; use mind-mapping and brainstorming techniques to think about new volunteers.
16  Cast a wide net. Develop connections with other local organizations that have a similar mission or interest in the site. Think about how you may leverage your barrier removal or monitoring partner to assess a credible pool of existing staff and volunteers.
17  Target your recruitment efforts. Meet with community leaders, including local religious leaders or politicians. Target geographically. Do volunteers live in or near the site? Explain to them why it is important that they help.
18  Recruit more people than you actually need. Assume for any given activity that about 25 percent of the volunteers may not show to the event. If you are conducting a river clean-up or petition drive, assign more volunteers to the event than you may need to account for people who did not show for personal reasons.
19  Pay attention to timing. You may need to recruit throughout your campaign. Pay particular attention to your time line, revisiting your Gantt chart on a weekly or daily basis.
20  Be ready to provide good “customer service.” Be warm, patient and friendly to volunteers. Always be prepared for the event; your volunteers’ time is just as valuable as yours. By adequately preparing yourself and any other staff member who are assisting you with the campaign, you will gain the most from your volunteers.
21  Avoid the "first warm body” syndrome. It is tempting to accept every volunteer. Not everyone will meet the requirements you have identified as necessary for effectively and efficiently serving your campaign activities. Trust what you need; you could spend more time with volunteers who are not qualified, which will be a burden on you mentally, physically and emotionally.
22  Be patient and persistent. Recruiting new volunteers can be a challenge. Continue to be diligent and creative in your recruitment efforts.



Recognizing and Thanking Volunteers
Understanding what motivates volunteers will be important in their recruitment; recognizing and thanking them will maintain their participation and interest. Remember, unlike paid employees who are rewarded with cash, volunteers work for nothing as tangible as money. You may have to cover some of their costs, although some may not even ask for that. They are giving to you and to your campaign. As in all things, exchange or trade will reinforce their behavior. In this case the exchange is not cash but perhaps some other form of recognition.
A thank you letter, certificate of appreciation, plaque or award, volunteer dinner, photo in the newspaper or lapel pin are all great examples of incentives to keep your volunteers happy. You may even consider creating a group on RarePlanet, such as "Friends of X Campaign," and give all volunteers “gold membership.” In order to promote activity, you could hold a contest to see which volunteer could post the most blogs or invite the most friends to join.
If your department manages a park which has entry fees, you might consider waiving or discounting fees for those who volunteer, or have special open days or free guided tours. Recognition will encourage further participation, solidify your volunteer base and create long-term involvement.
[bookmark: _Toc384779153]Summary 
There are many creative ways to engage volunteers. The most important aspects of managing volunteers is in recruiting the right people and maintaining their enthusiasm. It will be a challenge to keep your volunteers motivated over the course of the next year, but it will be your responsibility as a campaign manager to adapt your leadership style to meet their needs as well as your own. Remember that your volunteers are giving you their time and asking for nothing in return, so be sure to show your gratitude and reward them by keeping them up to date and involved whenever possible.
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Lesson 4
[bookmark: _Toc384779154]Best Practices in Project Management
"Strategy without tactics is the slowest route to victory.  Tactics without strategy is the noise before defeat"
- Sun Tzu
Without the proper tool kit to manage your campaign successfully, it may fall short of the goals you have outlined for yourself. This lesson will provide you with some additional project management tools that will help you to continue to plan for implementation, refine your Work Plan and to adaptively manage as you move forward.
By the end of this lesson you will be able to:
· Use the SWOT Analysis tool to determine the strengths, weaknesses, opportunities, and threats that you anticipate during the Implementation Phase.
· Determine ways to manage the project to optimize the strengths and opportunities, as well as mitigate the weaknesses and threats. 
· Identify common pitfalls of past campaign managers during the Implementation Phase.
[bookmark: _Toc384779155]Reading Activity 
[bookmark: _Toc384779156]Instructor Procedure
1. Prepare the Activity
195  Review the Lesson Content.
196  Print one copy of the Lesson Content for every participant.  If the regions does not want to print send the URL link generated out of Xyleme.  
197  Review and customize the lecture slides for the lesson.  
1. Conduct the Activity
198  Hand out or send the link to the Lesson Content to the participants.
199  Instruct the participants to read the Lesson Content. 
200  Space is provided below in the participant guide for participants to take notes and write any questions they may have as they read through the materials.  
201  After they have completed the reading lead a short debrief before presenting the lecture slides and diving into the activities.  Use this as an opportunity to gauge the cohort on what concepts you may have to spend more time on during the lecture and activities.  
1. Debrief the Activity
Customize- Since the Work Plan will be highly customized for your cohort, the reading material may need to be manipulated based on how you want the participants to begin planning. 
[bookmark: _Toc384779157]Participant Procedure
1. Purpose
To read the Lesson Content and understand some of the new tools you can use to manage your campaign during implementation.
30 Minutes 
1. Participate in the Activity
202  Read the  Lesson Content distributed by your instructor.  Use the guiding questions below to help structure your reading.  
203  Use the space provided below to take notes and construct any questions you may have to be answered by your instructor. 
	Notes/Questions













































[bookmark: _Toc384779158]Activity, Utilizing a SWOT Analysis
[bookmark: _Toc384779159]Instructor Procedure
1. Prepare the Activity
204  Ensure the participants either have their participant guide printed, or you can print and distribute a blank copy of the empty SWOT analysis located in the participant guide.
205  You may want to think about how to further customize this activity.  The SWOT analysis can be further broken down by activity or even by SMART objective if you would like them to do a very in-depth analysis. 
206  Ensure participants have their Work Plan open
1. Conduct the Activity
207  Have each participant fill in the blank SWOT table using the guidelines located in their participant guide.  
208  Ask participants to analyze each of the quadrants in relation to their respecting quadrants:
· Strengths/Opportunities (SO)
· Strengths/Threats (ST)
· Weaknesses/Opportunities (WO)
· Weaknesses/Threats (WT)
209  Have participants check their Work Plan back against this analysis and make any changes to resources, time lines, etc based on their recent discoveries from the SWOT analysis.
210  Ensure that the participants record this analysis as they may want to use it later in the lesson Finalizing your Campaign Strategy.  
211  You may use the table below as a reference for examples. 
	






