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This document is intended as a guidance resource to support the implementation of the

WWF Standards of Conservation Project and Programme Management. Although each step in these
Standards must be completed, the level of detail depends on the circumstances of individual projects
and programmes. Accordingly, each team will have to decide whether and to what level of detail they
want to apply the guidance in this document.

This document may change over time; the most recent version can be accessed at:
https://intranet.panda.org/documents/folder.cfm?uFolderID=60979

Written by: Will Beale, WWF-UK. Edited by: Foundations of Success

Please address any comments to Sheila O’Connor (soconnor@wwfint.org).
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Monitoring Plan

What Is a Monitoring Plan?

Now that you have your action plan in place and you have begun implementing your project, you may
be wondering how you will know if you are on track and if you are having the impact desired. This is
where monitoring comes in.

Monitoring is the periodic process of gathering data relative to the stated project vision, goals,
objectives and strategic activities. A monitoring plan defines what you will monitor and how the
monitoring will be done. It includes information needs, indicators, and methods, spatial scale and
locations, timeframe, and roles and responsibilities for collecting data. Monitoring plans are almost
always designed and implemented by project staff and stakeholders.

Why Monitoring Plans Are Important

Monitoring is carried out primarily for the benefit of the project team. Good monitoring allows you to
determine whether your project is on track. That is, it tells you what progress you are making relative
to your planned vision, goals, objectives and strategic activities. Analysis of your monitoring data
helps you to adapt the project design and plans to get the best results.

In addition, good monitoring can enhance your relationships with people outside the project team,
which also benefits your project. For example, monitoring can:

* Help WWF as an institution to assess its total contribution.

*  Help WWEF to learn which approaches are working best, leading to better decisions on future
priorities and strategies.

» Enhance accountability, credibility and transparency with external donors and accountability
bodies.

*  Strengthen ownership of the work by partners and stakeholders, and therefore sustainability of
the work for the future.

*  Support the overall effort to professionalize WWF's work and hence help raise funds, build
brand awareness and publish informed results.

A monitoring plan is important because it provides the blueprint for how monitoring will happen. It
specifies exactly what is going to be measured, who will measure it, how and when they will measure
it. It assigns responsibility and dates to help ensure that the monitoring is actually done. Individual
project teams will have clarity about what is expected of them, and they will know who to consult if
they are looking for specific data or information. A monitoring plan also provides a succinct way of
organizing and summarizing a lot of information. Unless the project is very small, monitoring
requires significant resources to make it happen — human, financial and systems. If you don’t have a
clear plan, you will not be able to allocate appropriate resources. You will end up wasting resources
or, more likely, monitoring will not happen at all.
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When to Use Monitoring Plans

You will formally develop your monitoring plan at Step 2.2 in the WWF Standards of Conservation
Project and Programme Management, but you have really been preparing for the monitoring step all
along. By describing your project situation in a conceptual model, creating results chains to portray
the logical sequences that link your strategic activities to your targets, and developing goals and
objectives that fulfil the necessary criteria, you and your project team have done all the hard work of
outlining the key assumptions that you are making. Now, you just need to take all that hard work and
develop ways of testing these assumptions.

How to Develop Good Monitoring Plans

Monitoring is a process that should not start after your project has already been implemented. It is
something you should plan for right from the start. This is one of the reasons the WWF Standards
place a heavy emphasis on developing a complete conceptual model, well-defined goals and
objectives, and detailed results chains that make explicit the logical sequences that link your strategic
activities to your targets. If your project team invests the up-front time in these design steps, then
deciding what to monitor and developing your monitoring plan should be straightforward.

An outline of the process for developing a monitoring plan is provided in Step 2.2 of the WWF
Standards of Project and Programme Management. The process involves four main sub-steps: A)
Define your information needs; B) Develop your monitoring plan; C) Prepare for data storage,
processing, and analysis; and D) Put your monitoring plan in action. Here each of these sub-steps is
described in more detail.

1. Define Your Information Needs

The first part of developing your monitoring plan involves specifying your information needs that you
will monitor. All too often project teams either collect no information or too much information
because they do not define what is needed.

