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Rare’s Program Evolution over Time 

Early,  
Inspiring 
Victories 

(1985 -1989)

“Black Box” 
Conservation 
(1990 - 2000)

Almost 
Adaptive 

Management 
(2001-2007)

Scaling Theories of 
Change 

(2008 – future)



Change at Rare Since 2000

Staff 7 to 47
Board 30 to 16
Budget  $850k  to $8M
Net Assets $400k  to $17M
Programs Contracted from 4 to 1
Reach Expanded from 5 to 45 

sites/year
Theory “Black Box” to Theory of 

Change
Measures KAP to K,A,IC,BR,BC,TR,CR
Monitoring Almost Nothing to Almost Everything





Paul Butler helped save 
the St. Lucian Parrot by 
inspiring national pride



Forest 
Fires

Salvador Garcia 
instilled Mexican 
pride to reduce 

forest fires



Ni Putu Sarilani Wirawan helped 
create the 1M acre Togean Islands

Pre Post

87%

% fishermen open to using
alternative fishing practices

30%

Pre Post

97%

% know negative impacts
of overfishing

58%

Bomb Fishing



Morne Farmer helped create a new 
watershed reserve in South Africa

Pre Post

66%

% know of the Succulent
Karoo Hotspot

Pre Post

85%

% farmers who recognize
risks  of overgrazing

47%

22%

Overgrazing



Rare Pride Campaigns Versus Public Health 
Benchmarks (as of 2005)

Rare Campaigns
Public Health 
Campaigns

Knowledge 17 pp 13  pp

Attitude 6 pp 3.5 pp

Practice 5 pp 12-14 pp



PK + A +



K + A + IC + BR     BC       TR     
CR

Knowledge

What 
knowledge is 

needed to 
increase shift 

attitudes?

Attitude

What attitudes 
are needed to 

induce new 
conversations? 

Interpersonal
Communications

What conversations are 
needed to encourage 

adoption of new 
behaviors?

Barrier Removal

What are the barriers to 
the adoption of these new 

behaviors? Social? 
Political? Economic? 

Technological? How can 
we remove them?

Behavior 
Change

What behavior 
for which group 
must change in 
order to reduce 

this threat?

Threat 
Reduction

What are the 
main threats to 
biodiversity? 

Which can we 
reduce?

Conservation 
Target

What are we 
trying to 

conserve?

Campaign Theory of Change (2008) 



2007 2008 2009 2010 2011

New Universities
New Regional Staff
New Campaigns

Goal by 2011:   Launch 287 Campaigns

-
3

22

1
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43

1
3
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1
9
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1
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78

China

India

Africa
Mexico

UK

Indonesia Brazil



a. Site 
and Partner 
Selection

b. Manager 
Selection & 
Financing

g. Behavior 
Change

c. Manager 
Training

f. Constituency

d. Campaign 
Design

e. Campaign h. Threat 
Reduction

i. Impacts 
Achieved

Institutional                                                  
Theory of Change 

m. Toolbox Shared 
with Global 
Conservation 
Community

l. Rare’s 
Toolbox
Expands

k.  Campaign 
Managers & Alumni 
Share Knowledge

j. Each 
Campaign 
Leads to New 
Tools, Case 
Studies

n. Global 
Community 
Employs New 
Methods

o. Large Conservation Orgs 
Adopt Rare Tools

p. Demand for 
Rare’s
Assistance 
Expands

CAMPAIGNS

LEARNING

NETWORK



Rare’s Strategy Map 2008-2009
Ensure that one day all people living in the world’s most threatened natural areas will have the motivation and tools they need 
to conserve the earth’s natural resources.

Train local conservationists to employ a systematic method (Pride campaigns) that induces human behavior change, enabling 
reduction of threats to nature.   