Internal 
	Strengths
	Weaknesses

	
	The campaign manager has extensive knowledge in Marine Biology

The campaign manager is a quick multi-tasker

The Campaign Team is hard working and quick to learn






	The campaign manager has little to no experience in managing a project or a budget

The campaign manager is not an expert on the current local marine policies

The Campaign Team recently lost 2 members to other job opportunities

	






External
	Opportunities
	Threats

	
	Conservation International has chosen this site for a huge grant

The local government is on board and completely supportive of all upcoming campaign activities

A local Peace Corps group has recently offered some volunteers to help periodically with campaign activities and data collection



	The key time for social marketing activities outlined in the campaign is during monsoon season

A new real estate developer is in town and interested in building a hotel resort on an identified protected area

The campaign site is extremely far away from the vendors that could help in producing  most social marketing materials



1. Debrief the Activity
· What new opportunities and strengths did you identify today that you had not previously identified in any of the plus delta activities and debriefs?
· How will you use these strengths and opportunities together in adapting your campaign strategy?
· Will any of your identified strengths and opportunities easily address your weaknesses and threats?  
· If so, which ones?  
· Were you able to use these outcomes to modify and improve your Work Plan?
[bookmark: _Toc384779160]Participant Procedure
1. Purpose
To use the SWOT Analysis tool to determine the strengths, weaknesses, opportunities, and threats that you anticipate during the Implementation Phase.
30 Minutes
1. Participate in the Activity
Thinking about your upcoming Implementation Phase, fill in the table below by using the following questions as a guideline[footnoteRef:6] [6:  Roger Constandse, "SWOT Analysis for Goal Setting," Time Thoughts, 2011, http:// www.timethoughts.com/goalsetting/swot-analysis.htm.] 

217  Strengths
· What are your core competencies related to this campaign?
· What relevant skills, talents or abilities do you poses?
· What resources do you have at your disposal?
· What specialized knowledge or expertise do you have access to?
· Who can you ask for advice, support or help?
· What special/proprietary tools can you use or develop?
· What is already working well in this area? What related strengths does that reveal?
218  Weaknesses
· What are your main liabilities in this area?
· List all the relevant skills, abilities and talents that you would find helpful in this result area. Which ones are you the least good or proficient at?
· List the specialized knowledge or expertise that you would find helpful in this result area. Any knowledge or expertise that you lack could be considered a weakness.
· Are there any resources (money, time, help) that you currently don't have access to?
· What is not working in this area right now? What related weaknesses does that reveal?
219  Opportunities
· List the opportunities that you have been considering.
· What things could you improve in this result area?
· Think of one thing you could do that would significantly improve your situation in this area.
· What important goals could you pursue?
· Can you take advantage of any changes in your environment or circumstances?
220  Threats
· Make a list of serious risks you are facing in this area if you continue along your current path.
· What obstacles or roadblocks are impeding your progress?
· What environmental factors are affecting you negatively?
· Think about how current changes to your environment or circumstances could affect you negatively.
	










Internal 
	Strengths
	Weaknesses

	
	





















	

	










External
	Opportunities
	Threats

	
	





















	



Thinking back to the content you read in your participant guide, evaluate the responses in your table by listing below how you can each of the pieces you listed can address each other.  
221  Strengths/Opportunities (How will you use your strengths to maximize your opportunities?)
222  Strengths/Threats (How will you use your strengths to reduce your threats)
223  Weaknesses/Opportunities (How will you reduce your weaknesses to create new opportunities?)
224  Weaknesses/Threats (How will you eliminate your weaknesses, or turn them into strengths in order to reduce the severity or likelihood of your threats?)
Use the outcomes of this activity to modify your Work Plan and change any resources, time lines, etc.
[bookmark: _Toc384779161]Activity, Best Practices in Project Management
[bookmark: _Toc384779162]Instructor Procedure
1. Prepare the Activity
225  Customize this activity by using the Best Practices in Project Management Lesson Content to identify any previous campaign managers that were successful project managers.  They should have some of the following characteristics:
· Good leaders
· Team builders
· Excellent communicators
· Organization skills
· Competent and consistent planners
· Problem solvers
· Good negotiators and influencers
· Good budget managers
226  Once you have identified 3-4 examples, either write them and print them out for participants, or share them in your PPT presentation. 
227  Collect flip chart and markers. 
1. Conduct the Activity
228  Divide the cohort into groups of 3-4.
229  Share the examples you have chosen with the cohort.
230  Have each team record on flip chart paper what key project management skills the campaign managers excelled in.  
231  Have them report out.
1. Debrief the Activity
· How did the key project management skills lead to the success of these campaign manager's campaigns?
· Do any of your cohort members possess any of these skills?  If so, who?
· What of these skills do you possess that you feel you will successfully apply to your campaign?
[bookmark: _Toc384779163]Participant Procedure
1. Purpose
To apply Best Practices in project management to your campaign. 
30 Minutes 
1. Participate in the Activity
235  Break into groups as instructed.
236  Using flip chart paper, list the key project management skills your team identified in the examples provided by your instructor.
237  Report out.
238  Participate in the debrief.
[bookmark: _Toc384779164]Activity, Addressing Pitfalls: Contingency Planning
[bookmark: _Toc384779165]Instructor Procedure
1. Prepare for the Activity
239  Collect the following materials:
· Flip Chart Paper 
· Markers
240  Place the three example tables on slides for easy review and discussion, found below in your Instructor Guide.  
1. Conduct the Activity
241  Ask the participants to complete the table for their own campaign, thinking through contingency plans.  
242  Invite students to identify at least one "Risk" that is a positive opportunity.  For example, rather than risk equals losing funding, one possible change in a participant's plan could be receiving an unexpected financial gift.  
243  Divide the cohort into small groups.  In these teams share each of the identified risks.  Think about the probability of occurrence and the impact to the campaign if the risk were to occurr.  
244  Rank each probability of risk and the potential impact on the campaign on a scale of 1-5.  Then multiply to estimate overall risk.  High numbers in the probability/impact ranking will help the campaign manager identify where to focus risk planning and to develop the most robust contingency plans. 

