Project Planning 

Sometimes it feels like it is easier to just get on with a job than it is to plan it first. This may be true in the short term but in the long term there are many benefits from clear planning and project design. Before you plough ahead with field work it is useful to know what you are wanting to achieve and that the best methods of achieving it are about to be implemented.

1  Benefits of Planning
   Strategic planning serves a variety of purposes in organisation or group, including to:
1.  Clearly define the purpose of the group and to establish realistic goals and objectives

.
2.  Communicate these to the group’s members and develop a sense of ownership of the plan.
4.  Ensure the most effective use is made of the group’s resources

5  Provide a base from which progress can be measured  and reviewed


6.  Provide a clearer focus of the group, producing more efficiency and effectiveness

7.  Build strong teams in the group

8.  Provide the glue that keeps the members together 
9. Solve major problems

2.  Steps to develop a practical and sustainable Project Plan

2.1  Understand the values you aim to manage

Carrying out some research to get this information will assist in broadening the knowledge of the project and ensuring the project objectives are appropriate for the project area. It is also important to provide these details to funding agencies so they can assess your application basing their assessment on the values to be protected.

Values

Identify the key ecological etc values of the area you are managing.  These are current values, but also potential values e.g. potential habitat for adjacent kiwi populations.  

How to identify the values in the project area ;

Assess the current values especially factors like;

· type of habitat

· is it locally, regionally or nationally significant

· is it representative of former habitat or distinctive, or rare habitat types

· does it connect other habitats or form linkages

· fauna and flora species present – how many are threatened – tabulate their rankings based on Hitchmough 2005 (NZ threat classification system lists – DOC)

· what species are locally, regionally or nationally significant

· does the area contain a high diversity of indigenous species

· identify any historical, cultural or landscape features and values

Could use the biodiversity condition fund prompts that people should be encouraged to describe, e.g.

· Representative habitat for ED (reference  to PNAP programme ED reports)

· Rarity of habitat

· Habitat sequences, linkages etc

· Size, intactness, viability  etc

· Presence of threatened species and their threat rankings (Hitchmough 2002)

· Management sustainability 

Condition

· What is the current state of the values you have identified.  For example is a forest remnant suffering canopy dieback and understorey browsing?  Is the threatened species down to a small number of individuals etc.

Threats

It is also important to gain an initial understanding of the existing and potential threats to these values in the area where you are working.  The type and level of threats will help frame the project and also give an idea of its sustainability in the long term.  Localised populations of an animal or weed pest that threaten a particular native species or area of habitat may be able to be.controlled.  A wide range of major ongoing pest threats present throughout a region may mean a project is difficult to sustain.  

Getting information

· Review any available information, look over the site, discuss with DOC staff or local people who can carry out species identification and do a brainstorm to list out the values of the area. Values could be listed under the above headings.

· If possible group them into values of greater or lesser importance.  These values are an important context to allow you to develop a useful vision.

· In some regions the Department of Conservation has Protected Natural Area or Significant Natural area reports which may contain details about the area. Staff may also be of help.

· Hitchmough 2005 (NZ threat classification system lists – DOC website  www.doc.govt.nz lists species classifications)

· District Councils or Regional Councils may have databases on your area

· Queen Elizabeth II National Trust Regional Representatives and local branches of Forest and Bird will have ecological information they will share.

· There are a number of native plant and bird books and websites which will assist in species identification. Look in bookshops, libraries and carry out internet searches.

· Restoring the Balance; A northland Biodiversity enhancement self help kit available on the NZ landcare Trust website ( www.landcare.org.nz) or Bank of New Zealand Kiwi Recovery 
website (www.kiwirecovery.org.nz )

2.2.  What project resources will you have?

In order to develop a plan that is realistic – so you can achieve some biodiversity improvements, and maintain them in the long term – you need to get an idea of the resources you will have to do work.  Consider:

· Likely level of community interest – and where from.  This may help indicate likely involvement of volunteers, sponsorship etc

· What are your likely initial resources going to be – number of people, dollars etc.  Who is involved now? How much time do they have available?  What potential is there to involve other people and organisations.

2.3. Develop a project vision.  

Once you have a good understanding of the area / species you are looking to manage and the likely support you will have, develop your overarching vision that will guide project work.  This is the long term vision - what you aim to achieve over 10 years plus.  What would you want to see when you visit the site in 15 years?

The vision should be:

· Inspiring to the whole group – and to the wider community and other key stakeholders.

· Relatively general – so that it encompasses all project activities

· Brief and easy to understand – so it can be easily communicated and remembered.

· Able to be assessed – worded in a way that you could track progress toward it.

For example:

· Bringing back the call of the kiwi to the ….. Reserve

· Creating a corridor of safe habitat for native birds from … to …

· Restoring the ….. waterway to bring back the whitebait
2.4.  Develop Goals

Break down your vision into a number of key (but still quite general) areas of work that are essential to achieving the vision.  For example:

· Building support from local landowners and community
· Healthy forest understorey

· Reducing nutrient run off
These goals will help you narrow down your vision into something shorter term – and will enable you to develop more useful objectives.

Tips

· Outline the resources group is likely to have access to on an ongoing basis. Consider money available, time, staff, volunteers, skill pool, equipment etc

· Discuss how much action is likely to be possible with this level of resourcing.  Bare this in mind when developing objectives, work plans etc.