Learning &
Growth

Financial
Management

Processes

Partners

Impact

Approach

Vision

Campaign Managers Lead Agencies Other Key Partners Universities

Select High Quality 
Partners

Increase Training 
Effectiveness

Ensure high quality 
theories of change 

Sustain Campaign 
Impact

Create a specialized suite of 
barrier removal tools & 

partners

Donor Product Mix: Pride is seen 
as an opportunity to make a 

difference
Expenses: Demonstrate 
efficiency and leverage Revenue: Build base of support

Brand Promise: Donors and 
partners recognize Rare’s unique 

impact

Increase Board QualityBuild and develop an 
effective Team

Management, Accountability, 
and Communications

Ensure culture of 
adaptive management in 

all areas
Focus and Grow

Pride campaigns achieve specific, tangible conservation results by influencing human behavior

% and # of people reporting positive behavior change
% and # of campaigns achieving significant threat reduction
% and # of campaigns achieving significant conservation outcomes

Rare identifies and develops the most 
talented local conservation leaders

Lead Agency Partners successfully 
executes a Pride theory of change

All partners (BINGOs, barrier removal 
experts, donors, evaluators) are aligned 
with the ToC and enlisted to carry out 

specific actions

Rare’s training platform is 
“always improving”, low cost, 

and easy to manage

2 applicants per campaign 
slot

80% of campaigns receive
a GPA above 4.0
(on a 5.0 scale)

100% of Theories of Change offers a 
meaningful, credible strategy, 

articulated as: 
K+A+IC+BRBCTRC

Campaigns are 
supported for an 

average of 3 years

Create the tools and networks 
necessary to successfully 
reduce 4 common threats

Average cost per campaign 
per year decreases by 10%

Average Annual Revenue growth of 
25% over 3 years

% Donors who agree with the 
statement, “my gift is having a direct 

impact in the environment”
5 placements in major media 

outlets, eg. NY Times

>90% of employees like or
love their jobs

1) Open up new university each 
year for 3 years

2) 50% of campaigns in Sept 
‘08 (75% in ’09) in thematic 

cohorts

Each region/department 
reports on three strategic 
improvements each year

Add one new 7-figure donor 
and one industry luminary to 

Board per year

1) Every staff member every month 
knows whether their department is on 

target
2) 100% adoption of RarePlanet by Jan 

‘09



Top Priorities for 2008-09
Ensure that one day all people living in the world’s most threatened natural areas will have the motivation and tools they need 
to conserve the earth’s natural resources.

Train local conservationists to employ a systematic method (Pride campaigns) that induces human behavior change, enabling 
reduction of threats to nature.   

Campaign Managers

Learning &
Growth

Financial
Management

Processes

Partners

Impact

Approach

Vision

Rare identifies and develops the most talented 
local conservation leaders

Lead Agencies Other Key Partners Universities

Select High Quality 
Partners

Increase Training 
Effectiveness

Ensure high quality 
theories of change 

Sustain Campaign 
Impact

Create a specialized suite 
of barrier removal tools & 

partners

Donor Product Mix: Pride is seen 
as an opportunity to make a 

difference
Expenses: Demonstrate 
efficiency and leverage Revenue: Build base of support

Brand Promise: Donors and 
partners recognize Rare’s unique 

impact

Increase Board QualityBuild and develop an 
effective Team

Management, Accountability, 
and Communications

Ensure culture of 
adaptive management in 

all areas
Focus and Grow

Pride campaigns achieve specific, tangible conservation results by influencing human behavior

% and # of people reporting positive behavior change
% and # of campaigns achieving significant threat reduction
% and # of campaigns achieving significant conservation outcomes

Lead Agency Partners successfully 
executes a Pride theory of change

All partners (BINGOs, barrier removal 
experts, donors, evaluators) are aligned 
with the ToC and enlisted to carry out 

specific actions

Rare’s training platform is 
“always improving”, low cost, 

and easy to manage

2 applicants per campaign 
slot

80% of campaigns receive
a GPA above 4.0
(on a 5.0 scale)

100% of Theories of Change offers a 
meaningful, credible strategy, 

articulated as: 
K+A+IC+BRBCTRC

Campaigns are 
supported for an 

average of 3 years

Create the tools and networks 
necessary to successfully 
reduce 4 common threats