1. Debrief the Activity
· Each student should report their findings to the class, sharing areas of risk that warrant the most attention.  (Those with highest probability/impact rankings).  
Three Example Tables
The example tables provided act as an answer key and a way to generate additional conversations lead by the instructor.  These tables are later provided in the Lesson Content of the participant guide. 
Table 5: Illustrative Contingency Plan
	
	Activity
	Event/Situation
	Risk
	Alternative Action- Plan A
	Alternative Action- Plan B

	A
	Go to the movies
	Tickets sold out
	Wife disappointed
	Go out for dinner
	Go tomorrow

	B
	Visit a friend over the holiday
	Boss gives you new work
	May have to cancel visit
	Plan multiple dates to visit friend
	Go next holiday

	C
	Donor gives $100 for poster production
	Cost of posters increase
	Production of posters is impossible
	Ask donor for more money
	· Negotiate a price   within budget
· Don’t do posters

	D
	Barrier removal partner provides all technical support
	Technical support person has competing demands on her time
	Technician may not be available during the desired dates
	Find a new technician
	· See if a technician is really needed
· Move other activities to fit into the technician’s schedule



Table 6: Things That Might Happen During a Campaign
	
[image: ]
Happy
	
[image: ]
Inconvenient
	
[image: ]
Disturbing

	· Marriage
· Newborn child
· Holidays
· Family events
	· Elections distract people
· Changes in the local political environment
· Unusual weather or natural event
	12  Natural disasters 
13  Political unrest
14  Funding issues
15  Sickness
16  No barrier removal partners
17  Lead Agency reneges on commitment

	What Additional Things Could Happen During Your Campaign?

	
	
	



Table 7: Events That Might Develop During a Campaign and Possible Solutions
	Activity
	Event/Situation
	Risk
	Alternative Action- Plan A
	Alternative Action- Plan B

	Find funding to augment campaign funds
	Local partner has funding issues
	May not be able to fund all campaign activities
	Reach out to suppliers and look for discounts or cooperative marketing programs
	· Reduce the scope of volume of activities
· Delay activities until funding is available

	Implement Pride campaign
	Family sickness
	May take you away from your campaign site or constrict the number of hours you can work
	See if you have colleagues at work or at partner organizations that can take over aspects of the campaign 
	Leverage your volunteer base – you would be surprised how many people will rise to the occasion

	Implement Pride campaign
	Natural Disaster
	Could destroy the target habitat or species
	Think about how the campaign may apply to another target
	Consider whether the campaign really makes sense

	Reduce barriers to behavior change
	No barrier removal partner
	May not be able to implement a key aspect of the threat reduction strategy
	Consider alternative barrier removal partners
	· Enlist the help of key staff
· Alternative Barrier Removal Strategies

	Provide necessary barrier removal technical support
	Barrier removal partner can’t provide the technical support
	May be missing technical support necessary for implementation
	· Hire a contractor with similar experience
· Would changing the dates help?
	· Do you have a staff member who could learn how to do it?
· Can support be provided remotely?

	Develop local support for the Pride campaign
	Local political leader opposes the campaign
	Leader could block access to legislative changes, law enforcement, or local funding sources
	Be sure to have support of various government officials and non-government organization (NGO) leaders
	Work to allay his or her concerns about the campaign



Purpose
To use tools and support networks to develop creative solutions to potential problems that may arise. 
Time
30 Minutes 
Participants Instructions
246  Individually, complete the first three columns of the the following contingency planning chart for your own campaign.  
247  In small teams, rank each risk (opportunity) by probability of the risk occurring and the potential impact of the risk tot he campaign if the risk were to occur.  
248  Rank each factor on a scale of 1-5.  
bm. 1 = Not Likely/Low Impact
bn. 2 = Unlikely/Small Impact
bo. Moderately Likely/Moderate Impact 
bp. 4 = Likely/High Impact
bq. 5 = Very Likely/Very High Impact
Table 8: Thinking Through Contingency Planning for Your Campaign
	Activity
	Event/Situation
	Risk
	Alternative Action- Plan A
	Alternative Action- Plan B

	








	
	
	
	

	









	
	
	
	

	









	
	
	
	



[bookmark: _Toc384779166]Lesson Content, Best Practices in Project Management
Are you cut out to be a project manager?  Whether you have planned to became a Project Manager or whether it happened by accident, it is important to know what your strengths and skills are, and the skills you will need to be a successful project manager.
This lesson contains a number of important tools that you can apply as you manage your Pride campaign.
[bookmark: _Toc384779167]What is a SWOT Analysis?
A SWOT analysis is a useful project management and planning technique that can help you look at the bigger picture of your campaign to identify any potential weaknesses or threats that could come up during Implementation, and to seize any attractive opportunities.  
SWOT stands for the following:
· Strengths: characteristics of the campaign that give it an advantage 
· Weaknesses (or Limitations): characteristics that place the campaign at a disadvantage 
· Opportunities: external chances to improve performance (e.g. gain more Interpersonal Communication) in the campaign
· Threats: external elements to the campaign that could cause trouble for its success or impact
The purpose of a SWOT is to identify key internal and external factors that are important to the campaign's success.  A SWOT analysis should group the major pieces of information into two categories: 
253  Internal factors – The strengths and weaknesses internal to the campaign.
254  External factors – The opportunities and threats presented by the external environment to the campaign.
SWOT Example
	






Internal 
	Strengths
	Weaknesses

	
	The campaign manager has extensive knowledge in Marine Biology

The campaign manager is a quick multi-tasker

The Campaign Team is hard working and quick to learn






	The campaign manager has little to no experience in managing a project or a budget

The campaign manager is not an expert on the current local marine policies

The Campaign Team recently lost 2 members to other job opportunities

	






External
	Opportunities
	Threats

	
	Conservation International has chosen this site for a huge grant

The local government is on board and completely supportive of all upcoming campaign activities

A local Peace Corps group has recently offered some volunteers to help periodically with campaign activities and data collection



	The key time for social marketing activities outlined in the campaign is during monsoon season

A new real estate developer is in town and interested in building a hotel resort on an identified protected area

The campaign site is extremely far away from the vendors that could help in producing  most social marketing materials



Applying your SWOT Analysis
Now that you have all of this helpful information about your campaign broken down into a table, you need to begin to use it to refine your Work Plan.  The whole point of creating the SWOT table is to help you identify key strategies to pursue that will help you prepare for the future.
In order to identify these strategies, each of the two internal quadrants can be applied in relation to an external quadrant.[footnoteRef:7]   [7:  Roger Constandse, "SWOT Analysis for Goal Setting," Time Thoughts, http:// www.timethoughts.com/goalsetting/swot-analysis.htm.] 