Good monitoring uses the minimum of resources to provide you with the minimum of information
needed to determine if your project is on track. By prioritising and limiting the number of information
needs, you are far more likely to end up with a completed monitoring plan that you can actually use.
This means you need to focus your monitoring efforts primarily on your goals, objectives, and
strategic activities and the status of targets and critical factors you are addressing with your actions,
but need to keep track of.

By the end of this step you should have a list of your information needs and an explanation of your
reasons for selecting them. The following guidance might be helpful in this process:

Start from Your Action Plan

The Action Plan that you developed in Step 2.1 and, in particular, your results chains (or similar tool
for making explicit the logical sequences that link your strategic activities to your targets), should be
your primary guide for your information needs. At a minimum, you will want to monitor to see if you
are on track to meet your goals and objectives. You will also want to select key points along your
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results chain that can help you determine whether your work is proceeding as planned. In addition
you need to monitor your financial spending.

Decide What Else You Need to Monitor

In addition to your action plan, other information needs will focus on the status of targets and factors
that you are not actively taking action on, but that you should track to better interpret your monitoring
results and/or to see if action will be required in the future. For example, you might want to track the
population level of a certain species to see if it is stable, in which case no action will be required, or
declining in which case you may have to take action. You may also want to monitor the external
context of your project including key risks you have identified, or have other information needs that
address concerns of key partners and stakeholders.

Prioritise Based on Cost and Benefit

Consider to what extent you will plan to monitor all of the goals, objectives and strategic activities.
You may need to prioritise if you want a realistic monitoring plan. If you do have to make choices,
think about the cost and benefit of monitoring each possible information need, taking into
consideration the following issues:

*  The monitoring of goals and objectives is very valuable. The majority of your monitoring
investment should go towards that.

* In addition to the objectives along your results chains, consider the extent to which you will be
able to measure other key results. In the interest of keeping monitoring manageable, you should
not try to measure all points along your results chains.

»  Strategic activities should be monitored, but this monitoring should be kept simple and light.

* Information needs that can be rolled up to relevant targets and milestones of the Global
Conservation Programme should be high priority.

* Any links to relevant donor or country targets (e.g. those from Poverty Reduction Strategy
Papers or from Millennium Development Goals).

2. Develop Your Monitoring Plan

The next sub-step is to develop the specific indicators and the methods that will be used to collect and
analyze the data required to meet your information needs. These indicators and methods then need to
be compiled into a formal monitoring plan that specifies roughly when, where, and by whom data will
be collected, and how data will be analyzed and used. It is generally helpful to summarise the
monitoring plan in tabular form as shown in the example below. Many people find spreadsheet
software such as MS Excel to be a more flexible tool for capturing tables then the table feature of
word processing software such as MS Word. Components of a monitoring plan include:

Indicators (what you will measure)

An indicator is a measurable entity related to a specific information need, such as the status of a
target, change in a threat, or progress toward an objective. Indicators can be quantitative measures or
qualitative observations. Good indicators meet the following criteria:

*  Measurable: Able to be recorded and analysed in quantitative or in discreet qualitative terms.
* Precise: Presented or described in such a way that its meaning will be the same to all people.
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* Consistent: Not changing over time so that the same phenomenon can be measured over time;
for example a currency that inflates or deflates in value is not a consistent measure of wealth.

* Sensitive: Changing proportionately in response to actual changes in the condition or item
being measured.

In most cases, there should be a fairly obvious indicator associated with each information need. In
particular, if you have developed goals and objectives that meet the criteria of being specific and
measurable, then the indicators should flow directly from your goal and objective statements. In
some cases, however, if you cannot measure the information need directly because data are too
difficult, too expensive, or culturally inappropriate to acquire, then you will need to develop a proxy
indicator. For example, you might use orangutan nests as a proxy for the orangutan population.

As with all your project work, you should make sure that your partners and stakeholders buy into the
indicators that you select. Where relevant, you should also try to align your indicators with those of
WWF's Global Conservation Programme and with indicators that are relevant to other institutions and
stakeholders (e.g. Millennium Development Goals).

Methods (how you will collect data)
Methods are specific techniques used to collect data to measure an indicator. Methods vary in their
accuracy and reliability, cost-effectiveness, feasibility, and appropriateness.

* Accuracy and Reliability: Accuracy refers to the degree of error inherent in the measurement.
Reliability refers to the degree to which results obtained using the method will be repeatable.
Often accuracy and reliability are related.