Average cost per campaign 
per year decreases by 10%

Average Annual Revenue growth of 
25% over 3 years

% Donors who agree with the 
statement, “my gift is having a direct 

impact in the environment”
5 placements in major media 

outlets, eg. NY Times

>90% of employees like or
love their jobs

1) Open up new university each 
year for 3 years

2) 50% of campaigns in Sept 
‘08 (75% in ’09) in thematic 

cohorts

Each region/department 
reports on three strategic 
improvements each year

Add one new 7-figure donor 
and one industry luminary to 

Board per year

1) Every staff member every month 
knows whether their department is on 

target
2) 100% adoption of RarePlanet by Jan 

‘09

100% of Theories of 
Change offer a 

meaningful, credible 
strategy, articulated as: 
K+A+IC+BRBCTR

C

Theory of Change



Top Priorities for 2008-09
Ensure that one day all people living in the world’s most threatened natural areas will have the motivation and tools they need 
to conserve the earth’s natural resources.

Train local conservationists to employ a systematic method (Pride campaigns) that induces human behavior change, enabling 
reduction of threats to nature.   

Ensure high quality 
theories of change 

Sustain Campaign 
Impact

Donor Product Mix: Pride is seen 
as an opportunity to make a 

difference

Learning &
Growth

Financial
Management

Processes

Partners

Impact

Approach

Vision

All partners (BINGOs, barrier removal 
experts, donors, evaluators) are aligned 
with the ToC and enlisted to carry out 

specific actions

100% of Theories of Change offers a 
meaningful, credible strategy, 

articulated as: 
K+A+IC+BRBCTRC

Campaigns are 
supported for an 

average of 3 years

Campaign Managers Lead Agencies Other Key Partners Universities

Select High Quality 
Partners

Increase Training 
Effectiveness

Create a specialized suite 
of barrier removal tools & 

partners

Expenses: Demonstrate 
efficiency and leverage Revenue: Build base of support

Brand Promise: Donors and 
partners recognize Rare’s unique 

impact

Increase Board QualityBuild and develop an 
effective Team

Management, Accountability, 
and Communications

Ensure culture of 
adaptive management in 

all areas
Focus and Grow

Pride campaigns achieve specific, tangible conservation results by influencing human behavior

% and # of people reporting positive behavior change
% and # of campaigns achieving significant threat reduction
% and # of campaigns achieving significant conservation outcomes

Rare identifies and develops the most 
talented local conservation leaders

Lead Agency Partners successfully 
executes a Pride theory of change

Rare’s training platform is 
“always improving”, low cost, 

and easy to manage

2 applicants per campaign 
slot

80% of campaigns receive
a GPA above 4.0
(on a 5.0 scale)

Create the tools and networks 
necessary to successfully 
reduce 4 common threats

Average cost per campaign 
per year decreases by 10%

Average Annual Revenue growth of 
25% over 3 years

% Donors who agree with the 
statement, “my gift is having a direct 

impact in the environment”
5 placements in major media 

outlets, eg. NY Times

>90% of employees like or
love their jobs

1) Open up new university each 
year for 3 years

2) 50% of campaigns in Sept 
‘08 (75% in ’09) in thematic 

cohorts

Each region/department 
reports on three strategic 
improvements each year

Add one new 7-figure donor 
and one industry luminary to 

Board per year

1) Every staff member every month 
knows whether their department is on 

target
2) 100% adoption of RarePlanet by Jan 

‘09

50% of campaigns in 
each cohort 

(75% in ’09) share a 
similar theory of change

Thematic Cohorts





Bogor

K + A + IC + BR  BC  TR 
 C



Top Priorities for 2008-09
Ensure that one day all people living in the world’s most threatened natural areas will have the motivation and tools they need 
to conserve the earth’s natural resources.

Train local conservationists to employ a systematic method (Pride campaigns) that induces human behavior change, enabling 
reduction of threats to nature.   