· Strengths/Opportunities (SO): This analysis focuses on goals and strategies that take advantage of your core strengths to aggressively pursue the best opportunities at your disposal. This is particularly important if the opportunities are short-lived.
· Strengths/Threats (ST): This analysis focuses on goals and strategies that utilize your strengths to actively eliminate or reduce threats you are facing.
· Weaknesses/Opportunities (WO): This analysis focuses on goals and strategies that can help you open up opportunities down the road by working to reduce some of your weaknesses (or making your strengths even stronger).
· Weaknesses/Threats (WT): This analysis focuses on goals and strategies that can help you mitigate and avoid threats that could result from your weaknesses. You could do this by eliminating the weaknesses and turning them into strengths, or by developing defensive strategies to reduce the likelihood or severity of the threat. 
[bookmark: _Toc384779168]Best Practices- Review of Key Project Management Skills
Be a Leader and a Manager
Leaders share and communicate a common vision (future state or end goal); they gain agreement and establish the future direction. They motivate others. 
Managers are results driven and focus on getting work done against agreed requirements. A good project manager will constantly switch from a leader to a manager as situations require.
Be a Team Builder and a Team Leader 
Projects are often cross-functional in that they use people who may not have worked together before. It is up to the project manager to set the atmosphere of the team, and to lead them through the various team development phases to the point where they perform as a team.
Be an Excellent Communicator
Being a communicator means recognising that it’s a two-way street. Information comes into the project and information goes out of the project. All communications on your project should be clear and complete.
As a project manager you will have to deal with both written and oral communications. Some examples are documents, meetings, reviews, reports, and assessments. A good mental guideline is “who needs this information, who gathers and delivers it, when or how often do they need it, and in what form will I give it to them”.
Be a Good Organizer
Let’s just think of the aspects you will need to organize; project filing including all documentation, contracts, e-mails, memo’s, reviews, meetings, specialist documents, requirements and specifications, reports, changes, issues, risks, etc.
It’s almost impossible to stay organized without having Time Management Skills – so add this to your list!
Be a Competent and Consistent Planner
The skill of planning can’t be underestimated (and neither can estimating!). There are known and logical steps in creating plans. As a project manager you will certainly own the Project Plan, but it must be created with input from the team. Examples are Test Plans, Risk Management Plans, Hand-over Plans, Benefit Realisation Plans, etc. As long as you’re aware that planning should become second nature to you.
Be a Problem Solver
Firstly, you need to identify the possible ’causes’ that lead to the problem ’symptom’. Now, causes can come from a variety of sources, some are:  
· interpersonal problems
· internal sources
· external sources
· technical sources
· management sources
· communication
· opinions or perceptions
Having found the root causes, the next step is to analyze possible options and alternatives, and determine the best course of action to take in order to resolve the problem(s).
Be a Negotiator and Influencer
Negotiation is working together with other people with the intention of coming to a joint agreement. And for all these you need to have some influencing skills. 
Influencing is getting events to happen by convincing the other person that your way is the better way – even if it’s not what they want. Influencing power is the ability to get people to do things they would not do otherwise.
Set Up and Manage Budgets
At the heart of this is the skill of estimating – particularly cost estimates. Nearly always the project manager will need certain knowledge of financial techniques and systems along with accounting principles.
Part of planning a budget will require you to show the planned cost against a time-scale. As the Project Manager, you will want to get involved in purchasing, quoting, reconciling invoices, time sheets, etc.
The project manager then needs to establish what has actually happened as opposed to what was planned and to forecast the expected final costs.
[bookmark: _Toc384779169]Addressing pitfalls in your Project Implementation– Adaptive Management 
It is a bad plan that admits of no modification.
Publius Syrus (52 B.C.)
The Assyrian philosopher, Publius Syrus, knew a thing or two about plans.  Any good plan needs to enable change.  This is not an admission of failure, but rather an acknowledgement that as the world around you changes, you will need to be prepared to change, too.  Tenaciously sticking to a plan that does not fit the new conditions is foolish.
Contingency Planning
As much as you would like to think that you have a great campaign plan, things change and you need to be prepared to deal with this change.  A contingency plan outlines the specific risks you and your campaign may face for each major activity and then details how you will mitigate them.  Every campaign should have a contingency plan.  
Its elements include:
· Activities:  Major actions or steps in your campaign (i.e., stakeholder meetings, material production, school visits, barrier removal implementation, partner engagement, fundraising, post-surveys)
· Event/Situation:  Something that might occur that could disrupt your activities (e.g., natural disaster, illness, funding cuts, change in primary threat, change in Lead Agency focus)
· Risk:  How the event would impact your project
· Alternative Action Plan A: What is your first choice alternative to the original plan? 
In choosing the alternative plan, you should make sure that:
· It is a realistic alternative.
· You can begin to do it within a relatively short time frame.
· It is independent from the issue that caused the change in plans.
· Alternative Action Plan B: What is your second choice alternative to the original plan?
	Envision Success, but Plan for Challenges
It is easy to overly focus  on what can go wrong.  What you focus on tends to occur – it becomes a self-fulfilling prophecy.
So plan for challenges, but don’t spend your energy worrying.  Focus all your energy on making things a success, and you’ll be pleased with the results.



A simple template for a risk plan is show in :
Table 9: Illustrative Contingency Plan
	
	Activity
	Event/Situation
	Risk
	Alternative Action- Plan A
	Alternative Action- Plan B

	A
	Go to the movies
	Tickets sold out
	Wife disappointed
	Go out for dinner
	Go tomorrow

	B
	Visit a friend over the holiday
	Boss gives you new work
	May have to cancel visit
	Plan multiple dates to visit friend
	Go next holiday

	C
	Donor gives $100 for poster production
	Cost of posters increase
	Production of posters is impossible
	Ask donor for more money
	· Negotiate a price   within budget
· Don’t do posters

	D
	Barrier removal partner provides all technical support
	Technical support person has competing demands on her time
	Technician may not be available during the desired dates
	Find a new technician
	· See if a technician is really needed
· Move other activities to fit into the technician’s schedule



The first two examples in the table are relatively simple examples from your day-to-day life.  We have all planned to go to the movies and, for whatever reason, it just does not work out.  But the world did not come to an end.  In examples C and D, the situations are more complex, but again not too risky.  The key to these examples is that there is more than one alternative action – but in no case is the choice to do nothing.  As a campaign manager, it is important for you to maintain a positive attitude and look for alternatives.
You can make your own list of things that are apt to throw off the plan, but  shows some of the issues Rare has commonly encountered in its campaigns.
Table 10: Things That Might Happen During a Campaign
	
[image: ]
Happy
	
[image: ]
Inconvenient
	
[image: ]
Disturbing

	· Marriage
· Newborn child
· Holidays
· Family events
	· Elections distract people
· Changes in the local political environment
· Unusual weather or natural event
	37  Natural disasters 
38  Political unrest
39  Funding issues
40  Sickness
41  No barrier removal partners
42  Lead Agency reneges on commitment

	What Additional Things Could Happen During Your Campaign?