* Cost-Effective: The cost of acquiring the data needs to be acceptable. There may be a trade-off
between accuracy and reliability, against the cost. Are there cheaper ways to get the same or
nearly the same data?

* Feasible: Does the team require access to people that can produce the information. Can the
method be successfully used when the available materials, technology and skills are considered?

* Appropriate: The method should be appropriate to the environmental and cultural context. For
example, it may be impossible to use GPS monitors under a thick forest canopy, or it may be
socially unacceptable to ask people directly about their financial status.

The key is to select the most cost-eftective method that will give you data that is reliable enough to
meet your management needs. There may be a wide range of possible methods to assess a given
indicator. In many cases you or your colleagues will be aware of the range of methods available. If
this is not the case you can learn about various methods by talking to experienced people, reviewing
documents or manuals on the subject, taking courses, or scanning through examples of monitoring
plans that have been developed for other programmes in WWF-.

For many information needs, you may not have to collect primary data. Instead you can use secondary
or outside sources of data, provided they meet the criteria above. Good sources of data include
ongoing research projects and routine monitoring by scientific institutes, universities or administrative
bodies. For example, one method for collecting data about a given fish population might be to
“download harvest records posted by a government agency on the internet.” Some other sources for
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secondary data might include the Living Planet Index, TRAFFIC trade figures, United Nations
climate data, Convention on Biological Diversity, and National Biodiversity Strategy and Action
Plans.

The proposed method/source of data should be referenced or summarized in a few words in the
monitoring plan. Methods need to be defined more fully in a separate document, especially where the
method is not well known to those carrying out the monitoring.

Where (location of data collection)
Describe briefly the specific physical location or community where the monitoring will be carried out.
As noted above, in many cases, secondary data can be downloaded or obtained from other sources.

When (timeframe & frequency of data collection)

At a minimum you need to define the dates when baseline and final data will be collected for each
indicator. In many cases you will want to collect data on a more frequent basis than this (e.g. quarterly
or annually).

Consider the following factors:

*  Time period to effect change. If you realistically cannot expect to see a change in a factor for
five years after the start of the project, then your next measurement after the baseline
measurement should be no earlier than five years.

*  Natural variability of the phenomenon to be monitored.

»  Seasonality issues in terms of data availability and variation.

*  Project life cycle. For example, it may make sense to collect and review data in advance of key
project reviews, planning or reporting timings

Who (people responsible for data collection)

Monitoring can require extensive resources, especially commitments of project team members’ time.
It is important to ensure that the appropriate person(s) with the right skills are designated to handle
these functions. Whilst multiple staff may be responsible for collecting and recording data, it is also
important to have a single driving force and ‘owner’ of the overall monitoring process. You should
state the name of the individual or the organisation responsible for measuring each indicator and the
name of the person in the project team responsible for getting the information (where this is not the
same person). This may be written as an information flow (Organisation X - Person Y).

Who will analyse and use the data?

It is important to systematically check, clean and code raw data as soon as you get it; store and back-
up your data, and then analyze and discuss your data to check if you are on track. You should state
who will do this for each indicator.

Related Indicators (GMS, GAA, Country)
You should already have made efforts to align your indicators to the targets and milestones of the
Global Conservation Programme, or to the goals of particular institutions or stakeholders. As
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appropriate, reference here the relevant target, milestone, goal, objective or the name of the
institution. This will help you greatly when it comes to reporting.

Cost (of monitoring this indicator)

For your own management purposes it is important to assess the resources required to do the
monitoring. You should state the approximate financial cost and/or the amount of staff time that will
be needed to monitor the indicator by the stated method.

Baseline Data (measurement and date)

Collection of baseline data is the first step in the actual use of the monitoring plan. It is critical that
baseline data is collected early in order to inform the project design, and because all subsequent data
gathered over the life of the project will be measured against the baseline.

The use of already existing data for a baseline is strongly encouraged, provided it is of acceptable
quality and its source is adequately acknowledged. In ecoregions that have completed a biological
assessment or conservation vision, much baseline data has already been collected (at least for this
scale of analysis). Data may be available backwards through time (e.g. remote sensing or human
population data). In this case it is will be possible to compare trends before and after the start date for
the project.

In the monitoring plan you should state the baseline measurement, and the applicable date (the date
when the measurement was made). Where the baseline has not yet been defined, you should say when
this will be done.