Ensure high quality 
theories of change 

Donor Product Mix: Pride is seen 
as an opportunity to make a 

difference

Learning &
Growth

Financial
Management

Processes

Partners

Impact

Approach

Vision

100% of Theories of Change offers a 
meaningful, credible strategy, 

articulated as: 
K+A+IC+BRBCTRC

Campaign Managers Lead Agencies Other Key Partners Universities

Select High Quality 
Partners

Increase Training 
Effectiveness

Sustain Campaign 
Impact

Create a specialized suite 
of barrier removal tools & 

partners

Expenses: Demonstrate 
efficiency and leverage Revenue: Build base of support

Brand Promise: Donors and 
partners recognize Rare’s unique 

impact

Increase Board QualityBuild and develop an 
effective Team

Management, Accountability, 
and Communications

Ensure culture of 
adaptive management in 

all areas
Focus and Grow

Pride campaigns achieve specific, tangible conservation results by influencing human behavior

% and # of people reporting positive behavior change
% and # of campaigns achieving significant threat reduction
% and # of campaigns achieving significant conservation outcomes

Rare identifies and develops the most 
talented local conservation leaders

Lead Agency Partners successfully 
executes a Pride theory of change

All partners (BINGOs, barrier removal 
experts, donors, evaluators) are aligned 
with the ToC and enlisted to carry out 

specific actions

Rare’s training platform is 
“always improving”, low cost, 

and easy to manage

2 applicants per campaign 
slot

80% of campaigns receive
a GPA above 4.0
(on a 5.0 scale)

Campaigns are 
supported for an 

average of 3 years

Create the tools and networks 
necessary to successfully 
reduce 4 common threats

Average cost per campaign 
per year decreases by 10%

Average Annual Revenue growth of 
25% over 3 years

% Donors who agree with the 
statement, “my gift is having a direct 

impact in the environment”
5 placements in major media 

outlets, eg. NY Times

>90% of employees like or
love their jobs

1) Open up new university each 
year for 3 years

2) 50% of campaigns in Sept 
‘08 (75% in ’09) in thematic 

cohorts

Each region/department 
reports on three strategic 
improvements each year

Add one new 7-figure donor 
and one industry luminary to 

Board per year

1) Every staff member every month 
knows whether their department is on 

target
2) 100% adoption of RarePlanet by Jan 

‘09

100% adoption of 
RarePlanet by 
January 2009

RarePlanet.org



Rare’s Social Network

Campaign Managers

Pride alumni
Technical Experts and 
Volunteers

Rare

Donors and                 
General Public

Local Communities



Continuous Improvement of 
Program Operations

Partner Selection

Partner Training

Campaign Design

Implementation

Sustainability

Below AverageAbove Average

Average

Below AverageAbove Average

Average



Monitoring Recruiting Pipeline –
example from Latin America

Recruiting Pipeline Target Actual
to date

Prospects 36+ 35

Pre-apps
(leads) 36 33

Invitation
(pre-qualified) 30 27

Application
(qualified) 24 24

Interviews
(considered) 18 5

Accepted 12

Deferred 6



Assessing Proposed Theory of 
Change

DRAFT ToC DETAIL
Campaign Site Serena Island Name

Lead Agency Partner Andrea Forestry Department
Date of Review                                          - 

Campaign Manager Jacob Parker 51-68
Pride Cohort Kent 00 34-50

Conservation Result (CR) Increase Andrea Quail Dove to 250 by 2010 0-33
Threat Reduction (TR) Invasive Rats Additional comments
Behavior Change (BC) Stop fisherman reintroducing rats to Serena in boats

Barrier Removal (BR) Traps and eradication supplied by REI

DRAFT ToC SUMMARY

Rare will evaluate the Draft ToC in three categories: Conservation Impact, Feasibility, Measurement
In each category, score each line item as follows (1) strongly disagree (2) disagree (3) agree (4) strongly agree.  Please provide data to back up your score.
Use the notes made in the "Review Section" of the Draft ToC to help you.

CONSERVATION IMPACT

Score each line item using the 1-4 point scale described above. If you are doing this in Excel, the points will automatically sum to give you a "Total Conservation Impact Score". 
If completing the scorecard in hard copy, sum the points to get a "Total Conservation Impact Score".
Items in red are necessary criteria. They must receive a score of a 3 or 4 

Score Data to Support Score
A conservation result has been identified with a specific and measurable conservation target
The intended conservation result is meaningful in a global / comparative context
The target habit or species is of significant biodiversity importance
A priority threat to the conservation target has been identified and quantified
The Theory of Change articulates a clear and logical link from behavior change to conservation results
The quantitative targets for behavior change and threat reduction will achieve the target conservation result
This Draft Theory of Change is worth a $150,000 investment.