	
	
	



Based upon Rare’s 30 years of experience managing campaigns, here is a partial list of things that are apt to go wrong with your campaign and some potential solutions.  When your campaign hits unexpected issues, reach out to your PPM, peers, and fellow Rare Pride alumni by posting a question to a forum on RarePlanet.
Table 11: Events That Might Develop During a Campaign and Possible Solutions
	Activity
	Event/Situation
	Risk
	Alternative Action- Plan A
	Alternative Action- Plan B

	Find funding to augment campaign funds
	Local partner has funding issues
	May not be able to fund all campaign activities
	Reach out to suppliers and look for discounts or cooperative marketing programs
	· Reduce the scope of volume of activities
· Delay activities until funding is available

	Implement Pride campaign
	Family sickness
	May take you away from your campaign site or constrict the number of hours you can work
	See if you have colleagues at work or at partner organizations that can take over aspects of the campaign 
	Leverage your volunteer base – you would be surprised how many people will rise to the occasion

	Implement Pride campaign
	Natural Disaster
	Could destroy the target habitat or species
	Think about how the campaign may apply to another target
	Consider whether the campaign really makes sense

	Reduce barriers to behavior change
	No barrier removal partner
	May not be able to implement a key aspect of the threat reduction strategy
	Consider alternative barrier removal partners
	· Enlist the help of key staff
· Alternative Barrier Removal Strategies

	Provide necessary barrier removal technical support
	Barrier removal partner can’t provide the technical support
	May be missing technical support necessary for implementation
	· Hire a contractor with similar experience
· Would changing the dates help?
	· Do you have a staff member who could learn how to do it?
· Can support be provided remotely?

	Develop local support for the Pride campaign
	Local political leader opposes the campaign
	Leader could block access to legislative changes, law enforcement, or local funding sources
	Be sure to have support of various government officials and non-government organization (NGO) leaders
	Work to allay his or her concerns about the campaign



Note that an important aspect of risk planning is “planning.”  Some of the alternatives shown in the examples above may require you to have pre-existing plans in place.  For example, don’t recruit volunteers or have volunteer leaders just because you have a sick family member – they should be a part of your whole campaign.
	Positive Contingency Planning
When people hear the term “Plan B,” they generally think something must have gone wrong with “Plan A.” However, project managers sometimes use the same contingency plans to prepare for potential “opportunities” –unexpected occurrences that can positively impact the campaign. Receiving grants, getting additional staff support, and forming unplanned partnerships are examples of such opportunities; if such events are probable or highly impactful, it can help to know how you will take advantage of them.



Managing adaptively (adaptive management) requires being prepared to make changes as a campaign is implemented, so:
271  accept that change is inevitable.
272  don’t get too stressed about it.
273  think creatively about solutions.
Your Pride campaign may be one of the toughest things that you have done in your career, but knowing that in advance gives you the advantage.  Think about what might go wrong and plan for it.  Also, you are not alone – you have your peers and your co-workers, along with a network of people through Rare.  The following examples of Tisna Nando, illustrate that from devastating changes arise empowering opportunities.
	From Tragedy, Opportunity[footnoteRef:8] [8:  Jason Tedjasukmana, "Tisna Nando, Indonesia," TIME magazine, October 2, 2006.] 

The 2005 Asia tsunami destroyed villages, towns, and lives.  But, in calamity, there is sometimes opportunity—a wiping of the slate that, for better or worse, allows people to start over.  In the aftermath of the disaster, Tisna Nando, a 35-year-old environmentalist from Indonesia's North Sulawesi province, saw that kind of clean-slate opportunity.  As an education-and-awareness manager at Fauna & Flora International (FFI), a U.K.-based environmental NGO, Nando had worked for the past two years to help the people of devastated Aceh province create a better future for themselves by learning to live in greater harmony with their surroundings. 
"It's difficult to talk about conservation when people are still trying to find a place to live," Nando says. "It was easier to speak about the environment when people were not so traumatized."  After all, she and a handful of colleagues at FFI work in Calang, a district of Aceh where most of the homes and businesses were flattened by the tsunami, where half of all residents were killed, where survivors are still struggling to make enough money to put rice and fish on the table. 
But Nando has slowly built trust among the locals.  After the tsunami, the first order of business was damage control.  So Nando started a program employing 300 people who cleaned up mangroves ripped out by the waves and replaced them with live plants in order to restore the shoreline's potential for shrimp and crab farming.  An additional 25 hectares were planted along the coast to act as a natural barrier against future tsunamis.  Now, with normalcy returning to the lives of the area's fisherman and farmers, Nando and her colleagues talk to residents one-on-one about the long-term benefits of preserving their environment. 
Progress is often measured in small victories.  For example, Nando says her group convinced a local official to refrain from opening a restaurant that featured dishes made from the area's wild birds.  But they are also tackling greater challenges.  Aceh's forests are the most ecologically diverse in Indonesia, but clear cutting has taken a heavy toll.  FFI was able to convince the heads of six Acehnese villages that reckless logging was destroying their future. 
In July, the village leaders signed an agreement banning the clearing of any more forests in their districts. Since then, "the water is much cleaner and not yellow like before," says Muhib Budin, a local leader.  As part of the project, Budin received 12,000 rubber tree saplings from FFI to plant as an income substitute for the village.  Hashimi, an ex-logger who before the tsunami cut down more than 10 trees a month to satisfy demand for Aceh's precious seumantok wood, is also thinking long term.  "If we replant the trees by the lake," he says, "maybe we could increase ecotourism in Aceh."  Those are hopeful words from an island where hope has been in short supply. 