· Brainstorm your goals linking them to the values and resources

2.5.  Define Objectives

Identify more specific objectives under the vision statement (things we intend to achieve over the next say 5 years).  Objectives should be SMART:

· Specific:  Make sure your objectives are clearly defined so that people involved in the project have the same understanding of what the objective means.  They should be impact oriented - representing some key change in improving values or reducing threats that takes you toward your goals and vision.
· Measureable:  able to be defined in relation to some standard scale (e.g. numbers, percentages, fractions, yes/no state)

· Achievable:  There are adequate methods and knowledge available that make it possible to achieve the objective (e.g. animal control methods are available for the species).
· Realistic:  They are practical and likely to be achieved given the project site, resources available etc.  For example it is achievable to eradicate possums from all of New Zealand with current technology, but this would not be realistic due to vast expense and other issues involved.
· Time limited:  achievable within a specific period of time.

When dealing with natural ecosystems, it can sometimes be difficult to determine accurate timeframes etc – but a best attempt should always be made.

Examples of objectives could be:

· Establishing and maintaining a stock proof fence around the entire area within 2 years.

· Contain the spread of boneseed so that no new infestations are found within 2 years

· Undertaking fencing and riparian planting on 25% of properties in the catchment within 5 years.
· Increasing palatable seedling numbers by 50% within 5 years.

· Contain tradescantia within zone 1 (ongoing)
2.6. Select Methods
The specific approaches that will be used to achieve your objectives need to be recorded.  For example what sort of predator control methods will you use?  Will you use contractors or volunteers to do the work?  How will you raise community awareness and support?

· Have a wide ranging discussion of various approaches or methods that could be used to meet each goal.  Discuss what is likely to be most appropriate for the project and the resources the group has.

· Get hold of standard guidelines for key operations such as pest control, weed control etc – so that you working from a proven and safe starting point.  This document provides a variety of guidelines for different areas of work.

· Get expert advice to help you design the best methods.  Organisations such as regional councils, DoC, the NZ Landcare Trust etc can often help.

Examples of methods include: 


- An advocacy program might use a newsletter to promote landowner involvement. 


- A predator control programme could use WINZ subsidized labour


- Providing information and enhancing skills 


- Provide an experienced trapper to mentor landowner’s work

2.7.  Set Tasks – Provide a workplan

Set out the tasks to achieve your objectives.  It is good to do this in detail for the first year and in moderate detail for the following 2 years.  This provides a workplan for the project allowing tasks to be ticked off as they are completed.  It also allows budgeting and planning for funding applications.

Any task you are undertaking in a work plan should always be able to be logically traced back to an objective – then your goals and project vision.

Clearly identify who will implement each task and target, how and when. Develop timelines which are concrete but realistic.
Here are two examples of task identification, graphed out so you can easily follow the flow. 

	Task
	Person(s) Responsible
	Completion date
	Description
	Resources Required
	Potential barriers or resistance
	Collaborators

	1. Draft a strategic plan
	Terry McNeil 
	April, 2006
	A Plan providing project guidance and detail drafted
	$5,000 (WWF fund)
	None anticipated
	Members of the group

	2. Prepare a tender document to enlist a trapper
	Maria Andrews
	September, 2006
	A document prepared so advertising can commence. Document to cover appropriate legal and project information.
	5 hours: 
	Confidence in ensuring legal aspects covered
	Members of the group and LC Trust


2.8.  Identify monitoring 

Once you have your basic project plan that identifies a vision, goals and objectives, you need to identify how you are going to monitor your progress toward achieving them.

Develop a simple plan of how you will monitor progress against your objectives.  Use these guidelines to get you started.  Examine the information you can collect from a basic records system and see how this will help you assess progress against your objectives.  For simple projects your only form of monitoring may be summarising and reporting your project records.  To design more project specific monitoring, refer to section ….

It is very important that you start your monitoring at the start of your project – before you have done any real work.  This way you will be able to track the progress you make.  A common mistake is to think “we don’t need to start monitoring because we haven’t done anything yet”.  In fact, this is just the time you should start – so you can show how things were changed by your project. 

A simple outline of your monitoring can follow the format below.  Developing more detail on specific monitoring requires following the design process in the monitoring section of these guidelines
	Vision
	Goal
	Objective
	Tasks
	Monitoring

	A vibrant and regenerating native forest in Waitane Reserve
	Healthy forest understorey
	· Increase palatable seedling numbers by 50% within 5 years
	· Repair and complete stock proof fence around Reserve

· Shoot goats

· Possum control
	Outputs

· Fence records

· Goat kill records

· Possum trapping and bait station records.

Outcomes

· Seedling counts

	
	
	etc
	
	

	
	
	etc
	
	


2.9.  Review and Improve

New information will be continually coming to light from your monitoring about the work you are undertaking and outcomes you are achieving.  Best practice approaches to activities such as pest and weed control and fauna manipulation will also continue to change through research and experience around your area and around the country.

Your plan needs to be continually reviewed in response to important new information.  It is a good idea to sit down with your group once a year and review the results for the year, changes that need to be made to your project plan, and set out tasks for the coming year.  A more thorough evaluation every, say 3-5 years is very worthwhile.
Also re assess

· Values: what are the key values you are working with under your vision and goals.

· Condition issues (i.e issues around current state of values, e.g. forest dieback).

· Threats (animal pests, weeds etc)

· Potential tasks

· New potential opportunities

If progress toward your objectives is going well – accept a pat on the back and make sure the group and others know that their efforts are reaping rewards.  If it is not going well, what needs to be done?  There are generally two broad options:

· How can operations / approaches be improved?  Check if there is a more effective way you could be e.g. controlling pests, involving the community etc.  Seek external advice and new ideas to help you.

· Are the objectives in the plan realistic?  Check that the objectives you set in your plan can be achieved.  Were you overly optimistic about the time frame or scope of a particular objective?  If this is the case, amend the objective so you can realistically achieve it, making sure that it still meets the requirements for objectives (above).  

Once you have evaluated and refined your project – continue with your work.  Each time you come back and evaluate, you will be able to show more achievements, and how you have moved closer to achieving your vision.

Summary – The Project Cycle
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