TOTAL CONSERVATION IMPACT SCORE -                           

Green 21 - 28

Yellow  12 - 20
Red   0 - 11

FEASIBILITY
Score each line item using the 1-4 point scale described above. If you are doing this in Excel, the points will automatically sum to give you a "Total Feasibility Score". 
If completing the scorecard in hard copy, sum the points to get a "Total Feasibility Score".
Items in red are necessary criteria. They must receive a score of a 3 or 4 

Score Data to Support Score
The threat can be reduced through community engagement
The target audience will likely shift behaviors to reduce the specified threats
Effective and relevant barrier removal partners and tools have been identified and are engaged
This campaign is a well-integrated part of the lead agency's strategy
The barrier removal method has been proven effective in this situation
There is proof of concept for the draft ToC at other sites, in case studies, or in analogue situations

TOTAL FEASIBILITY SCORE -                           
Green  15 - 20
Yellow  10 - 14

Red   0 - 9

MEASUREMENT
Score each line item using the 1-4 point scale described above. If you are doing this in Excel, the points will automatically sum to give you a "Total Measurement Score". 
If completing the scorecard in hard copy, sum the points to get a "Total Measurement Score".
Items in red are necessary criteria. They must receive a score of a 3 or 4 

Score Data to Support Score
Baseline data is available for at least the threat
Baseline data is available for other variables
A monitoring and evaluation partner(s) have been identified and secured
If no monitoring and evaluation partner has been identified, there is a plan to collect and measure data

TOTAL MEASUREMENT SCORE -                           
Green  12 - 16
Yellow   8 - 11

Red   0 - 7

DRAFT THEORY OF CHANGE SCORECARD

REVIEWER DETAIL
Sum of Conservation 
Impact, Feasibility & 
Measurement Scores

To eliminate the principal threat posed to the endemic and endangered Andrea Quail Dove, invasive rodents must be eradicated from Serena Island and their reinvasion prevented. Fishermen will be 
informed of the threats posed by rodents and the benefits of eradication. They will be given snap traps and trained in their use; then asked to trap rats on their boats. There will be 100% compliance in 
adopting rodent monitoring and trapping strategies prior to their using the island. The Serena Pride Campaign will be deemed successful if rodents are eradicated from the island, re-invasion has not 
taken place and if the population of endemic Andrea Quail Doves rebound from 100 birds in 2007 to 250 by 2010.

 DRAFT ToC SCORE





Monitoring Fundraising Progress



Monitoring Program Quality



What Has Driven This Change? 

1. ADAPTIVE management- program evaluation 
drove continuous improvement

2. ADOPTIVE management – racing against phantom 
competitors, benchmarking, shameless borrowing



Arguments for Adaptive Management

1987 Pre- and Post- KAP survey
1996 Retrospective of first 10 Campaigns
2005  360-degree  org evaluation
2006 Retrospective of first 26 Campaigns 
2006 Meta-analysis of 250 variables, all Campaigns
2006 Study of Web-based Club



Arguments for “Adoptive” Management
• Adaptive Management (Foundations of Success)
• Threat reduction Assessment (FOS)
• Concept Models (FOS)
• Social Marketing (Andreasen, Kotler, etc.)
• Theory of Change (Aspen Institute)
• Participatory Planning (Jane Stallman, Institute of Cultural Affairs)
• Five Forces (Porter)
• Core Competencies
• Buyer Process (Monitor Consulting)
• Benefit Ladders (Monitor Consulting)
• Customer Purchase Scenario (Elaine Romanelli, G’town Business School)
• Balanced Scorecards (Bob Kaplan)
• Strategy Maps (Bob Kaplan)
• Recruiting – 3:1 for every spot (Teach for America)



CONCLUSION:

If your organization is not 
continuously improving, it’s 
hard to imagine that your 
programs are…
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