	Adapting to Unpredictable Natural Events
 In May 2009, when 9 campaign managers from the Guadalajara 7 cohort were conducting their pre-campaign surveys in Mexico, H1N1 influenza (bird flu) broke out and caused widespread panic.  The timing could not have been worse.
Some of the campaigns were already behind schedule when the outbreak occurred, but all campaign managers were diligently working on their pre-campaign surveys, rushing to finish them in time for barrier removal workshops and Module 3. They were spending a lot of time organizing volunteers and going into the field. Then soon after the H1N1 virus first struck, especially in the states in which it first appeared (such as Chiapas, where two campaigns were taking place), Mexico’s President requested that businesses put operations on hold until further notice.  The time line to finish project planning and return to university was already tight, and now campaign managers could no longer even conduct their surveys, since interviews in the field had become impossible.
Rather than simply skip activities, or wait until conditions were right to continue with the original plan, Rare and its partners adapted so as to continue in spite of the challenges.  First, they postponed the return to university by one week, to account for the fact that survey collection would be delayed.  Next, they decided to host their barrier removal workshops via the internet (specifically using Elluminate and Infinite Conferencing). About 90 percent of desired participants – including 12 campaign managers, their supervisors, outside experts and relevant Rare staff – to take part in a 3-hour meeting. Although the workshop admittedly was not as productive as it would have been in person, everyone involved demonstrated great flexibility and ingenuity by moving forward in spite of a completely unpredictable outside problem.

[image: ]



[bookmark: _Toc384779170]Summary 
Success is a journey, not a destination.  The doing is often more important than the outcome. 
 ~ Arthur Ashe 
Hopefully, all the planning elements of the Campaign are becoming clearer.  There is a lot to juggle, but with a little patience, a little agility, and a little discipline, all these things come together.  
The main things to take away from this Unit are:
· Plan your social marketing and barrier removal activities carefully in order to maximize their impacts
· Create simple ways to monitor the results (rules of thumb are better than no thumbs at all!)
· Your Barrier Removal Strategy and your Marketing Strategy must work together as an integrated team – remember that activities need to be implemented in a certain order so that they complement each other rather than compete with each other
· Your Pride campaign’s Work Plan is iterative – so don’t sweat the detail too early on. You inevitably will figure some things out as you go and need to make changes to it as your plans become realized



70 | Project Management
70 | Project Management
Lesson 5
[bookmark: _Toc374447474][bookmark: _Toc384779171]Tracking Your Campaign Progress
It is nearly time for you to return to the field and bring your campaign into implementation. As you well know, there are many different moving parts in your campaign that you will need to manage effectively and many people to whom you will need to communicate your progress. The good news is that you have several tools, such as your Work Plan, your Data Management Tool and your RarePlanet page, to help you do this. It will be critical that you use these tools effectively throughout the implementation phase, so that you can track progress adequately, maximize your campaign impact, and return successfully to the final university phase.
By the end of this lesson you will be able to:
· Use the Work Plan and Data Management Tool to track and communicate campaign progress to your organization, stakeholders, and Rare. 
· Apply skills in Adaptive Management as you implement and monitor your campaign. 
· Document key moments in your campaign through multiple media such as photo, video, blogs and stories.
[bookmark: _Toc384779172]Reading Activity 
[bookmark: _Toc384779173]Instructor Procedure
1. Prepare the Activity
281  Review the Lesson Content.
282  Print one copy of the Lesson Content for every participant.  If you do not want to print send the URL link generated out of Xyleme.  
283  Review and customize the lecture slides for the lesson.  
1. Conduct the Activity
284  Hand out or send the link to the Lesson Content to the participants.
285  Instruct the participants to read the Lesson Content. 
286  Space is provided below in the participant guide for participants to take notes and write any questions they may have as they read through the materials.  
287  After they have completed the reading lead a short debrief before presenting the lecture slides and diving into the activities.  Use this as an opportunity to gauge the cohort on what concepts you may have to spend more time on during the lecture and activities.  
1. Debrief the Activity
· None needed
[bookmark: _Toc384779174]Participant Procedure
1. Purpose
To read the Lesson Content and understand how your will track your campaign progress. 
30 Minutes 
1. Participate in the Activity
289  Read Lesson Content distributed by your instructor.  
290  Use the space provided below to take notes and construct any questions you may have to be answered by your instructor. 
	Notes/Questions































[bookmark: _Toc384779175]Activity, Refining Your Work Plan 
[bookmark: _Toc384779176]Instructor Procedure
1. Prepare the Activity
291  CUSTOMIZE- This activity should depend on how your cohort has regionally customized the Work Plan.  Take this time to have the participants continue to fill in the other pieces of their Work Plan.  Depending on what tabs you are using, you may want to provide support in budgeting, project management, etc  
292  The goal should be to get the Work Plan to the point that CMs will almost be ready to get approval from PPMs and their supervisor.
1. Conduct the Activity
1. Debrief the Activity
· How will you use your Work Plan to track the progress of your campaign and manage adaptively throughout implementation.
· How will you use your Work Plan to communicate progress to your organization, stakeholders, and Rare.
[bookmark: _Toc384779177]Participant Procedure
1. Purpose
To refine your Work Plan and ensure that it is ready for approval.
30 Minutes
1. Participate in the Activity
295  This is an instructor led activity
[bookmark: _Toc384779178]Activity, Updating and Finalizing Your Data Management Tool
[bookmark: _Toc384779179]Instructor Procedure
1. Prepare the Activity
296  Customize this activity depending on how your region is using the data management tool.  
1. Conduct the Activity
297  Have participants update the Data Management Tool and prepare it for implementation ensuring that before returning to the field they shoudl be able to:
cb Complete most elements of the ‘General Information’ tab, up to and including your target audience information as well as pre-campaign survey sampling information.
cc Complete all pre-campaign portions of the ‘SMART Objectives Survey Data’ tab. In previous lessons, you established baselines and finalized your SMART Objectives by setting targets. All of this work should now be up to date in your Data Management Tool. Be sure that you have include frequency error estimates for each of your baselines. If you have trouble with this, be sure to ask your PPM for help.
cd Your ‘Other SMART Objectives Data’ tab is customized based on the needs of your cohort and campaign. As with your survey data tab, you will want to make sure that this tab is fully up to date with all relevant pre-campaign data. Again, if you are not sure about anything, be sure to ask your PPM for help.
1. Debrief the Activity
· How will you use your Data Management Tool to track the progress of your campaign and manage adaptively throughout implementation.
· How will you use your Data Management Tool to communicate progress to your organization, stakeholders, and Rare.
[bookmark: _Toc384779180]Participant Procedure
1. Purpose
To update and finalize the Data Management Tool.
30 Minutes
1. Participate in the Activity
300  Instructor led activity.
[bookmark: _Toc384779181]Activity, Documenting Campaign Photos
[bookmark: _Toc384779182]Instructor Procedure
1. Prepare the Activity
301  Ensure you have the PPT lecture slides prepared and delivered before this activity. 
302  Make sure participants have access to the Photo Worksheet located in their participant guide.
1. Conduct the Activity
303  Present the PPT associated with this lesson.
304  Have participants fill in the ToC Photo Worksheet located in their participant guide.  They should use the left column for their goal or SMART Objective and the right column for associated activities.
305  Consider having participants open their Work Plan to review their listed activities.
1. Debrief the Activity
· Why is photographing your campaign activities important?
· What activities that you have planned so far can you visualize in potential photos?
[bookmark: _Toc384779183]Participant Procedure
1. Purpose
To use photos to track progress along the Theory of Change. 
30 Minutes
1. Participate in the Activity
308  Follow along with the presentation provided by your instructor.
309  Fill in the ToC Photo Worksheet below.
	ToC Step 
	ACTIVITY/ITEM THAT CAN BE PHOTOGRAPHED