Final Desired Result
State here the desired final result for this indicator, consistent with achievement of the relevant Goal,
Objective or Strategic Activity.

Optional Fields
In addition to the above fields, you may want to include the following in your monitoring plan:

Intermediate Desired Results
This can be useful where the final desired result is on a time frame of more than one or two years.

Donor
This can be useful where it is known that certain donors have a strong interest in particular indicators.

Result Without Project

Some practitioners find it useful to also estimate what the indicator value would be if no project
actions were to be taken. This estimate can be helpful in estimating the value of alternative strategic
actions.
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3. Prepare for Data Storage, Processing and Analysis

Many projects start collecting data and then find that they are unable to use them effectively because
they are overwhelmed by the amount of data coming in. If you have focused your monitoring efforts
on only the key information needs you should already be in a better position. Even so you will
undoubtedly generate a lot of data, and systems need to be prepared in advance for storage and
analysis of the data.

The systems used will vary considerably between projects. A large complex programme may already
have a sophisticated database system, whereas a small project may decide to work off a simple
spreadsheet. Below are some important factors to consider in determining what system you will use.

Recording

Data can be recorded either on paper forms or in computer files. You should ask yourself:
* How will raw data be systematically, consistently and clearly recorded, and in what format?
*  Will you use paper systems, computers or both?
* How will data be checked and cleaned?

Storage
The storage system should be as simple and user friendly as possible. It should be designed around the
information needs of the project, not based on all possible information needs. Questions to consider
include:

*  Will the data be held centrally (e.g. in Head Office), locally (e.g. by individuals) or both?

*  Will data be entered into spreadsheets, a database, or a statistical package?

* How will data be backed up?

Analysis
Data need to regularly analysed. You should think about:
*  How and when will data be reviewed? Will this be done locally, centrally or both?
*  Will you hold periodic team meetings to review data? What processing of data should be done
in advance?
* How will decisions to adapt plans be made?

Reporting
Finally, data need to be turned into useful reports. Questions to consider include:
*  Who will provide reports to whom, and using what format? (click here for the Internal
Technical Progress Report format. There may be a feeding up process for reports and also a

feedback process).
e What data will be entered into the Track database?

4. Put Monitoring Into Action

Having prepared your plans, you need to move them forward into implementation. The steps below
may sound obvious, but they are critical and they require continuing attention as you implement the
project.
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Include Monitoring Activities in Your Work Plan and Budget

Your initial workplan may include baseline data collection or the completion of your monitoring plan.
Subsequent workplans will concentrate on monitoring of progress, although you may want to allocate
some time to adapt or refine monitoring plans. It is very important to be clear about individuals’
overall responsibilities related to monitoring and not get lost in the detail of spreadsheets!

In addition you need to budget for your monitoring activities. Clearly the amount budgeted will vary
depending on your project’s conditions (see Salzer and Salafsky paper in reference for a detailed
discussion), but unless you have prior experience of monitoring this type of project, a good guide is 5-
10% of the project budget. This may include staff time. As a very rough guide:
*  For smaller shorter projects (<CHF 100,000, one year) monitoring should be kept very simple.
*  For large multi-year projects (>CHF 200,000, 3 years duration or longer), monitoring plans
need to be comprehensive.

Build Capacity and Partnerships as Necessary

As with other activities, you need to build the necessary capacity to deliver the plan, especially where
the project involves working in partnership. A monitoring plan can look quite intimidating to people
who have not been involved in its development (unless they are very familiar with monitoring). In this
context, it is wise to carry out the development of a monitoring plan with the participation of whoever
you see are the key players. This will help to build capacity and ownership, and will probably help
you to produce a better plan. You need to think through how best to do this and how to integrate
monitoring planning with your other planning activities. The Standards support team can provide
advice on this if requested.

When working with partners, it may be appropriate to secure your key partners’ commitment to
monitoring by specifying the monitoring requirements in formal documents such as contracts or
memoranda of understanding.
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There are literally thousands of guides published to develop protocols for monitoring different habitat
types, taxa of animals and plants, and various socioeconomic variables. If you are interested in a
specific factor, please consult the appropriate guide, although be aware that many of these guides go
into more depth than the average conservation project or programme will require.
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