	CR -






	

	TR –






	

	BC –






	

	BR –






	

	IC –






	

	A –






	

	K –






	



[bookmark: _Toc384779184]Activity, Building a Photo Folder Structure
[bookmark: _Toc384779185]Instructor Procedure
1. Prepare the Activity
310  Ensure participants have their computers available for this activity. 
311  Consider making a folder structure on you computer that follows the image below, so the participants may see it in their local language.  Then project your screen so participants may see.  

[image: ]
1. Conduct the Activity
312  By following the image of the folder structure above, have CMs create a photo folder structure that will organize their photos based on the Theory of Change.  
313  They should begin to structure any photos they may have already taken.  
314  At this point they will likely only have examples up to IC, but they will also have background photos, such as community, biodiversity, etc. 
1. Debrief the Activity
· None needed, just ensure participants understand the need to keep photo documentation organized.
[bookmark: _Toc374447478][bookmark: _Toc384779186]Participant Procedure
1. Purpose
To begin organizing any photos you may have already taken and to develop a structure to document photos during implementation.
30 Minutes
1. Participate in the Activity
316  By following the image of the folder structure presented by your instructor, create a photo folder structure that will organizeyour photos based on the Theory of Change.  
317  Begin to structure any photos you may have already taken.  
318  At this point you will likely only have examples up to IC, but you will also have background photos, such as community, biodiversity, etc. 
[bookmark: _Toc384779187]Lesson Content, Tracking Your Campaign Progress
[bookmark: _Toc384779188]Bringing your Work Plan Back to the Field
By now, you have already begun to put your Work Plan to use for planning the operational elements of your campaign. Your Work Plan will be an essential element of your adaptive management strategy. It is important that you have as many elements as possible complete before you return to the field, so that you are ready to begin putting your plan into action. This doesn’t mean that you need to have every day-to-day activity completely planned out – that would certainly be unrealistic. But by the time you leave the second university phase, you should be able to plan activities at a high-level, including what audience(s) they will be targeted toward, what message(s) they will focus on, and what SMART objective(s) those activities are aligned to. One of the most important elements of your work planning is the aligning of activities to SMART Objectives. As a campaign manager, it is very easy to get lost in the multitude of things that you have to do on a daily and weekly basis. But keep in mind that every activity you are completing or material you are creating should be directly or indirectly driving forward the objectives of your campaign. Be sure to spend the time with your PPM to talk through how your activities are (or are not) contributing to your SMART Objectives. Much of this will change while you are in the field, but the key to adaptive management is planning ahead of time and then having the flexibility and tools to adapt when you have learned something new and plans need to change.
As you plan your activities, you should also be able to begin planning roughly where they will occur in the time line of your implementation phase. You have learned about doing this with a Gantt chart, and your Work Plan provides you a template for that. Before leaving the second university phase, you will need to be sure that you have begun to plot your activities onto a Gantt chart. This will help you determine where you have extra time and capacity to do more campaign, or, more often, where you need to pare down your plans or seek additional help in order to achieve your objectives. You should also have your budget prepared, so that you can adjust accordingly and track expenses throughout the implementation phase.
[bookmark: _Toc384779189]Bringing your Data Management Tool Back to the Field
By now, you have established baselines for all of your SMART Objectives and should now have most of your data management tool up to date. You should fill it out as much as you possibly can before returning to the field, so that you do not have to worry about it except when you collect new data or when you need to refer to it to report on data to one or more of your stakeholders. When you return to the final university phase, you will be expected to perform extensive analysis on your data and report results at length in your Campaign Learning Report, as well as presentations and other deliverables. You will rely heavily on your Data Management Tool to keep all of the data associated with your SMART Objectives organized, consistent, and ready for reporting.
Before returning to the field, you should be able to:
· Complete most elements of the ‘General Information’ tab, up to and including your target audience information as well as pre-campaign survey sampling information.
· Complete all pre-campaign portions of the ‘SMART Objectives Survey Data’ tab. In previous lessons, you established baselines and finalized your SMART Objectives by setting targets. All of this work should now be up to date in your Data Management Tool. Be sure that you have include frequency error estimates for each of your baselines. If you have trouble with this, be sure to ask your PPM for help.
· Your ‘Other SMART Objectives Data’ tab is customized based on the needs of your cohort and campaign. As with your survey data tab, you will want to make sure that this tab is fully up to date with all relevant pre-campaign data. Again, if you are not sure about anything, be sure to ask your PPM for help.
[bookmark: _Toc384779190]Using your Work Plan and Data Management Tool to Communicate Progress
Throughout your campaign’s Implementation Phase, you will be expected to regularly update your Work Plan and to submit those updates to your PPM. Keeping your Work Plan up to date is fundamental to effective and adaptive project management, and submitting those updates to your PPM is important for both getting the help that you need and communicating that your campaign is progressing more or less as planned. 
You should also communicate your progress regularly with your supervisor and other stakeholders, and your Work Plan and Data Management Tools are ideal for supporting this communication. Sit down with your supervisor and use these tools to discuss what you have accomplished so far and, more importantly, what support you need from him or her to accomplish what you have planned moving forward. Keeping others informed of your progress with the right tools and solid data will go a long way in getting you the support and buy-in that you need in order to be successful.
[bookmark: _Toc374447476][bookmark: _Toc384779191]Documenting Key Moments
Documenting your campaign in photography is important not only for yourself and your organization, but also for Rare and for supporters around the world. Photos and videos are the visual proof of your campaign and the work you are doing. They can make your campaign come alive to viewers at home as well as around the world, many of whom will never see your community or work in-person.
The photography from your campaign is a very important part of your overall reporting. This is how Rare visually shares the impact of your work to supporting partners who are funding campaigns and to possible implementing partners or technical partners. This is also how you can share the impact of your work within your own organization and amongst the various stakeholders for your campaign. It is important to have an archive of photographs and videos from each campaign for archival use, which usually includes:
· Funding requests – funding for new projects usually require demonstrated proof of past success.
· Media requests 
· Organizational communication and promotional material
As a CM in charge of coordinating and executing your activities, you won’t have a lot of time to document your campaign events, so it’s helpful to identify the volunteers who have talent for photography and ask them to be your official “campaign documenter”. Be sure this is a reliable person who can show up at all events and capture great moments. Keep in mind that it is very important that you and your supervisors are also being photographed during the campaign.  As the campaign manager, you are the catalyst for change. You are doing a lot of work with the community and it is important that you are photographed while performing the activities of your campaign. You will certainly be taking your own photos of others, but make sure that someone is documenting your actions as well.
Visualize the Theory of Change
Having a successfully documented campaign means having as many steps of your Theory of Change visually represented as possible. The best way to do this is by looking at your ToC and SMART Objectives to define the activities that complete the objectives. 
If we look at the ToC template statements (which you used to create your campaign ToC) and simplify the definition of each step, we identify some possible activities or subjects that can visually represent it. You should also use your Work Plan, where you outlined how your activities align to relevant SMART Objectives.
	ToC Step - Definition 
	Possible activities, items, photo opportunities

	CR - what conservation target (ecosystem) is your campaign trying to protect or conserve?
	Clean water, schools of fish, reforestation, healthy biodiversity.

	TR – a specific negative action threatening the site has been eliminated or reduced from current level.
	Bio-monitoring, resource testing, re-planting.

	BC – Resource users have completed supporting actions by changing behaviors.
	Community patrol units in action, cooperatives, community using new tools, permits, enforcement in action.

	BR – A support system, infrastructure, or economic incentive is formally in place. A pride campaign implemented to build support.
	No-take zones, protected areas, electric stoves, rat traps, etc.

	IC – Resource users have spoken among themselves about the importance of the conservation result and the need for the barrier removal.
	Town meetings, community meetings, campaign events, mascots, CM in community, social marketing in action.

	A – Resource users agree that the conservation goal is important and  begin to support campaign.
	CM facilitating discussion, community reading campaign material, community meetings by campaign.

	K – Resource users understand the basic issues surrounding the threat and conservation goal of campaign.
	KAP surveys, CM and volunteers talking to community, CM and volunteers assessing threats.



It is likely that you already have quite a few photographs from your campaign so far, such as the KAP survey process, barrier removal workshops, volunteer meetings, community members and photos of the site itself.  When you look at your SMART Objectives and your ToC, which activities do you already have photos of? What are some future activities that will help you accomplish other objectives? Which of these involve you and the campaign? Which of these involve the community working together?
Some objectives are easier than others to show in photos, and not every campaign will be able to show every step of their ToC in a literal sense.  Don’t be discouraged if you cannot capture each step or every activity in a photo.  The TR (Threat Reduction) and CR (Conservation Result) are not easy to represent in action – after all, many of the conservation results you are working towards will take years to fully manifest. For the TR, it is hard to take photos of an activity that your campaign has successfully reduced, for instance a reduction in dynamite fishing. However you can show the activities that measure the reduction of the threats. 
There are ways to visualize these challenging SMART Objectives without showing people or a literal representation. For instance, if you work in a community that is setting up a “no-take zone” to prevent overfishing, photos of the signs that announce the no-take zone are a good way to show BR is happening, since you cannot show “less” fishing or “more” fish growing. If each fishing boat in the community must now have a permit, take a photo of the permit on the boat. An action photo would be a fisher attaching the permit to their boat. As an activity, you could document the steps involved in getting a permit by following a local community member as he/she completes the tasks necessary to get one. This would include tasks such as filling out papers, going to municipal building, paying for permit, affixing permit to their boat, etc.   
Additional Photos
In addition to the photos that show your ToC in action, you also need photographs that show why your campaign is necessary. This is the background to your campaign story. 
Here some the basic Background (pre-campaign) photos you should include in your photo documentation:
· The campaign location and surrounding environment
· The biodiversity or environment that is threatened
· The people in the community
· The threat you are addressing
Collecting and Organizing your Campaign Photos
Take note of how many people are photographing your campaign events and try to get as many of their photographs as possible. Encourage all of your volunteers and community members to take photos of the campaign events and the community - just be sure you or a volunteer is collecting them all after an event is over! Be sure to factor in the task - downloading the photos from your volunteer’s camera or your camera onto your computer – during your work planning for each event. A good best practice is to create a folder with the event name before downloading. This will make finding photos from specific events and communities much easier later.
Keep your campaign photos organized by creating a Photo folder on your computer with a ToC folder structure inside. The illustration below shows a sample folder structure for your campaign photos [we’ll need to make translated screenshots of this photo]. This folder structure below is the best way to give your final photo archives to your PPM at the end of the campaign. 

[image: ]
Other Methods to Document your Campaign
There are many ways to document and track your campaign progress.  Think back to some of the previous lessons during this university phase. 
· Creating your Campaign Story
· Creating a Media Kit
· Using Video in your Campaign
· Working with Radio
These previous lessons are taught with the purpose that they will be used as a part of your social marketing strategy, however you can use them for a second purpose and that is to document your campaign.  While photography is an obvious method, think about using the same processes to document your photographs that you would document other materials.  For example, you could catalog and organize all of your video, radio shows and press releases in a folder on your computer.  You could save one of each poster that you printed for documentation of materials that you used.  As you work through your implementation phase, think about how you can work to document each activity, each form of media and each material used.  
[bookmark: _Toc374447475][bookmark: _Toc384779192]Summary
As you prepare to return to the field, remember how important it is to track your campaign progress.  Using your project management skills to stay organized and on track during your implementation phase will make your campaigning run smoothly.  If you document throughout your campaign events, you will begin to build up a database of components that you can use to communicate your campaign progress and successes to your stakeholders, partners, supervisor, Rare, etc.  
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